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Abstract

This research looks at how organisations manage that area of their activities whose
function is to give essential information to their inner and outside worlds, in the
form ofinformation products’ - print on paper or electronic - through which
information is presented for use. It sets information products in a context in which
they have not commonly been considered: the organisations which create them;
and it seeks to illuminate them with relevant research and practice from the
disciplines ofinformation science and information design.

The research was conducted by means of case studies over a five-year period in
ten organisations - three for whom information products constituted the main
‘offering’ and seven where they supported other products. In the early stages it
appeared that little had changed since the 1970s, when the author worked in this
field. At that time, few organisations had an overall policy for their whole range of
information products, related to their key strategic objectives; few made any
serious attempt to assess the costs to themselves and their customers, clients or
public of badly presented information products, or sought to assess the value of the
products in relation to their objectives; and few employed appropriately trained
staff to manage this aspect of their activities.

Over the period of the study, however, the practice of all the organisations in
these respects advanced in various ways. The experience of developing web sites
and intranets brought about a particularly noticeable change in the approach of
some organisations to their information products and their place in a strategy for
information.

A pilot extension of one case study into a second stage involved the application
ofa methodology for assessing the value of intangibles. It provided some useful
indications of the value of information products in supporting a main product with
which they were associated, and of the value contributed by information and
knowledge to the main product.

The account of the research concludes with a theory of information products
modified in the light of findings from practice, and with proposals for helping
organisations deal with the issues of managing information products as part of
their overall management ofinformation.
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Chapter 1 Introduction

1
The scope of the research, and why it has been undertaken

The area of the research

The research described in this thesis looks at how organisations manage that area
of their activities whose function is to give essential information to their inner and
outside worlds, in the form o f‘information products’ (definitions of this, and the
other terms relevant to the research are given below). It sets these activities in a
context in which they have not commonly been considered: the organisations
which create the information products; and it seeks to illuminate them with
relevant research and practice from the disciplines concerned with information

science, and information design.

Definitions

Most of the definitions used in this research are based on current usage in the
fields of information science and information design (for a discussion of the relation
between the two disciplines, see Orna & Stevens, 1991 & 1993).

A concept from information science which is particularly meaningful for the
present research relates to how human minds transform external information into
internal knowledge, and internal knowledge into information which can in turn be
put into the outside world (in the form ofinformation products ofvarious kinds)
for others to transform into knowledge.

The exploration of this line of thinking by, in particular, Brookes (1980a and b),
Farradane (1980) and Belkin (1990), and by Ingwersen (1992), Ginman (1988) and
Saracevic (1992), has formed the basis for the following pragmatic definitions of

knowledge and information.1

1The idea of transformation, it is interesting to note, has also entered the
literature of information design with the advocacy by Macdonald-Ross and
Waller (1976) of the role of the ‘transformer’ as a critical one in the

communication of information.

[rs]



Chapter 1 Introduction

Knowledge

In the light of this concept, knowledge is the organised results of experience,
which we use to guide our interactions with the outside world. It is stored in
the mind in a highly structured form, and to be communicated to those who
need to use it for their own purposes it has to be transformed and made

visible.

Information

It follows that information is knowledge put into the outside world and made
visible and accessible through a series of transformations.

From the point of view of the user, information is what we seek and pay
attention to in our outside world when we need to add to or enrich our
knowledge in order to act upon it. So we can also usefully think of it as the
food of knowledge because we need information and communication to
nourish and maintain our knowledge and keep it in good shape for what we
have to do in the world. Without the food of information, knowledge becomes

enfeebled.

Information products2

The visible products, print on paper or electronic, through which information

is presented for use:

2The term information product is still far from current; it occurs comparatively
rarely in the literature, and when it does, its users come at it from a variety of
directions. Elias (1994) for example seems to think of them as products differing
from ‘straightforward publications’, that need aggressive marketing. West and
Norris (1997) limit it to multimedia products, and refer to the activities involved in
structuring them, and making them readily searchable and capable of further
development, from a software engineering point of view. Meyer & Zack (1996) make
a strong case for equating the creation of information products (which can be both
traditional and electronic) with the processes of creating physical products. And
Tiamiyu (1993) looks to the innovative potential in the interplay of technology and

‘the flexibility of the human mind’ to create new kinds of information products.

[1€]



Chapter 1 Introduction

Examples:

+ Text books * Research reports

* Manuals + Data sheets

« Annual reports + Periodical articles

» Product leaflets and brochures Instructions for use
Databases In-house newsletters

» Current-awareness bulletins

(In the course of the research, it became clear that web sites and intranets could be
added to the above examples, as information products in their own right, which
act also as containers for other information products - ‘meta-information products’)
The range of products covered in the research stops short of advertising. But
there is a continuum between telling and selling, and no sharp boundary between
the two; the guiding principle adopted in the research in defining information
products is that they should be towards the ‘telling’ end of the scale, and embody
substantial information content which aims to allow users to do something they
need/want to do, rather than aiming to evoke feelings and persuade - in other

words, the user has an active rather than a passive role.

Transformations

Information products are the end result of the series of transformations of
knowledge into information; they also become the starting point of
transformation in the other direction on the part of their users, who seek to
transform what they require of the information contained In the products into
knowledge and integrate it into their existing knowledge structure.

The transformation of information into knowledge, and knowledge into
information, forms the basis for all human learning and communication; it
allows ideas to spread across space and time, and links past and present in a
network that embraces generations and cultures over millenia. By virtue of

that quality, it is also fundamental to the working of organisations of all kinds.

The transformation processes are represented graphically in Figure 1.1 (pi9)

Information presentation

The activities we engage in to transform knowledge into information; they
cover whatever is done to transform information into products that are

appropriate in relation to:

[17]
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+ The content

+ The people who will use it

+ The way in which they will wish to use it
Presentation therefore covers such activities as selection and conceptual
organisation of information, writing, editing, design and production. These

activities today are often described as the domain of information design.

Information design

A broad definition:

Everything we do to make ideas visible so that others can make them their

own and use them for their own purposes.

A specific definition related to graphic and typographic design:
An area of graphic and typographic design which is concerned with 'products
that have a high information content, where words are the vehicle for much of
the information'. The relationship between the designer and the user is to a
large extent 'user-driven' in that 'there is a known body of users who desire
certain knowledge'; and 'it is the cognitive aspects of the user that are of most
significance, though feelings related to the user's need for knowledge ... are

also taken into account'. (Orna & Stevens, 1991)

Organisations

The decisions which organisations make about information products are concerned
with who to tell, what to tell them, and why, and their decisions about presentation
with how to tell them. Thus products and presentation are closely linked and
dependent on one another. And the decisions concerning them take place within
the context of organisations, and so are affected by their values, goals, structure
and culture. So the final definition has to be of organisations.

The minimal definition given below (from Orna, 1999) of the necessary and
sufficient conditions for being an organisation has features in common with the
conventional information-systems account of organisations, as analysed, for
instance, in Checkland and Holwell (1998, pp68-70). As may become evident,
however, from subsequent chapters, and from the accounts of the case-study
organisations, the orientation is towards the humanistic approach typified by ‘soft

systems’ concepts, which places emphasis on the social nature of organisations,

[181
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Figure 1.1

Transformations... information to knowledge, knowledge to information

(From an illustration by Graham Stevens in Information Management in Museums
Orna and Pettitt, 1998. Gower)

Transform information
into knowledge

Find information in the
outside world from

information products

Transform knowledge
into information

Communicate it to others through
information products, so that they can
start the same cycle

[19]
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and especially on interactions and accommodations among human beings as their
essential characteristic, rather than towards the positivistic, rational decision-
making model. ‘Interacting, internally, and with its environment’ is probably the
key item in the following definition:

» A grouping of human beings

« For explicit or implicit purposes

« Creating 'offerings' of products and/or services

* Interacting, internally and with its environment

« Seeking sustenance to keep itself in being

« Having a structure and a boundary

+ Embodying both social and technical systems.

[ have found this a useful framework in the present research. In the case studies
in particular, it helped to focus attention on features of the organisations which
condition how they manage their information products, and to see the connections
and interactions between, for example, their definition of their purposes; the ways
in which they interact within and with their outside world (their culture); their

structure; and their information products.

The questions the research seeks to answer

The research questions as formulated in the original proposal wer

1 Is it possible to trace and identify links between, on the one hand,
how the processes of creating information products and presenting information
are managed, and, on the other, consequences to the organisation, in terms of
achievement of strategic objectives in such matters as information flow,
communication, cost-effectiveness, efficiency?

2 Ifinvestigation suggests that there is a relationship, is it possible to raise
awareness of the relevant issues and achieve positive change through action
research based on principles from the disciplines of information science and

information design?

Research topics

The topics which required investigation in seeking answers to the questions were
identified in the research proposal as:
e What organisations do at present in the way of presenting information for

internal use and for communication with their 'outside world'

[20)
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e Whether they have a specific strategy that relates it to their key objectives

e How they relate their information products to the management of their
information resources

e Who takes the decisions on information products

e Management attitudes towards information products and presentation

e The people who do the work of creating the products
How they are trained
How they do the job

e The technologies used

e The relationship between those responsible for in-house design and production
of information products, and those who control relevant IT systems

¢ How information products are costed

e How they are evaluated

e Whether organisations lose by not exercising unified control over the quality

and appropriateness of their information products, and the nature of the loss.

Why the study was undertaken

Organisations of all kinds invest a great deal in creating information products and
presenting information. They use the products to promote achievement of their
goals; to support other products and services by which they make their living
(indeed for an increasing number information products are their main offering);
and as key vehicles in their interactions both internally and with their outside
world. Without their information products, their business would falter and might

well come to a halt.

Apparent lack of attention by organisations

Given the significance of information products for achieving organisational

objectives, it was surprising that comparatively little management attention

appeared to be given to them. Personal experience suggested that:

* Few organisations had an overall policy for their whole range of
information products, related to their key strategic objectives.

e Few made any serious attempt to assess the costs to themselves and their
customers, clients or public ofbadly presented information
products.

e Few had an appropriate basis for assessing the value of their information

products in relation to their objectives.

(21]
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e Few employed appropriately trained staff to manage this aspect of their
activities. In visual design, in particular, non-designers were often responsible
for the design of products, and where professional designers were
commissioned, client organisations briefed them inadequately and did not

understand the nature of their specialism.

The lack of relevant research

Most of the existing research on information products paid little heed to the
organisational context in which they are created; typically, it looked at
appropriate ways of presenting specific kinds of content (eg numerical data or
lists); at typographic factors affecting legibility; and at methods of testing the
effectiveness of the products in relation to the intended audience. While many of
the results were illuminating, this kind of research appeared to lack a theoretical
base which would relate the products to the originating organisations as well as to
the users.

Nor did it pay attention to how and why the information content got into the
‘containers’, how the decisions were made, who made them, and how they were
related to the other things the originating organisations did.

Meantime, research in the field ofinformation management showed, with some
honourable exceptions, little interest in the creation of information products as an
aspect of information management to which information professionals might have
a contribution to make. So far as research on organisations was concerned, while it
might have been expected that studies of organisational communication would
touch on information products as an aspect of communication, they rarely got a

mention in this context.

The researcher's background

It is necessary to say something here about my own situation in relation to the
research. During a career of several decades in work connected in various ways
with information, I have done many jobs concerned with information products -
proofreading and indexing, writing and editing information products, managing
their publication, commissioning specialists, and working with information
designers. I started in that area, and from it moved into information management.
The rather fortuitous combination meant that I had an unusual opportunity of

bringing together in my subsequent work the management ofboth information and

[22]
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information products, and ofbeing able to relate them to experience of what
organisations did.

When I decided that the time had come to undertake another research degree,
it seemed appropriate to take advantage of the accidents of career development
and to look at a subject which was relevant to so many aspects of my working life,

and which had in many ways shaped its course.

An opportunity for qualitative research in organisations

The nature of the topic meant that observation of the practice of representative
organisations by means of case studies was the most appropriate method for the
practical part of the research - to which most time would be devoted. The decision
to undertake the research part-time over a five-year period, so that I could combine
it with other work, meant that the case studies could be longitudinal, which
would add valuable observation of change over time. I was also able to draw on
previous experience of making case studies in the course ofwriting books, which
had made me into something of an ‘organisation-fancier’. Making case studies of
ten organisations over the five-year period of this research has allowed this taste to

be indulged almost to excess.

The content and arrangement of the thesis

This account of the research is divided into two volumes, the second of which is
devoted to the full reports of the case studies. The first has four parts: Part 1
(Chapters 1 and 2) in essence deals with What, Why and How. The present chapter
has explained what it covers and why it has been done; the next deals with the
choice of methodology, and the way it has been applied.

Part 2 (Chapters 3-4) is based on reading, and reflection in the light of
experience. Chapter 3 reviews existing research that covers parts of the territory;
research that has not been done, and topics that have been little considered; and
finally looks at what help is available for the people in organisations who
contribute in various ways to information products. Chapter 4 develops a theory of
information products, drawing on relevant theory from various sources in
organisation theory, information science and information design.

Part 3 (Chapters 5-9) discusses the findings about the practice of the case-
study organisations. Chapters 5-7 bring together findings across the ten
organisations in relation to the products themselves; their place in organisational

strategies and in relation to information resources; and how the organisations
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manage them. Chapter 8 traces significant change and development in the
organisations in relation to information products over the course of the research,
with particular reference to the effect of developing web sites and intranets. The
final chapter of this part presents findings from a different type of case study
carried through in one of the original organisations: a pilot application of a recently
developed methodology (the IVM™) with the aim of identifying the value
contributed to a specific investment product by the information products
associated with it.

Part 4 (Chapters 10 - 12) brings the thesis to an end with retrospect and
prospect. Chapter 10 considers the significance of the findings about the practice of
organisations. It notes key distinctions between those organisations whose raison
d’etre is to create and deliver information products, and those whose information
products support other products and/or services which constitute the core of their
business. It discusses the nature of the products themselves and the effect of the
move from print to electronic; the place of information products in organisational
strategy and the factors which influence it; the use which the organisations make
of key information resources in creating their information products; how they
manage the products in the matter of responsibility and decision making,
specialist skills, testing and evaluation of the products, and assessing costs and
value contributed by them. Finally it discusses the question of whether practice
has effects on achieving organisational objectives.

Chapter 11 brings together the findings from the practice of organisations and
the propositions for a theory which were developed in Chapter 4. The confrontation
between theory and practice leads to a new version of the theory, modified in the
light of practice; and concludes with proposals for using it to help organisations
improve their practice and get more value from their information products.

The final chapter is a confrontation of a different kind - of the original research
proposal with what the research has achieved. It is my own attempt at evaluation,
made in order to learn from an interesting and rewarding experience.

Volume 2 contains detailed reports on the case studies carried out in ten
organisations:

ActionAid

City University

The Co-operative Bank

The Cochrane Collaboration

Datastream International

The Department of Trade and Industry

[24]
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The London Chamber of Commerce and Industry

The NHS Centre for Reviews and Dissemination

Norwich Union - in which a further study, involving a pilot application of the

IVM methodology was carried out

The Tate Gallery.

All the reports are the product of interaction with the organisations over the
period of the research, and all have been signed off by them as factually accurate,
with acceptance of the researcher’s freedom of comment. Where my comments in
the evaluation section which concludes each study have been shown to be based on
incomplete information or misunderstanding of the actual situation, they have
been modified; otherwise, they stand, even if the people in the organisation with
whom [ have dealt may not agree with the judgement expressed. It is pleasant to
record that all the organisations have been welcoming and ready to devote a great

deal of time and careful thought to the study.
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Chapter 2

How the research has been done

Finding appropriate research methods

Decisions about methods for the research were based on a combination of
experience-based ‘inclinations’ related to the character of the research, and

support from the literature of organisational research.

The character of the research

The character of the research is essentially practical. It grew from my experience of
working in and with organisations on the process of creating information products
(on a number of occasions in conjunction with an information-management role),
and it aims at an outcome which will be of practical help to people responsible for
decisions about information products at all levels. And what I am looking at is
essentially a process, whose nature is closely bound up with organisational
objectives, structure and culture.

Therefore the research method needed to be oriented to inquiring, as
systematically as possible, into how this process is actually managed in
organisations. Experience suggested that [ was more likely to find something useful
by looking closely at the process through case studies in a small number of
organisations than by contemplating it from a distance in a large number, by
describing accurately rather than by counting, and by letting people tell the story
in their own way (though in response to the same questions) rather than
constraining them to select given answers. It was an advantage to have had a good
deal of experience of making case studies in the course of writing books - though I
had to be careful not to choose that method just because experience in a different
context made it look an easier option than an experimental and quantitative
approach. Fortunately, contemporary thinking about research relating to

organisations lends support to qualitative methodologies.

(27]
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Modern ideas about organisational research

There are three relevant strands of thinking. The earliest is related to action
research; the second, more recent, but drawing on many of the same ideas, is the
thinking which focuses on organisational behaviour and ways oflearning about it;
and the third places particular emphasis on qualitative as opposed to quantitative
methods (which are also explicitly and implicitly supported by the proponents of
action research and organisational behaviour). All the strands involve a search for a
model more appropriate to looking at human beings in social systems than the

traditional 'scientific' paradigm adopted for many years in social science research.

Action research

The history of action research (Susman & Everet, 1978) began with Kurt Lewin in
the United States in 1946, and with parallel but independent developments at the
Tavistock Institute in the UK. As a research method, its key feature is the
combination of ‘generation of theory with change in the social system through the
researcher acting on or in the social system ... both changing the system and
generating critical knowledge about it.’ (op at p586).

The ideas that inform action research developed as a corrective to what were
seen as the deficiencies of positivist science which had led to:

crisis in the field of organizational science ... as our research methods and

techniques have become more sophisticated, they have also become

increasingly less useful for solving the practical problems that numbers of

organizations face.

(op cit, p583)

The crisis has arisen because organisational researchers ‘have taken the
positivist model of science which has had great heuristic value for the physical and
biological sciences and some fields of the social sciences, and have adopted it as
the ultimate model of what is best for organizational science. By limiting its
methods to what it claims is value-free, logical, and empirical, the positivist model
of science when applied to organizations produces a knowledge that may only
inadvertently solve and sometimes undermine the values of organizational
members’ (op cit p583)

In contrast to that traditional model, action research is seen as being future
oriented and collaborative, as implying the development of the systems being

studied so as to modify their relation to the relevant environment, as generating
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theory which is srounded In aetion’, and as being *agnosuc” and *situational’, in
that the consequences of action cannal be fully dinown, and what happens
depends on how the relevant actors currencly define the sifuation. (op Gt ppod3-
500
The legitimacy of it claim to being regarded as scientific rests on “locating o1s
foundarion in philosophical viewpoints that differ from those used ro legitimate
pesitivist science.” Those viewpoints include:
=« Draxis - che ‘art of acting on the conditions one faces in order 1o change them,”
»  [ermeneatics = the concept of the hermeneutical circle. based on the idea that
'no knowledge is possible without presupposibons’, whirch, in the socal
sciences, takes the form of gaining knowledge of sociai systems dialectically by
proceeding from the whole co itz parts and then back again.'
« Existentialism - going back o Uie writings of Kierkegaard and Meitszche, and
based on the idea that human interest les belind every choice,
+ Fhenomendlogy - the objective reakity of the 'subjectve experience of humap

beings. lop St pp3S4-507].

Herons (1971, 1981) madel of co-operative inquiry, cited by Beason, argues chat
orthodox research methods are inadequare for @ science of persons, because they
undermine the selfdetermination of their 'subjects’, Orthodox soienrific methad,
with its emphasis on formal experiment, surveys, questivonaires, and ohsenvations,
aims to exclude the subjects from all choice of subject matter, metiiod, etc, and in
5o doing excludes self-determination. As Reason (1988} puats it this 15 research on
people, Tather than 'research ... with and for peeple’. Table 2.1 summarises the
differences between pogitivist science and action research.

Thiz aspect of action research is particularly applicable to the second-stage case
study i the present reseaccl, which inwvolves people from che case-study

[Teree e R T TR EE R LR E L T TP T

1 The concept of “grounded theory' was frst formulated 30 years ago by Glaser and
Strauss {1967}, As described by EasterbwSmith e al, (1991}, they saw the key task of
the rezearcher as heing to develop theory through a ‘comparative method', that is,
looking at events of processes in different satdngs; the resultant theory should be
‘sufficiently anatytic to allow some generalisation to take place, but at the same
time it should be possible for people to relate the theory co their own experiences,
thus semsitising their own perceptions.” [pp33-36]

[=
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Table 2.1

How the research has been done

Positivist Science and Action Research (based on Susman & Everet, 1978)

Points of comparison

Value position

Time perspective

Relationship with
units

Treatment of units
studied

Language for
describing units

Basis for assuming
existence of units

Epistemological aim

Strategy for growth
of knowledge

Criteria for
confirmation

Basis for
generalization

(30

Positivist Science

Methods are value neutral

Observation of the present

Detached spectator, client
system members are object
of study

Cases are of interest only as
representatives of
populations

Denotative, observational
Exist independently of
human beings

Prediction of events from

propositions arranged
hierarchically

Induction and deduction

Logical consistency,
prediction and control

Broad, universal, and free of
context

Action Research

Methods develop social
systems, release human
potential

Observation of the
present +
interpretation of the
present from
knowledge of the past,
conceptualisation

Client system members
are self-reflective
subjects with whom to
collaborate

Cases can be sufficient
sources of knowledge

Connotative,
metaphorical

Human artefacts for
human purposes

Development of guides
for taking action that
produces desired
outcomes

Conjecturing, creating
settings for learning
and modeling of
behaviour

Evaluation whether
actions produce
intended
consequences

Narrow, situational,
and bound by context
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organisation in selecting the area to be investigated, and in making value
judgments in the light of their knowledge, which form the input to a computer-

based model.

Organisational behaviour

While interest in action research, and writing about it, continues, more recently
there has been an emphasis on organisational behaviour. This may represent a shift
of focus from the process of research to the character of the organisations at which
it looks.

As Turner (1992) puts it, we have to remind ourselves o f‘the human character
of organizational activity’ and to acknowledge that the cultural environment must
be related to the ‘physical presence of human beings’ (p59). He foresees that
organisational research in the near future will be:

‘.. in large part participative: it will be predisposed to qualitative rather than
exclusively quantitative methods: it will be both wary and skilful in its use of
language; and it will be unlikely to produce a single unified coherent theory.” (p46)

The topics likely to be of most interest will not be readily accessible via
questionnaire surveys, indices, or attitude measurement. To gain access to them,
‘research inquiries will involve meeting and talking to people in organisations,
entering into and understanding their way oflife.” (p46), and the outcomes are
likely to be ‘situated, context-related typifications and generalizations, which are
to varying degrees both time- and culture-based’ (p47).

The implications for the organisational investigator are: recognise your own
skills and ‘connoisseurship’ in the process of investigation, realise that people in
organisations ‘participate, work, communicate and relate in ways which also
involve such elements of passionate and tacit knowing which may not be readily
accessible at an analytical level’, and recognise that ‘much of the knowledge which
enables organisations to operate is knowledge obtained by doing, knowledge which
is built into the behaviour of the people concerned and is not merely part of their
cognition.” (p60)

The term which Tsoukas (1994) uses for this approach to dealing with
organisations is ‘reflective action’. He contrasts it with the older model o f‘social
engineering’. The social engineering image has some parallels with the ‘positivist
science’ paradigm discussed by the advocates of action research; as Tsoukas

remarks, it trusts knowledge about organisations only if it is ‘scientific knowledge’

(31]
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formally produced according te the classical canons of scientific methad. (ap ot p3}
It views arganisations as ‘orderly entities by design’. It takes it for granted that
social sysrems are independent of managers, and so the relationship between rhe
two is ‘ipnored or construed as exrernal”. "What the system under regulation
consists of (as well as infonnation abouc the state in which it is), and the objectves
which it aims o achicve {as well as information about how well it does achicwe
them), are either taken for granted or regarded as being imposed by the outside
world in a manner that is independent from individuzls' beliefs and
interpratations.” The assumpton about the ordecly nature of social systems
becomes the basis fior the further assumption thar managers can ‘accumulate
explanatory and predictive knowledge about them', which can be used o pursue
desired results. jop ot pp4-5)

The social-engineering approach ignores many essentlal feanures of social
sysrems. [n che first place, social syscems are intrinsically 'open’ in the sense that it
is impossible to get them o stay the same across space and time because
‘individuals' meanings, interpretations and medels differ across contexes, and
change over me'. {p8} The fact that people have o learn and develop in order oo
act effectively makes closed, predictable secial sysrems distinctly unlikely. Mot do
social systems “have an existence imdependent of human beings', they are (in parc
ar leasth “what they are because of the particular ways human communities define
them. (p2) “What an organisation fs depends toa large extenc on what ic does in
the secioeconomic and oaltural contexss in which it is embedded.” {p19) Finally,
organisations are ambignous, that is, they are often unclear abour what their
intentlons are; they don't know for sure what it is appropriare to do) they usually
caa't identify exactly what chey did in the past and why; and they ace noc always

clear about whe in the organisation is responsible for what,

Qualitative reasarch

Especially interestng in this context is a review article by Fidel [1993), who draws
atcention 1o the rapid growth of qualitarive research in lihrary and informarion
stuclies osver the past ten years. Fidel makes the point that quaptitative and
qualitative are not mutnally exclusive; each can use elemenrs of the other, and
indeed qualitative research has a certain primacy in that quantitative research
acruzily depends an identifiving quelities that are oo be subject of measuring and
COURing.

The distinpuishing features of qualitabve research defined by Fide! are thar it is:
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s Cogiiided by a belief in the primacy of subject matter over method’ [p220}, 2
science of form, pactern, shape, design or configuration, relying on multiple
gources of data.

+ [Mon-manipulative and noncontrelling, depending on such approaches as
observation, journals, opinions of respondents, and as such offering the hest
methods for explocing human ehaviouwe® (p222)

« 'Haoliztic and case onented”, "'providiog for a broad understanding of a particular
phenomenon by focusing on unigue cases, but at the same dme taking into
account all the themes involved.' (p224)

+ Fooused on processes and examining dynamics racher than scaric atteibures
(p225)

« Openand flexible, without an o priorf conceptual framewark

# Humanistc in that reladonships are established between researcher and
respondencs which allow the researcher to gain a personal insight; researchers
reed ‘empatheric neutmlicy (padn)

« Inductive - hypotheses, models, theories, etc are developed during study, not
‘conceived a priori”, so that both methods and abstract constructs are
‘dymamic, evolving as the study progresses.” {p2il)

« Sdentific, on a differenc bagis fromy thac of quantitatve reseacch; “Today most
merhadalogizts agree that the notdon of reliability, as construed in quantitative

rezearchi does not appiy to qualitative research.’ (p231)

And, appropriately for the domain of informaton studies, it takes a categorizing
or ‘coding” approach to data
The research process

Decisions about where to starc the research process grew ovganically ouc of the
nature of the project, my own background experience, and the decisions abaout
methodology.

Why start with casa studies

Since it was 5o clearly orjented to practice, and since I had been for so long

invoived in the practice and had maintained an interest in che literature of
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relevant research in the field2, it seemed both appropriate and fairly risk-free to go
straight into finding out how a selection of organisations were actually managing
their information products, rather than to start with a conventional literature
search. The case studies could then be guided by existing knowledge of practice
and of the literature, and the findings from them as they emerged could suggest
new areas ofreading.

And the long time scale inevitable with part-time research had the advantage of
allowing new case studies to be fitted in at any later point as opportunity offered,
and of giving time to go back at intervals to those done earliest.

My intention from start was to undertake a second level case study, looking
intensively at one or two organisations, though initially I was not sure what the

content and orientation of the second level would be.

Selection of case study organisations

The aim was to achieve a balanced range of types and sizes of organisations,
coupled with being reasonably opportunistic3in using organisations with which I
already had contacts, and in seeking local case studies on grounds of economy. I
also felt it desirable to have organisations with whose work I could feel in some
sympathy. The list in which case studies were completed consists of: a third-world
charity, a university, a bank, a financial analysis company, a government
department, a chamber of commerce, an insurance company, two related medical
research bodies, and an art gallery (for their names, and thumb-nail sketches of
them, see the introduction to Part 3)

The range is fairly representative, but I was unsuccessful in finding a
manufacturing or retailing company. Two case studies initially agreed on had to be
abandoned. A local government housing department which was doing interesting

work in the field fell victim to changes in top-level management in the authority;

2 For example, information design and typography, the relationship between
information design and information science, education and training for creating
information products, desk top publishing, Plain English, testing and evaluation of
information products.

3 Iwas reassured to find, when the case studies had already been completed,
support for this, and for other features of the approach I had taken in carrying
them out, from academic researchers experienced in the field of research in

organizations (Buchanan et al, 1988)



Chapter 2 How the research has been done

while in a professional body, deficiencies in internal commuonications {of which I
should have been more aware} combined with a somewhat proprietorial chief
executive [of whase character T should also have been aware] led o muotual

agreerent o disagree,

The approach to srganisations

An initial telephone approach was made, in order to identify che appropriate
contact. After a telephone discussion with the contact in which the nature of the
project was outlined, a letter was sent (see Figure 2.1); this explained the nature of
the research and the propoesed outcomes, deseribed the kind of help needed from
case-study organisadons and the arrangements (oc observing confidentialicy and
allowing for checking drafrs, and offered as a quid pro gee 4 Teport o management -
in effect some free qonsulrancy.

The respanse

The majoricy of the organisations approached agreed to become the subjecr of a
case study, some with no hesitation, ethers alter a period for reflection and

reassurance, and one 2iter an initial refusal on the grounds of Lack of Gme,

Qwesticns for consideration

¥When organisadons agreed to a case study, the next stage was 4 mecong with the
person who was to be the point of contact, to discuss the project, get background
on the orgapizacion, and collect relevant documents such as corporate objoctives,

angpual reports, organisation chares, and examples of information produces. The jobs

Figure 2.1

Imvitation to take part in 3 case study

v

Daar i ...

| am wrting to fallow up our recent converzation about the research for the
degree of PhD which | am undertaking in the Department of Infarmation Scisnce
at City University, Longon. We disguased the possibility of a case study st ..
and, as agraed, | am seading you herswith same materal abaut the research, and

about my own work Background,
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The research subject is 'The role of information products and information

presentation in organisations', and the question it seeks to answer is:

Is it possible to identify links between:

* The visible products through which information is presented for use - either
as print on paper, or on-screen.
Examples: Annual reports; product leaflets and brochures; manuals; current-
awareness; research reports; data sheets; employee handbooks; in-house
databases; company newsletters.

+ How organisations manage the processes of creating information products
and presenting information
and

« Consequences to the organisation, in terms of achievement of strategic
objectives in such matters as information flow, communication, cost-

effectiveness, efficiency?

There has been very little investigation of this topic, but it is an important one
for organisations, given the investment which they make in this area.

This is essentially a practical project, and the main part of the work has to be
based on field study in real organisations. The field study consists of two stages:
1 A series of structured interviews in a representative sample of organisations,

with the aim of understanding their practice in the matter of information

products and information presentation.

2 In-depth action research in one or two organisations

Participation as a case-study organisation involves:

« A series of interviews (duration about 1 hour) with the people in the
organisation who:
Take decisions on its information products
Implement the decisions
Provide technical support of various kinds

» Access to examples of the organisation's information products and other
relevant documents (eg Corporate mission statement and key objectives,

publication plans, house-style standards).

In each case, | present a brief report to management on my findings from the
case study. As | explained, the research is being undertaken part-time, to a fairly

flexible timescale, so it is possible to accommodate the timing of case studies to
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the convenience of the organisations involved. Whatever degree of confidentiality
is required is of course observed.

Further information about the kind of questions to which | am seeking
answers, and the ultimate outputs from the research which | am planning, is
given on the attached sheet. | also enclose information about my own work
background and my publications relevant to the research, and a copy of a recent
article about the study.

Please let me know if there is any further information you need, and please feel

free to pass on this material.

Yours sincerely

of the people responsible for liaison over the research varied from organisation to
organisation: some were information managers, others from public or corporate
affairs or external relations departments; in only one case was the contact someone
with a specific responsibility for information products. The contact was then
responsible for internal liaison with management, for nominating people whom
he/she considered appropriate for interview and for briefing them; in some
instances the contact arranged the interviews, while in others it was left to me.
When dates were fixed for interviews, I sent in advance to each person [ was to see
an outline of the research, and details of the questions [ was interested in
discussing (see Figure 2.2 ). This formed the framework for the interviews, which
were structured round the key questions, but informal in their approach. They
normally began with my explaining how I came to be doing the research, and the
reasons for my interest in the subject. The people being interviewed were invited to
talk about their own work in relation to information products, using those of the
questions which were relevant to their job (not all questions were relevant to all

interviewees) as a starting point.

Interactions with the organisations

After an initial meeting with the contact person, I spent time reading background
material about the organisation, and looking at examples ofits information
products, to get a basic understanding of its business and aims, identify specific

issues to pursue in interviews, and develop ideas for approaching them.

(37]
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Then followed interviews, writing up notes from them, and preparing a draft
report for the organisation. This was submitted for comment, usually with a good
many queries arising from collating the results of interviews, and from things I had
not thought to ask about at the time. The draft was amended in the light of
comments and re-submitted. The case studies were done to various timescales: in
some cases all interviews were completed in a couple of days, and there was a
quick response to drafts, in others interviews had to be spread over several months
(sometimes because of the organisation's own requirements, sometimes because
other work demands intervened for me). Where that happened, an interim draft
was submitted before the balance of the interviews was completed, and a further
draft after completion of interviews. While there were some exasperations
associated with not always being able to get a straight run at case studies, the

extended timescale of the project turned out to be something of an advantage.

Figure 2.2
Interview background

T

Research on the role of information products and information presentation in

organisations

Background for case-study interviews

The purpose of this research

1 To look at how a range of organisations of different types manage the
process of creating information products and presenting information.

2 To see whether the way they manage this process has any effect on their
achievement of strategic objectives in such matters as information flow,

communication, cost-effectiveness, efficiency.

This is essentially a practical project, and the main part of the work is based on
case studies in real organisations.

One of the ultimate products of the research will also be practical; | plan to
embody what | find out in a publication which is designed to be useful to
organisations in the management of this important aspect of their activity. In the
meantime, as | complete each case study, | shall present a report to management

on it which | hope the organisations concerned will find helpful.
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Case-study topics

The case studies will focus on these questions:

+ What does the organisation do at present in the way of presenting
information:
For internal use?
For communication with its ‘outside world" ?

« Does it have a specific strategy that relates information products and
presentation to its business strategy and key business objectives?

« Does it relate its information products to the management of its information
resources?

*  Who takes the decisions on what information products will be undertaken
and how they will be presented?

« How does the management of the organisation regard information products
and presentation?

*  Who are the people who create the products?
Do they work in-house or are their services bought in from outside?
How are they trained?
How do they do the job?
Who are they responsible to?

+ What technologies are used in creating the organisation's information
products?

« What is the relationship between those responsible for in-house design and
production of information products, and those who control the organisation's
IT systems ?

+ How does the organisation cost information products?
How does it establish budgets for them?

How does it evaluate them?

Case-study interviews
In each case-study organisation, | talk with a range of people selected by the
organisation who are connected in various ways with its information products
and presentation.

The interviews are informal, and usually last about one hour. My preparation
for them includes studying material about the organisation and its aims and
activities, examples of its publications, etc, so that | start with some basic

knowledge and don't waste people's time.

(39
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| shall be very grateful If the people being interviewed can find time to think in
advance about those of the questions on page 2 that are relevant to their own
connection with information products and presentation. There may well be other
relevant topics which | have not mentioned - if there are, | shall be very pleased if
you will bring them up in our discussion. | shall also be interested to have

examples of the products with which you are concerned.

A

Following through over time

In effect, it enabled me to make longitudinal studies, and so to benefit from a
moving picture, rather than a dated snapshot; I was able to observe changes over
time, and to ask supplementary questions. As Susman & Everet (1978) remind us,
positivist science eliminates the role of history in the generation of knowledge;
‘present patterns of behaviour can many times only be understood as the product
of shared definitions held by organization members regarding what their common
endeavour is about.’ (586) - and those definitions develop over time.

Briefings from the organisations on major changes that had taken place since
the start of the case study, and discussions about them, proved of great advantage,
particularly in case of the insurance company, which was in my home town, and
where my contact was particularly conscientious about updating.

By the start of 1997, all the case studies (except one of twin medical research
organisations, and the financial analysis company which was a late addition) had
been written up and amended at least once in the light of comments from the
organisations. A further round of updating was carried out during 1998, running

through to early 1999.

Interleaving activities

Starting with case studies brought the advantage of interaction between practical
investigations and my existing knowledge of relevant theory and research, which
led on to new areas of reading, which in turn fed back the into the way in which I
looked at organisations. (The principal new areas, outside those which I had kept
track of over the years were business process re-engineering/process innovation,
approaches to determining the costs and values of information, methodologies for

studying organisations, organisational behaviour, organisational communication,
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organisational learning.) This kind of interaction seems to match both what Reason
(1988) describes as the dialectic of co-operative experiential inquiry - ‘an aware and
self-critical movement between experience and reflection which goes through
several cycles as ideas, practice and experience are systematically honed and
refined’; and the stages of analysis within grounded theory recommended by
Easterby-Smith et al. (1991) - Familiarisation, Reflection, Conceptualisation,
Cataloguing concepts, Refining the definition of concepts, Linking concepts into a
more holistic theory, and Re-evaluation.
It also has some features in common with the ‘Framework’ analytical method
described by Ritchie & Spencer (1994, Fig. 9.1) as being:
e Grounded or generative: heavily based on and driven by original accounts and
observations of the people it relates to
e Dynamic: open to change, addition and amendment throughout the analytic
process
e Systematic: allowing methodical treatment of all similar units of analysis
¢ Comprehensive: allowing full rather than partial or selective review of the
material collected
¢ Enabling easy retrieval: access to and retrieval of original textual material
e Allowing between- and within-case analysis
e Accessible to others: analytic process and interpretation can be viewed and

judged by others.

Without being based on the Framework approach (it was not encountered until

a late stage) the present research has followed its main stages of

e Familiarisation (op cit pi78) - getting a feeling for the material as a whole, in
this instance by constantly returning to the individual case studies, and by
comparison between them

e Identifying a thematic framework (op cit pp 179-180)- identifying recurrent
themes and issues, both related to original research aims and emergent, to form
a framework within which material can be sifted and sorted

e Mapping and interpretation (op cit pp 186-193) - looking at the data setas a
whole, a ‘non-mechanical and intuitive’ process arising from immersion in the
data, searching for a ‘structure rather than a multiplicity of evidence’. The
present research has followed a similar process oflooking at the range of what
happens in practice, and then (in Part 4) finding associations, proposing

explanations, and suggesting a strategy that could be used in practice.

(41]
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Trying it out

I took opportunities for writing and speaking about the research, in the UK and on
a visit to Australia, as a means of getting feedback from information designers,
academics and information practitioners. Speaking about what was emerging from
the research to various audiences was particularly helpful. Besides the generally
encouraging response, which helped to confirm my own belief that this research
was worth doing, there were many useful exchanges, as well as new leads, for
example on the training available for people in organisations with responsibility for

information products, and an additional case study.

Second-stage case study

[ intended from the start to carry out a second case study stage, though I did not
initially know what form it would take. The ultimate decision arose partly from the
findings from the case studies, and partly from other work in which I became
involved. It became evident in the course of the case studies that information
products had indeed a key role in interactions between organisations and their
outside world, and between people within organisations, and that they
represented a large investment. It was also clear that none of the organisations had
made any attempts at setting a value (positive or negative), on their contribution. I
myself, coincidentally, had to study the question of costs and values of information
in another context during the early stages of the research - in the course of writing
a commissioned chapter on the subject (Orna, 1996).

The decision to try to use a new method of arriving at a value was
opportunistic; I had come across such a method (McPherson, 1994) at the right
moment during the writing of the chapter, and one of the case study organisations
was taking an interest in this area. This stage represents a combination between
qualitative and quantitative methods, and is also closer to action research, in that
it is a collaborative effort between members of organisation, the researcher, and the
designer of the methodology.

The account of the IVM™ methodology which follows is quoted from Orna
(1999):

the Integrated Value Manager™, which has been developed by McPherson

(1994, 1996) over the past five years or so is an instrument that measures the

value of an asset, system or organization. It has now been employed in a

number of businesses, for such purposes as cost justification and business

case for a major IT system development whose outputs contained significant
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intangible contributions benefiting managerial effectiveness; and extending
corporate strategy of a public utility to include intangible factors as well as
financial projections (for example strategic fit over political, market, competitive
technical indicators, analysis of exposure to environmental and ethical risk,
indicating the cost of compliance with environmental and ethical criteria).
Based on the ideas mentioned above about a structured framework which is
independent of the inputs of subjective human perspectives, it depends on the
combination of the two, and both are essential. The strength, rigour and
objectivity of the methodology are derived from its use of measurement
theory to combine many different kinds of value contribution into proper

indications of achieved value.

The basic ideas underlying the method are these:

All organizations are systems for creating value

The value they create is notjust financial, and not only the organization is
concerned; its activities have value effects for others - not only customers or
shareholders, but also the wider community affected by its operations - and
these reflect back in its reputation.

There are, as shown in Figure 2.3, four essential value dimensions, one
financial and three non-financial:

Financial (which includes both tangible assets and those which, while
intangible, have direct financial value)

Operational (including processes, intellectual assets, information and
organizational structures which support the creation of value)

Governance (including prudent management, security, ethical conduct, and
respect for environmental values)

Reputation (in the eyes of stakeholders, customers, the media, and the public)

All four dimensions must be observable and measurable; therefore, as shown in

Figure 2.4, we need a comprehensive methodology to deal with:

Evaluation and combination ofvalue in the three non-financial dimensions
Combination of monetary and intangible value so that overall value-added on all
four dimensions can be used as a decision variable, and for subsequent financial

analysis (see Figure 2.5).
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Figure 2.3
Aspects of value
Value
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Measurement methods are obviously the critical bit, and this is how McPherson

approaches them.

Inputs:

e Financial inputs of revenue and costs: conventional accounting; financial audit

e For the non-financial: a range of measurement tools, including: Performance
measurement, information audit; Governance, ethical, and environmental

audit; Opinion surveys, market research, analysis of correspondence

Intermediate outputs:

e Financial - projections of discounted cash flow, net present value, shareholder
value added

e The others: Non-financial Value Added - delivered as ‘normalized utilities’, and

then combined to indicate ‘Combined Non-financial Value’ (see Figure 2.5).

Final outputs:

The final output is the amalgamation of financial and non-financial value to give an
inclusive value, in which the proportions of accountable value added contributed
by all four dimensions can be shown. It allows the organization to see what such
intangible elements as knowledge and information are contributing, to express that
proportion in equivalent money value, and to compare their actual contribution

with what they should contribute (see Figure 2.6 )

4)
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Figure 2.5
Measuring value with the IVM: capital and operational assets
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Figure 2.6
The value-measuring process

Figures 2.3 - 2.6 are reproduced from illustrations by Graham Stevens in Orna
(1999); they are based, with kind permission, on unpublished originals by
McPherson

What is
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The value measurement process
Object - Structure hierarchy
environments - Define necessary and
Technical sufficient attributes
Operational - Define performance indicators
Economic - Set value metrics
Natural . . .
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Figure 2.7 shows the terms of the proposal for the IVM application.

Figure 2.7

Proposal for further research in Norwich Union

v

Proposal for further research in Norwich Union

July 1996

Background

A case study (one of ten such studies in a range of organisations) has been

carried out over the past two years through the intermediary of Group Corporate

Affairs and with the co-operation of managers in relevant areas of the business.

The case study has covered:

« The key objectives and strategies of the Group

» Its organisational culture

+ How decisions on information products are taken

* How costs and budgets are established

« The range of information products, for external and internal users

« The Group's information resources, and their potential for use in developing
information products

e The human resources involved

» The approach to the presentation of information

* Production

» Testing, monitoring and evaluation of information products

The outcome is a picture of how the Group currently manages this aspect of
its business, and of the changes that have taken place over the past two years (it
is intended to keep on updating the situation up to the point when the thesis is
delivered, so that the case studies show developments over time, rather than
being just 'snapshots’).

All the case studies end with the researcher's evaluation of the present
situation, pointing to what appear to be 'Strengths, Weaknesses, Opportunities,
and Threats' in relation to the management of information products. In the case
of Norwich Union there are a some strongly positive features:

« It is the only organisation encountered so far in the research which makes a

serious attempt to test information products in use.

(48
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+ It is committed to open communication within the organisation.

» It seeks to Integrate staff with professional skills In the field of information
products into the businesses which develop information products.
On the other side, there are factors which may have the effect of preventing
the Group from getting full benefit from its investment in information
products and presentation:

» Lack of unified management of information products.

» The creation and delivery of information products is not recognised as a
business process in itself.

- Difficulties in the way of making full use of information resources, especially

about customers, in developing information products.

Further development of the research

The aim of the research goes beyond description of what a sample of real
organisations do; it seeks also to establish the effects of information products and
presentation on organisations' achievement of strategic objectives in such
matters as information flow, communication, cost-effectiveness, efficiency.

It is clear from the findings from the case studies that information products
make an important contribution - which may be positive or negative - to
achieving goals of organisations. They are the tangible representation of
organisational values and knowledge, and the main vehicle by which these values,
and information based on organisational knowledge, are conveyed to their outside
and inside worlds for action. As such they are intended to contribute to the
perspectives of 'stakeholders' inside and outside the organisation, and to inclusive
value added.

But while organisations recognise the importance of their information
products, none of those studied has yet attempted to establish a measure of the
contribution they make which is rigorous enough to be accepted ‘as an equal
partner to monetary value', and to be set alongside economic value added to give
‘combined value added'. (McPherson, 1994)

Sound decisions on such matters as the allocation of resources to information
products, and policies for their development can be made only on the basis of
applying such measures, because they alone will allow organisations to make a
realistic judgment of the contribution information products are making to adding

value.
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The contributions of information products to added value

The inputs to information products are both

1 Tangible monetary ones (expressed in staff time and production costs) and

2 Intangible non-monetary ones (professional knowledge and skill, expressed
in decisions, interpretations, information interchange, utilisation of

information, analysis, and synthesis).

The use of the products can show positive or negative effects which can be
measured directly in monetary terms: on the one hand, business gained as a
direct result of the use of the products; on the other, the costs of correcting the
results of users' misunderstanding of the information in the products and acting
inappropriately, or the costs of the loss of customers because of dissatisfaction
with the accuracy of the products and the quality or ease of use of the
information

The products also have intangible effects which are no less real though they
cannot be directly expressed in monetary terms. In relation to the organisation's
‘outside world', they include: customer satisfaction, retention of customers, new
customers, and gain of knowledge through interaction with customers, leading to
the development of new products or services.

Products internal to the business can produce intangible gains in support for
more effective working, co-operation across functional boundaries, information
interchange, negotiation, decision-making, feedback, re-evaluation, development

The combination of external and internal information products can add value
to the organisation's achievement of its objectives (including ethical and
environmental), and the development of strategies for the use of information.

Equally, the intangible effects on added value can be negative ones.

The method proposed

The methodology is one developed by McPherson. It depends on a combination
of judgments by managers (based on key business objectives), with an interactive
computer aid which provides an objective structured framework for deriving

combined monetary and intangible value added.

Outcomes for the company
There is a good basis for applying this approach in Norwich Union, not only
because of the positive aspects of its management of information products

already mentioned, but also because of its emphasis on the importance of value
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added, and its identification of ethical and erwvircnmental objectives. The outcomes

that it should gain are:

1 & wel founded measure of the contibutian which infarmation products are

miaking to value added chaing,

2 A hasis for ingarperating the Group's information products into an

infarmation strategy, derved from its business strategy.

Conclusian

This brifngs (o a close the descripton of the "What, Why, and How' of the research.

Tiie next part (Chapters 3 and 4) presents (Chapter 3} an outline of existing

research of varying degrees of relevance to the area, which constmtes a kind of

mdp, showing unexplored areas as well as thase which are boch relevant and

reasonably well examined, and {Chaptar 4) the theory which developed during the

research and in tern shaped its further development.
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Part 2
A review of research, and a theory of informatfon products
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What is available on the subject of the research; what is missing

This chapter aims to give an overview of

1 Existing research and ideas from the literature relevant to the central questions
which I am seeking to answer
and, since this is a practical piece of research,

2 What is available to help organisations manage their information products, in the

way of access to research findings, training, advice

Figure 3.1 shows the central questions of the research and relevant topics arranged
according to how close they are to the questions.

The purpose is to show what research has been done, what ideas are on offer, how
much there is, and what is mostly lacking. In this place, I am not aiming to be
exhaustive nor to analyse in depth (though there are observations to be made about the
quality of some of the offerings). Chapter 4 returns to some of the ideas and draws on
them in formulating a theoretical basis for a proposed role for information products in

organisations.

Existing research and thinking

Figure 3.1 is a ‘map’ of the topics covered in this review and of their relationship to

the central question of the present research.

The intersection of information management, information products, information

design

Personal experience of the intersection and interaction of the activities concerned
with information management, information products and information design, in the

context of organisations, has led me to visualise them in the way shown in Figure 3.2
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Figure 3.1
A map of the topics covered in this review

Intersection of
Information management
Information products
Information design

What writers and Cost effectiveness

designers actually do in relation to
information
products

? Are there links

between how organisations
manage their information
products and success in
achieving their strategic
objectives ?

Presentation and Testing and

the users evaluation of
information
products

Organisation studies
Organisational communication
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Figure 3.2
The intersection of information management, information products, and information
design in the organisational context
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Appreciation that information management has to be concerned with information
products and presentation. Taylor (1982) put forward the idea o f‘organizational
information environments’. In this, as in other respects, his thinking was in advance of
the time. Information environments are made up ofvariables that affect the movement
of information messages into, within and out of organisations and that determine the
criteria by which the value of information messages will bejudged in that context.
Some of the variables have to do with the organisation’s ‘demographics’ and
information flow patterns and channels, the context in which it operates, what it
seeks to do; others are concerned with its systems and technologies for generating,
storing, organising and delivering messages; others again with the people in the
organisation and their ‘responsibilities, tasks, and problems as reflected in information
terms.” Information products seen as among outputs of information systems.

He argues for information auditing (one of the earliest uses of the term) as a means
oflooking ‘backward’ at the design of the production or support system, and ‘"forward"
to the function and utility of these outputs’ (p313), and proposes that, in order to
make information systems more cost-effective, criteria for assessing the outputs should
be derived from users and their environments. He defines information products as
being generally tangibles, like books, monthly accounting reports, or online displays -
on the same continuum as services, but at the opposite end. Questions that he
recommends asking about services, but which are equally applicable to products,
include:

e What ‘intangible functions’ do they meet?

e What are their modes of presentation, their level of complexity?

e What level and amount of quantitative data do they embody?

e What ‘access mechanisms’ like contents and indexes do they possess?

e What is the match between scope and coverage on one hand and function on the
other?

e How much novelty is there in the structure of messages?

e What is the effect of formal rules, policies and procedures on output and its
standardisation?

e What is the medium?

e What nature of human expertise is required?

e How much evaluation, analysis and interpretation of information goes on at the

output end?

(57]
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e What is the nature and amount of feedback?
The key questions for each type of output are how it is actually used and how well

it serves its intended function.

With some foresight, Taylor identifies the problem of evaluating the role that
information ‘in any formal form’ plays in the success or failure of performance as ‘one
of special importance in the design, management, operation and evaluation of
information systems and their products and services.” (p318) and one which should
‘concern the professional for at least the next decade’. (It certainly is concerning the
information profession and business, during the 1990s - see p64 for current references
to the general topic). A more recent contribution from Farkas-Conn (1996) refers to the
specific contribution of information products. She quotes from studies of R&D in the
chemical processes industry which indicate the value which information services can
create for the development process by working with process and design engineers and
with IT colleagues to create such products as information warehouses - ‘the
intellectual capital repositories of the company’ (pl68). Karamuftuoglu (1999)
emphasises ‘the importance of social knowledge and social (collaborative) means of
gathering, distribution and use of information for information/innovation based
economies’ in arguing for the ‘knowledge production potential’ (which implies
information products to make the knowledge visible) of information storage and
retrieval systems and the professionals who manage them . Watson (1999) makes a
similar point about a changed role for information professionals, in relation to web sites
and intranets: ‘The web is notjust about finding information: it is about publishing,
broadcasting, establishing networks and developing interactive services’, and
information specialists have an important role to play.

The need for their participation in this kind of activity is implicit in the analysis
made by Koniger & Janowitz (1995). They attribute the plight of users who are ‘thirsty
for knowledge’ but ‘drowning in information’ to failures to structure the information
presented - conceptually and visually - rather than to sheer quantity. The problem is
compounded by technology which creates ‘new structures that are more diverse and
more complex than anything seen before’ (p6) but which at the same time deprives
readers of the functional clues to which they are accustomed from the traditions of
print. This dissolution of traditional information structures is a challenge which should

be met by identifying universal structuring elements applicable to all information
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media, by selectng information conlent appropriately, by making the lifespan of the
content evident, and by providing gocd indexing to overcome the problem of
information that cannot be ordered along a 'single conbnuum' [p12). The authors
identify pardeular problems of slecfronic media — designers of information systems
lack the general cultural background thac has heen available to writers for print,
‘cypography is presently losing its capabality to express informacion structure’ (p13).
“Screen layout, typography, colours and interaction methods have to be designed
professionally’, and chey have o be applied consistently co information of similar Gypes
(p15], and we need signs to indicate informacion structures that ‘ace as familiar to us
as road signs indicating dirccbon”

The concerns expressed by Koniger and janowicz imply solutions to which both
information sciepce and informadon design should contribute. Taylor {1997) provides an
enceubaging example of interest from the side of information design. He argues Uit "ail
the visible, discrece produces through which information is presented to people [or
thierr use, whatever its medium of delivery’ should be recognised as informadon
products, and should beoelit (mom e combined application of three kinds of
professional activity: information technelogy. informarion design and informarion

MATIAEEIMETLE.

Common grousd between information scence and information design. A reminder
of the definitions of inforimation design Tam uzing (see Chapter 1, p17)

& broad definition:

Everything we do to make ideas visibie sa that others can make them their cwn

ang uza them for their own purposes.

& specific definition ralated to graphic and typagraphic design:

&n zrea of graphic and typographic design which is concemed with 'praducts
that have a high information content, where wards are the vehicle far much of
tha mnformation'. The relationship betwesn the degigner and the user is to a large
extant 'usar-ariven' in that 'there is a knawn body of users who desire cerzain
krowledge'; ard it is the engnitive aspects of the user that are of most
significance, though fealings related to the user's reed for knawledge _.. are alzo

taken into account'.
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Working for many years with an information designer has led me to think a good
deal about whether there is common ground between information science and
information design; ourjoint reflections on the subject are summarised (Oma &
Stevens, 1991) in these terms;

In different ways, both are concerned with: knowledge structures, that is, the

way in which human beings store in their minds what they have learned and

experienced; how those internal structures of knowledge are transformed by a

series of processes into information ... which is put into some kind of "container”,

so that it may be used by others for purposes they have themselves defined.

(p203)

The special area of interest for information science has traditionally been what
McArthur (1986) terms ‘mental containers’ (or ‘knowledge structures’) and the
conceptual aspects of external containers for information. But, as information science
becomes, in Ingwersen's (1992) terms 'more human driven', information professionals
are becoming concerned with the next stages of information design - ‘adding value’ by
developing actual information products. The involvement, where it exists, is at present
mostly tentative and poorly supported, but initiatives in the higher education of
information professionals (see below, p62) may lead to future improvement.

Information design - defined by Stiff (1994) as ‘user-centred communication design’
has traditionally taken for its territory the visual aspects of structuring external
containers so as to make information readily convertible into knowledge by the users.
Here too, practitioners are being drawn into the earlier stages concerned with
conceptual structures of knowledge and information, through working in teams with
writers and marketing people, or through becoming ‘hybrid designers’ who both write
and design.

The emphasis which information scientists place on ‘the use and transformation of
information into knowledge on both the individual and societal level’ (Ingwersen,
1992), and on the evaluation of the role of information outputs in success or failure of
performance (Taylor, 1982) is matched by information design research on effectiveness
criteria for information products.

McPherson (1995), who has introduced interesting new thinking into the problem of
valuing information and other intangibles, has elaborated on Taylor's concept of the

‘information environment’ (see p57) of organisations, and draws attention to the
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relation between information presentation and ‘human cognitive need’ in all its

aspects:
The presentation of information should:

(@) match both the managerial requirement and the mental tasks deployed at each
stage in meeting the requirement;

(b) be presented in a manner that encourages human intuition, supports
ratiocination, and integrates the two (ie the left and right lobe modes of thinking

are integrated).

Modern research on information design started in the 1960s with the establishment
of the Print Research Unit at the Royal College of Art. The early emphasis was on
typography and its effects on legibility and ease of use of the products. This strand of
research has over the years led to significant findings on the importance for
accessibility of such features as line length, spacing, typefaces, type sizes, and page
structure (see Stevens, 1995, for a summary, and p80 for more about the typographic
and graphic aspects of information design). As Ennis (1979/80) pointed out in a review
of UK research trends, however, there was a need to link this with research on ‘reading
strategies, reading purposes and the type of audience’ (p7), and indeed later research
on information design has looked at the context in which information products are
read, and particularly on the users.

The British Library sponsored research on information design in the late 1970s. The
group involved in the project included typographic designers and researchers in
applied psychology. The researchers accepted as ‘axiomatic’ that information design
needed to be related to the context of the communication; contextual factors included:
e Content
e Objectives of communication
e Circumstances of use
e User characteristics

e Constraints which the information providers had to observe.
While the report on the research (Wright, 1979) commented on the fact that

organisations were ‘content to ignore’ findings on how to present information

effectively, the only solution suggested was ‘user education’ to increase typographic

[61]
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awareness, The organisational process of creating informalion products was not
considerad,

The research was not pursued by che British Library (though some 10 years later it
sponsored a project by Lewds, described below), but it did lead on to the establishmant
of the Mfgrmaetion Design Journal, and later of the Informadon Design Assocation. The
majority of the contributens o the Journal are in such areas as labelling and
instructions for use of proeducts, form design, signs and signing sysrems, typography
and information graphics; there are, however, valuable excucsions into fopics with a
bearing on how crganisatons conduct themselves, such as the presentation of financial
graphs in company annual reports, and the implications of form redesign for power
structures in businesses. A similar balance of content prevails in Ui internatonal
Infodesign conferences organiszed by the Association and the Information Desizn
Perwork based ar Covenory University; the 1999 programme devotes just one sassion to
‘Information design and business processes’ among others on screen design,
wavlinding, vser research, and communicaring health and commurity information.

Kempson and Moore {1994) have aimed (o bring relevant research findings o those
who are responsible for the design of docwments addressed o the general public; the
focus here is on forms and [eaflets, rather than on the range of more complex products
addressed by arganisarions to cheir specific external and internal andiences.

The project by Lewis mentioned above (Lewis. 1991] was supported by che British
Library in the Department of Librarianship and Information Scieqce at Birmingham
Polytechnic, with the aim of increasing awareness of informarion design amang
students in higher education. The module developed thers was subsequently taught in
the Technical Communicaton degree course at the then Coventry Polytechmic now
Coventry University). 5o far as can be judged from the original syllabus, there was a fair
coverage of important topics, but nothing abowt how they might be incegraied by
furure informarcion professionals with information management in the context of
specific organisations,

Since then, & number of publishing courses = first degree, posc- graduate and post-
experienoe —have been developed in warious institurlons of kigher education. While
most are specifically arientad to business, editorial or producton aspects of the
induscry, one of fwo, offered in departments of informabonlibrary studies, combine

information management and publishing; course content incdudes, besides the

|2



Chapter 3 What is available on the subject of the research; what is missing

information management elements, business planning, desktop publishing, design and
production processes, editorial techniques, marketing, promotion and publicity.

In Australia, many degree courses in information studies have a significant
element devoted to information products and information design, in particular at the
University of Technology Sydney, whose BSc Applied Science (Information) course,
developed in the mid-1980s, seems to have pioneered this aspect of professional
education, with particular emphasis on its integration into the practice of information
management in organisations (see, for example, Yerbury et ah, 1991, who describe a
teaching programme which emphasises the marketing of information products, the
role of information workers in making it easier to use products by means of added-
value activities, and the role of design in adding value to information products).

Australia is also the home of the Communications Research Institute of Australia
(CRIA) - a body with a unique focus on the research area. Sless (1996) draws on the
Institute’s experience to recount how thinking on information design has developed to
embrace the relationship between products and their users, but has failed so far to
take in those between ‘people and institutions’ and what he describes as ‘political
relationships’. He suggests a further transition is in progress, made possible by the
growing power of IT to organise and manipulate graphic material, and by advances in
thinking about ‘complex relationships between people and information.’ In support of
his argument he quotes what Moholy Nagy wrote in 1938 on designing as a ‘complex
and intricate task ... the integration of technological, social and economic
requirements, biological necessities, and the psychophysical effect of materials, shape,
colour, volume, and space: thinking in relationships.’

Sless (1995a) also stakes a claim for a ‘new profession of information designers’ who
‘transcend the physical and go to the heart of the functional information needs of an
organisation, creating powerful systems that simultaneously shape whole classes of
information for workers, consumers and citizens.’

MacKenzie-Taylor (1993/1999) gives a pertinent caution about the danger, in these
new and useful approaches, of throwing the baby of aesthetics out with the bathwater
of exclusive concentration on the artefact:

in focusing on performance criteria which are external to the artefact, many of the

new generation of information designers, (particularly those from disciplines

outside typography and design), have overlooked the essential role that the

aesthetic of the artefact plays in the very performance being measured.
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[They] often have little appreciation of, or regard for, the physicality of the
product they are involved in producing. Because they have had no physical
contact with the type of forms they manipulate, or with the rich and ancient
tradition of paper and print, they have little understanding of the meticulousness

of the craft - the care and sensibility expressed in a piece of visual communication.

An interesting, and so far as [ know unique, approach comes from Meyer and Zack
(1996), who bring the design of information products fully into the field of
organisational strategy for managing information. They argue that information products
should be thought about in the same way as physical ones, that is, in terms of
‘architecture’ (an overall design concept covering a whole range of products) and
‘platform’ (an integrated set of common subsystems for creating families of products
that can evolve over time, together with a set of technical processes to support them).

With information products, the product platform is the organisation’s ‘repository’
of information (its information resources) consisting ofboth information content and
information ‘containers’ such as files, databases, or documents. How useful and usable
the repository is will depend on its architecture - the way information is structured,
the elements into which it is broken down, the ways in which it can be accessed, and
how it is managed.

The manufacturing of information products resembles, according to Meyer and
Zack, refining; it consists of the stages of acquiring raw materials; refining them (a
range of activities to make products accessible to users, from indexing to analysing
trends by means of appropriate software); storage and retrieval; distribution; and
presentation - ‘ensuring ease of use and sufficient functionality is part and parcel of
the information product itself (p48). To manage its information products successfully,
an organisation needs an appropriate infrastructure of hardware, software and
telecommunications; internal knowledge about its own business; external knowledge
about its current and emerging markets; and understanding of how it organises and
manages itself (p49). If it can keep its technological infrastructure, its repository and
refinery, and its knowledge up to date, and make quick use of it, it can create new
information products very cheaply compared with the costs for physical products. And
the authors’ view is that the greatest potential lies in the acquisition and refinement

stages, rather than in the use of output-end technology such as the World Wide Web
(p50)
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Cost-effectiveness in relation to information products

There is a growing research interest in value adding through information management,
via intelligence gathering, interpretation, collation, analysis and synthesis, and in
methods for assessing the value of information to organisations (major trends are
summarised in Orna 1996). So far, however, it has not, with one or two exceptions,
extended to the actual endproducts and their presentation; this was one of the reasons
for choosing to carry out a second-stage case study on this topic in one of the case
study organisations (see Chapter 9 and the Norwich Union second-stage case study in
Volume 2)

While the information resources of organisations have actual and potential value as
a 'quarry’ for information products, there appears to have been little research on the
application of information management to identify resources with the potential for
transformation into products that will support the organisation's aims, improve its
competitive position, or add value in other ways. The work of Meyer and Zack
described above is unusual in looking explicitly at this area.

Taylor (1982) whose work has already been mentioned, introduces the metaphor of
the value-added spectrum, along which data is transformed successively to
information, knowledge and action; the value of information lies in the judgments of
users about its usefulness to what they want to do. He places information products in
‘the lower part of the value-added spectrum’ as lacking in differentiation - ajudgment
which might well be revised today in the light of the emphasis laid, in theory at any
rate, on a range of highly customised products.

Given the amount that organisations invest in their information products, and
their frequent attempts to keep the costs of their production down, it is surprising
how little has been written on the cost-effectiveness of information products, ie the
relation between what they cost and the added value they achieve for the organisation
that creates them.

Sless (1994) refers to the dangers that organisations, especially those in information-
intensive industries, court when they ‘hit out at paper work and try to control
printing and design costs’ by handing responsibility for design as well as printing to a
printer.

Printing companies have no primary interest in good design, their primary interest

is in volume printing. Asking a printer to look after both your design and printing
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needs, without the advice of a professional intermediary, is like asking a drug
company to supply all your medication needs, without a doctor acting as a

professional intermediary.

The same author (1995b) draws attention to another aspect of unappreciated cost
where information products are concerned- the loss of customer goodwill which comes
about when governments and businesses outsource the costs of presenting complex
information to the outside world by passing them on to the end users. Penman (1996)
makes a similar point in discussing the distinction between corporate identity (on
which organisations often spend a lot) and corporate reputation, where they often fail
to see the potential of information products for adding value.

Examples of the negative added value which information products can bring to
organisations if they fail to invest in appropriate quality are comparatively rare -
probably because there are not many situations where it is possible to put a direct
financial cost on the results - but those that exist are telling ones.

Herget (1995) makes the straightforward point that when any product is defective,
‘the buyer incurs additional costs’ and when those costs are too high to be borne,
purchasers vote with their feet and stop buying the product. He cites a case which
illustrates this principle, drawn from a company which provides customers with tailor-
made compilations of reviews from technical magazines world-wide. Losses that could

have been avoided by attending to quality before delivering the products amount to:

Lost clients (40/year at 5000 Ecu each) 100,000 Ecu
of which 50 per cent due to quality failure

Quality inspection 16,000
Editing costs 20,000
Feedback 10,000
'‘Defensive’ client visits 25,000
Internal firefighting 25,000
Internal administration 10,000

Total cost of 'non-quality' 206,000 Ecu

[66]
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I found a comparable situation in a consultancy assignment some years ago (Oma,
1990, pp281-288). An organisation which depended on a single information product was
losing customers as fast as it gained them mainly because its management had not
recognised that the quality of the product depended on high-level indexing skills, and
was using people with keyboard skills for the task. The losses were compounded by
poor information flows inside the company and between it and its customers, and by
lack of quality control at all points in the production process.

Fisher & Sless (1990) present an extensive account of an information design project
by the CRIA in a large Australian insurance company, to improve the quality of its
forms and establish standards for them. The existing ones were the result of piecemeal
changes and of computer system interfaces which had not been designed to suit the
ways in which data was collected and presented. Interviews with people in various
situations in the company revealed that policy proposal forms which customers
completed created the greatest problems for both sales and processing staff, each of
whom blamed the other for the design of the forms. Analysis of a sample of 200 forms
revealed that 100 per cent of them contained errors, with a total of 1560 for the whole
sample, and that turn-around to acceptance of proposals ranged from 1 to 167 days.
They estimated the staff time needed to repair each category of error found, and
worked out the cost for each category and the approximate total cost to the company.
At a conservative estimate the total number of errors per year exceeded 320,000,
requiring over 53,000 hours to repair, at a salary cost for the people making the repairs
in excess of $A551,000. (Similar work on the cost of errors in forms for the UK
Department of Health and Social Security was reported by Coopers & Lybrand in 1986
(Kempson & Moore, 1994), though the actual costs are not quoted.)

Development of a new design which would help to bring down these costs by
making it easier to fill in the form correctly depended strongly on understanding
organisational politics, involving the stakeholders in the associated processes closely in
the development while formalising the points at which they made decisions, and
allowing a lot of project time for negotiations (though this still proved to be an under-
estimate). Acceptance of the new design depended critically on the significant
reduction of error rates it delivered: only 15 per cent of the new forms contained errors
as against 100 per cent of the original version; turnaround times were significantly
reduced; there were only 44 errors in a sample of 200 new forms as against 1560 in a

similar sample of the old one, a reduction of 97 per cent. Savings in the cost of time
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spent on repairng the errors were over SA300,000 or five times the cost of the whale
project.

As the authors point out, the kind of costs measured by this project have not
usually heen taken inco account, and the traditional data processing costings of
informarion svstems are misleading. 'Organisations would do well to revise their
thinking on such matters, particularly if their objective i5 to improve productivity.”

Tourish [1997] describes a General Motors communicslions programme in the 19805,
which included upgrading an internal newsletter, by tncreasing its frequency of
pribilisation and including rmuch maore business informadon; a variety of othar
publications were introduced, including ene jointly written and funded with rhe trade
unions; and a communications review group evaluated rhe range of publications issies.
[t iz claimed that business performance subsequently improved; budget savings of 2.8
per cent were recorded in the first year after these initiatives, 4.9 per cent in year bwo,
3.2 per cent in year three and 2.2 per cent in vear four, and sales doubled over a seven-
vear perind - though it is not made clear whether this was propler hoc o just post hoe.

van Wegen & de Hoog {1996 take a different approach to the measurement of the
value conferred by information productsicommoditios; while they are partcularly
concernad with informarion systems as a special trpe of information commodity, their
argument is applicable 1o the informafion products with which the present research
deals. They define inlormation cosrunedities as a combinaton of information and
'information carvier’ and argue that ic is the combination which is responsible for
addded value in use {p247), and that Infocms don preducts add value @ a range of
information processing actvities and naot just oo decision-making. The focus is on the
icpact on the user's production process, and activioebased costing is used as the
mechod for assigning costs - o, a5 Uie authons point our it is aot designed o quantfy
benefits other than those resultng from increased efliciency, and does not involve
those resulting from reducton of uncertainty or risk [p253.

Michel (199)) desibes applications i France of Value Analysis - oviginally
developed in the Uniced States for General Electric for designing 18 peoduscts oo
improve quality and reduce cost — o information and documentation, VAID Walue
Analysis in Information and Bocumencation) seeks to establish the optitnemy cost for
sarisfying the needs of rhe uzers. The mechod depends on teamwork among people
represenung dilferent viewpoints on the information product concerned, strict job
planning, analysis of the product's functions i relation o the needs of the users,
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costing of the product, and creativity techniques designed to find new solutions.
Michel acknowledges problems in the way of applying VAID, notably the difficulties
which information specialists find in knowing the costs of their products or services,
their inadequate knowledge of the users and their needs, and their lack of
management experience.

Yet another approach is through looking at how the systems and technology in use
support those who create and those who use information products, and the effect on
costs. Duffy (1995) considers obstacles that existing computer-based editing tools put in
the way of editors in performing key tasks which have a critical effect on quality and
usability of the end product, and the costs involved.1Vessey (1994) attempts a cost-
benefit analysis of published studies of the use of graphs versus tables in decision
support systems, suggesting that when users are engaged in analytical processes, they
are best (ie most economically in terms of minimising error and effort) supported by

tables, while graphs are more appropriate for perceptual processes.

Testing and evaluation of information products

The literature of information science and information management is not rich in
discussions of how people understand the information products which are meant to

help them take action. Abbott (1997) looks at areas of study concerned with

1 Fryer (1998) provides a down-to-earth footnote on the unconsidered costs in printing
and paper that are associated with making information available electronically. The
NatWest Bank’s document solutions group found that the bank had no cost centre for
documents and was wasting millions of pounds a year on printing, distributing and
storing paper documents; while studies by CAP Ventures and by The Ashbumham
Group conclude that the combined costs associated with printing amount to three
times a typical IT budget or 6 to 15 per cent of gross corporate revenues - One London
firm was said to have spent the equivalent of the year’s total company profits on print
production. Surveys by The Ashburnham Group in 1996 and 1997 suggest that 90 - 95
per cent of electronic documents finish up in paper form, each one being reproduced

up to 19 times during its life. So much for the paperless office.
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understanding and its anomalies, and attempts to bring them within the orbit of a
proposed theoretical information science model. He discusses ‘subjective divergences
from official knowledge structures’ and the ‘discrepancy between physical reality and
what intuitively is believed to happen’, with examples from research on the
misunderstanding of nutrition. While there is nothing new in his statement that to
transfer information successfully products have to be piloted in detail, without prior
assumptions ‘on samples representative of the intended target population’, his
reminder that what we understand from new information depends on what we already
know (or think we know) is one not often met in the literature of testing information
products. Also novel is his proposal that we should study erroneous beliefs and
inaccurate knowledge, and knowledge as actually possessed and used, as the basis for
‘easing problems of faulty communication between experts and laymen.’

Most of the discussion of testing information products is in journals concerned with
information design and technical authorship (the role of Plain English and readability
in testing is discussed in connection with presentation in words, on p82). Here the
emphasis is on involving users in various ways, and at various stages from pilot versions
of products to post-publication. The CRIA in particular has developed a distinctive
approach, summarised by Wiseman et al. (1996). They maintain that such commonly
used testing methods as attitude surveys, preference tests and focus groups are of little
value in information design.

Attitude is out because researchers have no agreed definition of what it is and
hence no agreed way of measuring it; measurement o f‘attitude’ cannot be used to
predict how its owners will behave; and changes in attitudes do not necessarily lead to
changes in behaviour - ‘in short, there is no useful correlation between attitudes and
what people do’ and so one cannot use attitude surveys to predict how people will use
information, where they will have trouble in using it and what they might do in
consequence.

Preference testing fails because a) the same choice may be made for quite different
reasons by different users, and b) ‘there is no clear relationship between peoples’
preferences and what they find easiest to use or understand’. They cite examples
where a form of presentation preferred by users does not in fact improve their
understanding of the product and their ability to take the appropriate action. (Seigel,
1990, describes an experiment with a legal document which suggests that the surface

signals of contemporary typography can delude users into accepting a product with



Chapter 3 What is available on the subject of the research; what is missing

unreconstructed content - though the findings may mean no more that the subjects
did not investigate the content too closely! It was found that a version with simplified
content and changed design scored highly, but so did one with kept the original
language presented in the changed design.)

The currently fashionable focus groups (typically involving a number of people
brought together to discuss a given issue with a researcher and originally used in social
science research to help researchers develop initial ideas) are inappropriate for testing
information design solutions because ‘the group environment is usually quite unlike
the solitary context in which much information is used.’ (Focus groups are advocated
by, for example, Smart et al, 1995, who commend them to technical communicators as
part of a ‘holistic approach’ to meet cost constraints, combined with usability,
‘contextual inquiry’ and customer surveys.)

Diagnostic testing is the preferred solution of the CRIA - ‘the best way to ensure
that information and interfaces can be used is to observe how people use them in the
context in which they will be used.’ As applied in practice it involves asking people to
carry out the tasks they would normally do with the product under design, and to tell
the researchers what they are doing and what they do not understand or find difficult.
Modifications are made in the light of diagnosis of what the users reported, and the
process is repeated until ‘people can use the information at acceptable performance
levels. The testing is driven by the user - and only they can say what is working and
what is not.’ The authors note that this type of testing has gained acceptance by some
ergonomists and usability engineers. Besides the cases which they cite, Bist et al.
(1993) describe how writers and editors at IBM Canada recruited the help of a network
of customers, and of product planning, marketing and systems colleagues, to get user
feedback during the designing and writing of information products to support
applications software. Drafts for review are either sent out with visiting systems
engineers, or via the Internet, or fax or post. They comment on the value of early
feedback, and on the fact that ‘comments from customers tend to focus on ease of use,
in contrast to those from product developers, which focused on technical accuracy.’
(p716) They observe that these comments had both a direct economic value in saving
time and effort (we began directing our resources towards areas that both we and our
customers identified as requiring work, and allocated fewer resources to areas that we
alone considered to be priorities.’, p717), and a value in increased and productive

customer contact (‘we originally involved customers to verify our assumptions about

(71]
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our documentation, but the experiment seemed to change our view. The review
process developed into a collaborative effort in which authors and users of
documentation cooperated to produce practical, useful books oriented to a customer
(not a developer) environment’ (p719)

Wright (1995) welcomes the emphasis on diagnostic testing involving users as key
actors, but cautions that it is not easy to do and cannot be reduced to rules, and that
the process of evaluation of products once published needs to evolve with time; she
recommends supplementing it with cognitive task analysis, as used in computer
interface design.

One interesting finding from research among users of an official leaflet on Income
Support for young people (Cragg Ross & Dawson, Ltd, 1990) was the extent to which
users preferred to go to an index which formed part of the leaflet, so as to identify
relevant content, rather than to read the whole thing - which seems to confirm the
importance o f‘signposting’ which has been proposed by many writers on principles of
document design (see for example Redish et al. (1981a)

There is a large literature o f‘usability testing’ originating mainly from the side of
systems designers. From the point of view of the present research, most of it is of
limited relevance, even given the increasing role played by electronic products among
organisations’ information products. A review of a work on usability testing (Dumas and
Redish,1993) sums up the limitations. The reviewer points out that it fails to discuss
the testing of writing and graphic design, and that, while giving much attention to
testing computer interfaces, it gives little to other types of products and 'none to
documents such as forms, brochures and catalogs' (p46). Baber (1993) casts doubt on the
rather circular nature of this kind of research 'we cannot go around saying that
usability is an indication of how easy to use a thing is, and then say that we measure
the ease of use by usability metrics'. As an antidote to the human/computer interface
approach, see Wright (1980) who reviews the subject from the viewpoint of the
cognitive activities of readers; she makes the sound point that ‘the starting point for
any research is necessarily a reader’s problem with the relevant contextual factors

clearly apparent.” (p!99).
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Organisation studies

Ag wrll be seen in the next chapter. the theory of organisabons, and research on tlierr
behaviour, offers fruicful ground for developing a cheoretical basis for the tole of
information products and presencation in che activities of organisations. There are
many tantalising hints on how the ideas that inform this Hierature could be excended
to take in information products, but as yel fow writers have attempted to make them
explicit, and so consideration of this field is deferred, except for the following

chservations on some themes in che field of erganizational cenununication.

DOrganisational communication. In the Unibed 3tates, where organisational
communication studies developed, the field of communication is currently defined
[Rubin et al., 1990} as "how people arrive at shared meanings through che incerchange
of messages ... the process chrough which meaning and social reality are created’ in a
variety of conrexrs, including organisations. This general definition has something in
eomanen with Sless {1993} - 'Conununicarion research is ahout understanding, refining
pur ways of making meaning'. However, the definition by Bubin el al. of organisatiomal
communication as the processing and use of messages between and within
organisations, and its focus as the complexities of coommunicatdon in forseal sineclures
with many existing interpersonal and group relaticnships, suggests & different
arientation from chat of the present research, which focuses on informabon content
and informaton products, rather than ‘messages’ and processing, and on
organisational strategies mther han interpersonal and group relationships.

In origin, communication studies were restricted 1o speech-based commuicarions,
with undertones of 'selling’ — and attacked as being filled with ‘mandless gimmmdcks' by
Argyris, 1957, quoted in Redding, 1933). Even today one comes across 1exts (e Harns,
1993) which focus on spoken communication, with o more than a page or Twa
devoted to wricten products, and those primarily concerned with ‘plain English’ (and
indesd the proplier of usiness process reengineering, in a recent book — Champy, 1925
- conflates information sharing with communication, and refers to communication
galely in terms of speech]. Alchough research has moved on to tale in such themes as
networks, information processing and crganisatonal politics (Blair et al. 1983), it s sl

unusual to find information products seriously considered in chis context.
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Welcome exceptions include two studies of organisational politics at work in US
government publications (Smith, 1994 and Walters, 1994), and Spilka's (1995) study of
how organisational information politics affected information products in the
interactions between a state government and other agencies over the planning and
production of a series of documents.

Smith examines the effects of changes in US government policy under President
Reagan which led to government information being viewed ‘as a commodity, to be
produced and sold by the government on a cost recovery basis.” The Office of
Management and Budget (OMB) played a key role in implementing this policy by
issuing guidance for executive agencies to follow in their publication and public
information programmes. A particularly influential policy circular instructed that:

e Agencies shall create or collect only that information necessary for agency functions
or of practical utility

¢ They shall disseminate only such information products as are required by law or are
necessary for the proper performance of agency functions.

e They shall do so in the most cost-effective manner possible, placing maximum
possible reliance on the private sector

¢ They shall ensure that government documents are made available to depository
libraries as required by law (this one was added after comments from librarians

about access to government)

Smith looks at its impact on the US Dept of Labor's publication program,
comparing the output in the last year before the circular was published (1984) and first
full year that would have been fully affected by the directives (1987). There was an
overall decline of 23.5 per cent between the years, though administrative products
(rules, procedural manuals instructions to the public on complying with regulations)
actually increased. The biggest decline was in reports on research, and there was also a
statistically significant decrease in general interest or statistical compilations. The
author suggests it is ‘ reasonable to infer that Circular A130 played a significant role in
causing the decrease in service publications’ -the types eliminated ‘were exactly the
ones not specified as necessary’. ‘The results of this study suggest that those who were
fearful that OMB policies during the Reagan administration would lead to less
government information being made available to Americans had cause for concern’,

though it seems to have been a temporary effect.

74
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Smith also illustrates how in the 1930s and 40s US government departments came
to rely more and more on their own in-house production departments, and the
consequences. He describes how in the 1940s, departmental printing plants were busier
than ever and ‘fraught with abuse and mismanagement’. ‘To boost their production
figures and win praise from their superiors, the chiefs of the duplicating sections
accepted enormous jobs, which could have been printed more economically on the
larger presses of the GPS [Government Printing Service].” (p430). As a result much of
historic record of federal government for this period was lost.

Walters (1994) relates a similar history. In the 1930s US government departments
made use of new printing technology to bring a lot of work in house; executive
departments gained greater administrative control over printing and the authority of
the Government Printer was diminished, in what the author describes as ‘remarkable’
parallels to present-day events.

The gain in departmental control led to problems for citizens who could not locate
documents which were not in depository libraries because they had not gone via the
Government printing office. Great annoyance was caused to the Public Printer who
charged in 1928 that departments ‘spent many thousands of dollars equipping and
operating large multigraphing and mimeographing plants, which are annually
distributing vast quantities of more or less pretentious publications.’ (p416) This did not
stop the departments from going on to invest in folding and gathering machines,
power paper-cutters, and typecasting machines - breaking the Government Printer’s
legal monopoly.

The great development of information provision and information products under
the Roosevelt administration - there were 82 offices of information and publications by
1936 - came under attack in Congress as propaganda for the New Deal and severe cuts
were imposed. They led to a backlog of unpublished scientific and scholarly material
during the 1930s.However, as Walters observes, ‘Congress did not want to kill the
goose; it simply preferred that the goose lay her eggs at someone else’s expense’ - and
indeed, as Congress abandoned the publishing activities of departments, business and
industry rescued ‘some projects vital to their interests.' (419)

As a footnote, it is interesting to learn that until recently the OMB ruled that
electronic products of the executive branch were beyond the control of the

Government Printing Office. Read in the light of the privatisation of HMSO, these
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accounts provide food for thought about information products arising from the
activities of government departments.

Spilka (1995) relates how professionals in the soil and water division of a state
government interacted with other government, private, and public agencies to
produce a memorandum of agreement and a long-range plan for a series of information
products. He identifies

rhetorical strategies for creating or revising documents in various ways to help an

organisation preserve its positive image, ensure its continued visibility, build its

prestige and credibility, demonstrate and justify the value of its services, and
assert its authority in partnership ventures; clarify its ever-changing functions,
roles, responsibilities and relationships with other partnership units; and influence

a collaborative audience's reception to its ideas.

He suggests that others in similar situations might consider the ethics involved and the
negative as well as positive effects, and, recognising that ‘tension can be a healthy
springboard to more careful thought’, reflect on how best to relate to ‘outsiders’ with
whom they have to collaborate in creating information products..2

Shulman, Penman and Sless (1989) use a discussion on interactive information
technologies in organisational communication to advance a view of communication
that goes beyond the ‘transmission’ model which they trace back to Shannon (1948)
and Weaver, and which they consider accounts for the way in which many
organisations wholeheartedly embrace IT although there is nothing to show that it
brings an improvement on human communication. Their proposed solutions include
designing systems that incorporate ‘proper projections of readers’ (pi78), and they

advocate alternative, non-empiricist, methodologies for understanding communication,

2 A highly practical footnote on this theme is provided by Barabas’ (1993) account of
the CYA (‘cover-your-ass’) phenomenon. He describes it as a positive and essential
practice in organisational writing, consisting in clarifying expectations and
documenting decisions or actions in order to ‘prevenmt misunderstanding and to
maintain rapport within and outside the organisation.’ This is certainly a precaution
familiar to me from experience of working as a writer and editor in a bureaucratic

organisation.

[76]
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including the use of accounis or storics - the means by which orzanisation
memhbers consrruct cheir organisadonal world and their activicies wichin it,
| This approach is closer to studies of organisational behavicur, like Tsoukas's
[19%4] 'reflective action’ perspective, as opposed (o the traditional “social
engineering’ view of management. Reflective action sees management a5 "a social
activiey that consiscs of interpretation, narrarive understanding, cnactng
Organisation and recognizing patterns,' [p8].
] Dne cter study s worth mentioning in this conrexi. Zeffane & Cheelc [1995)
looked at how a sample of 1300 full-time employess of cthe Ausoralian
telecommunicadons industry used wricten, computer-based and verbal ie
spaken?) information in their worle. Computer-derived information was the least
prominent mode, and verbal the mnst frequent [the overall Gndings suggest chat
it was used not as an alternative 0, T in conjuncton wich, the other forms of
communication). The use of compuler<lerived information was found actually o
reduce in the higher levels of the mmanegement hisrarchy; adminiscracors and
managers further down the hierarchy were relatively higher users, while
managerial and engineering staff made greater use of written information, The
authors conclude that cheir study sugrests "that provision of sephisticated
information ysrems may not necassarily encourage the use of sophisdcated
meang of comemundeation, and those involved in developing such systems may
need to pay greater attention to task and structural atoibuces,” {p114)

Corporate communications managemant, Within the past few years, what
Varey (19974} describes as the “embryonic management discipling of corporate
communications managsement has begun o emerge in the Undted Stares and the
UK. He defines it as having emerged from a number of related and
complementary areas: organizatonal communications, mass media. public
relations, informarion science, educational technology, telecommunicarions,
technical writing and organisational development. Varey himself heads the BINEL
Corporate Communications Unlt in che Management Scheol of Salford University,
where anm M5¢ in the subject began in 1996, and an international journal devoted
1o the subject started publicaton in 1996, The emphasis here is on the
management of communicabons as an ndty, and informacon products as
defined in chis research are a central element among them, Yarey (1997h), ina
survey of the concepts involved, cites a number of definitions, most of them

featuring co-operative information interchange within organisations and betwoen
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them and the outside world as an essential part of successful management. He
himself describes the field of corporate communication as emerging from a
number ofrelated and complementary areas: organisational communications,
mass media, public relations, information science, educational technology,
telecommunications, technical writing, and organisational development.

A postal and telephone survey (Varey 1997a) provides some useful detail
about the management of corporate communications in practice in the UK.
Covering directors and managers of corporate communications, communications,
public relations, human resource management and marketing in a sample of UK
companies (one third manufacturing, two-thirds service providing), it aimed to:
1 define the status of communications within an organizational context in the

UK, and to assess the extent to which it is regarded as influencing

corporate performance;

2 identify the ways in which the roles of communications and communicators
are changing;
3 build an understanding of the opportunities and obstacles that confront

communicators ...

The most frequent job title/department of the 216 respondents was
Communications, followed by Corporate/Public Affairs, Human Resources, Public
Relations and Marketing. Forty-seven per cent of respondents described their
main responsibilities as mainly internal communication, 22 per cent as mainly
external communication, and 31 per cent as a fairly equal mix of the two. The
most frequently mentioned activities for which respondents were responsible
were internal communications (92 mentions), publications (65) and media
relations (58); other high-scoring activities included community relations and
sponsorship, publicity, and crisis management. Activities with an information-
management orientation included ‘issues analysis’ (37 mentions) and information
systems (10). An unspecified number of respondents were responsible for
‘corporate image/identity/house style/design management’.

Buying-in of specialist communications services was seen by some
respondents as a resource issue, but for most it had the positive value of offering
expertise, innovation, creativity, etc or of gaining access to specialist skills.
Twelve per cent of the respondents considered outsourcing more cost-effective

than using in-house resources.
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The answers about board-level commitment showed that about a quarter of
the respondents felt there was no major board-level investment in managed
corporate communications in their organisations; rather more than a quarter felt
strongly that there was such investment. Forty-two percent of the respondents
stated that their management group did not have a written strategic
communications policy, while almost all (95 per cent) believed that their CEO’s
or board’s expectations of their communication functions had changed in the
past three years. The changes have been expressed more often in increased
resources (63 per cent) than in downsizing (33 per cent). The most often-
mentioned major changes in respondents’ communication functions have been
establishment or re-structuring of an in-house communications team, or
increased emphasis on managed communication activity, especially for internal
communications. At the same time, communications activities are described as
becoming more focused on particular stakeholder groups. There is said to be
‘some limited evidence’ of moves to integrate internal and external policies and
activities to improve coherence - though this tends to be confined to
organisations furthest along the path to managed communications.

Respondents’ assessment of how corporate communications management
contributes to the business gave first place to ‘Perception/reputation/image/
value management’ (20 mentions), followed by information forjob performance
(17), clearer business aims for people (16), improved morale (17) and aiding
implementation of strategy (12). It is reported to be incorporated into the
strategic management of organisations in various ways, ranging from a strategic
communications plan as part of the corporate plan, through communication
objectives included in all strategic plans and corporate objectives, to the
corporate communications director being part of the strategic management team
or Board, or a ‘communications slot’ on the Board agenda; and some respondents
admit that it is not incorporated in any way into strategic management.

Only 14 per cent of respondents felt they could make a strong link between
their communications management efforts and business results; over a third did
not believe it possible to make such a link. In a ranking of communications
activities according to how difficult it is to demonstrate an impact on business
performance, publications comes high among the difficult-to-demonstrate (53
mentions, as against the most difficult - hospitality - with 74 mentions), internal
communications in the middle (35 mentions), and information systems among

the less difficult (25 mentions).
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When asked to forecast activities likely to become more important in their
organisations in the next five years, respondents put at the top of the list
customer relations, customer service, internal communications, training, and
information systems. Their main aspirations were that communication should be
recognised as a strategic issue, with the support and decision-making status that
goes with it; and that it should become possible to better measure its success in
terms of the bottom line (an endeavour which, as Stainer & Stainer, 1997, point
out, has not yet got far, and which will require both academic research and
practitioner consideration).

Commenting on the situation suggested by the findings, Varey makes some
interesting points: the belief of management that communication is ‘about
information (substance or content) and that efficiency in moving information
between people is a key business success factor’; the erroneous emphasis which
this leads them to place on the technology involved; and the unawareness of the
‘highly complex and dynamic interpersonal process of people relating to each
other’ that goes with the assumption that communication is a matter of sending
messages to passive recipients (cf Shulman, Penman & Sless, 1989 - see p75
above). He concludes that organisations will need to realise that ‘Communication
.. is about a relationship between two or more people which consists of emotions
and feelings, as well as tasks and subjects.” if they are to derive real advantage
from it.

The Communication Research Institute of Australia (1998) argues similarly in
the light of experience that ‘most organisations are wasting money because they
have the wrong ideas about communication’, and identifies approaches which
lead to wasted resources, including: underuse and under-valuing of internal
information and research; too high a volume ofinternal communication;
exaggerated expectations about the effectiveness of communication processes;
lack of quality control; technology-driven systems which are insensitive to users’
competence and needs; lack of knowledge about the audiences; and failure to

consider the human elements in the information/communication process.’

Presentation and the users

Under this heading come the visual and verbal aspects of presenting information
to those who need to use it for their own purposes, and their effects on how the

users transform information to knowledge.
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Wisual presentatien/typography. Information diegign in its widest definition
[everything we do to make information content accessible to its intended users,
fronn conceplual structuring, theough writing, typography and graphies. editing,
choice of mediom and materials) hag been dizcussed above in relarion to
information science and informatbon management.

In this place, the emyphasis is on work which is more specifically concerned
with the visual aspects of presentation, in particular typographic and graphic
design. As mentioned earlier, there 15 a long and continuing history of research
on the imporcance for accessibility of such teatures as line length, spacing,
rypefaces, type sizes, colour, and page scructure. (See, for example. Kinross (1332
PPl41-144] for an account of the earky history of research on informaton design:
Drahiny-Farina (1968) for papers from research in the area; Waller [1932) on
insights rom diagrams in presenting fext: Keves {19%3) on colour; Twyman (1582)
on the relationship between content struciure and trpographic structuee; Larkin
& Simon (1987} on the advantages of diagrams over fexl in terms of the
operations thac users need ta perform in ‘reading’ them).

While inirialky it was exclusively concerned with print on paper; from the
early 19305 (the British Libriry sponsoved research on problems of informaticn
rransfer resulting fom replacing conventional pring media with 'electronic
alternatives” in 1983}, the clectronic presentation of information has been
increasingly studied. Examples include Keyes & Krull (1992) (user information
processing strategies and on-line presentation}; Suiff, (1994] [the dangers of
electronic structured docement systems, as leading to under+aluing of visual
presentation); Hendry (1995) Ja similar argument from the writer's point of view
about che prablems of preparing material of high quality for both print and
electronic forms using a single source file, because 'declarative mark-up
languages that are rhetorically impoverished' can be used to specity what text
elements comprise a text but not to say that their intended vole is). Until
recently, not much of this material has appeared in the periodicals devoted to
information management; the coming of the Internet seems (9 have changed this
sitnaton, and an increasing number of papers discuss the problems fiom an
information aceess point of view. Gimson {1993} makes comparisons of paper and
electronic display on various dimensions, concluding chat “in terms of not only
information contenc, but also many other tangible and inrangible aspects, the
electronic pregencation of information is not yet comparable with that of paper'.
Johnson [1996) makes a critical analysis of the Augsiralian government pages oo
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the WorldWide Web, many of which are 'incomplete, poorly designed and
cobbled together from whatever was available ac short notice'; and remarks that
Web projeces should be 'driven by those people whe know about delivering
infornyation, aot by peeple who know abour delivering technology.” Missingham.
1996 malkes similar cntical comunents based on comparison of seven major
Interner search engines: 'The sheer volume of dala in & relatively uncontrolled
form is like providing the front door key to the whole of the Library of Congress
to our clienes without a catalogue or floor map. Adding che current search tools
i in somme ways like piviog them a torch and saying “go for it™)

Alengside this, howeyer, much discussion of the visual aspects of informarion
design (for example, most of the papers in Oesigning [wfertedon far Peaple, Penman
& Sless, 1994) still focuses on finding design solutions that take into account the
users, how theyr wand/need to use the information, and the natire of the
content. Kruli ec al. (1993} remind us that users still “want (0 get in. ol and on
wicth their work' [p326), and thac they *have limited mental resources, which it
squanderad an the preliminary steps of orientation and search, leave less for the
"real wack” of understanding the information once ic's located” {p326), and use
this rao suppart their argument that the focus should be shifted from isclated
decisions aboul layoul. type, colour and illustrations to “crearing informarion
highways wirly lancdmacks for scanning' (p327)].

A specialised aspect of design which I suspect businesses and their managers
often confuse with the whole concept of informaton design is corporate identty
- the viswal "livery’ which is meant to signal the company's self«concept to the
wide world of 'the final consumer, the trade, comperitors, suppliers, local
Eovermument, nabdonz!l government, rade associabons, trades unions, the
financial community, consumer agsociations, joumalists and its own
emplayvess ...' [(ling, 1978). Oling, whn is by way of being the ‘king” of corporaie
idendiry designers, makes a shrewd observation which is no doubrt based on
experience, to the effect that corporations cannof resolve the paradox between
the irrationality and unpredictability of the real world, and the need o have
some hasgis for decision making and to give che impression of being conctol. “This
myth explaing why o many companies look the way they do to outsiders. They
need 1o look bland, smooth and unwrinkled, alllmowing, all-seeing, in order o
make ie ¢lear that they can create order ot of chags .. This may explain
features observed in certain of the casestudy organizations in the present

research.
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Woards and syntax. Much of the eardier ressarch on the role of language in
information products was diverted by the venerable red herrings of readabilicy
formulas ithe Fog Index and its varants which look ar such features ag average
word length as indicators of readahility) and Flain English. By the early 19805 the
validity of these measures had been firly thoroughly demalished. Karn (1980, for
example, reviewed the research literature and concluded chag

+ Bradability formulac do not predict comprebension and cannot ke used (o
maich material to reader.

« Rewriting to lower the formula reading score does not increase
comprehension,

«  Requiving that fext be written to a particular readabilicy level focuses
attention on meeting the score requirement racher than arganising che
material to meet the readers” informaten oeeds,

(See also the series of essays by Bedish, 1981b, and others on the subject,)

Waire (1982] summarises the limicadons of readability formulas,. "Thie most
significant is cheir assumprion that readability is inherent in the text and that a
given text is therefore equally readable for all readers. In fact readability depends
on the interactions among the characteristics of the text ... and the
characteristics of the individual reader (including background knowledge,
intcrest, and motvation'.

While readability formulas have rather gone out of fashion, net so Plain
English, which has been widely adopted by povernment deparboments and
businesses in mast English-spealdng countries (among the case studies in this
research one at least pucs all its products through what a member of staff
describes as “the Plain Englisty carwash']. Tt rests on the idea of writing in clear
amdl slmple English as the mos? inportant way of ensuring comprehension. But
rescarch on whether readers can demonsirate understanding by being able to use
the text to tind the informadon they desire and take appropriate acdaon, ‘eicher
found no difference between Plain English and conventional quasi-egal writing
or ... that documents ... developed using different principles perform better than
Plain English documents' ... 'the only test of a well-designed docutnent is a
demonstration that readers can actually waderstand and act on the decument”
{Penman, 1993}, and that may sometimes be achieved by using more racher chan
fewrer wornds and language which is not simple.

3|




Chapter 3 What is available on the subject of the research; what is missing

Sless and Penman (1993/1994). analysing an attempt by Australian insurance
industry to develop plain English proposals for simplifying insurance documents,
remark sadly that the only useful study made by the task force was one which
asked university students for their opinions of insurance documents after they
had unsuccessfully used them to answer questions. The results showed that
those ‘who rated the comprehensibility of the documents highly did so with a
false sense of confidence.’ (pi9)

What research on the language of text does show, however, is the importance
of structural elements rather than just the words. ‘Within a sentence, syntax
(grammatical structure), not semantics (meaning) or sentence length, is the
major determiner of understanding.’ (Waite,1982) - a finding related to how
short-term memory codes information for storage in long-term memory - it tends
to code it ‘under a label associated with the first clause in a sentence. If the first
clause is not the main clause, the most important information may be stored in
the wrong “file” in long-term memory.’ This may also be the underlying reason for
findings about active verbs being easier to understand than passive, positive than

negative, and statements rather than questions.

How readers turn information into knowledge and what helps (and hinders)

them in doing it. Waite (1982) summarises research drawing on the psychology
of memory and learning, which indicates that ‘How the information is perceived
depends largely on how well it corresponds to the patterns of information that
already exist in the short-term and long-term memory. We tend to perceive most
easily information that verifies what we already know.’ (cf the article by Abbott
cited on p68). Schumacher (1981) argues that design and writing should take
account of readers’ schemata (structures people have for representing their
knowledge) because reading involves construction of meaning in the light of
readers’ schemata, and goals in reading affect schemata they use.

Another part of users' knowledge is of particular kinds of information
products; if new information is presented in a form to which we are accustomed,
we can orient ourselves to it more easily. Current research on screen
presentation points to the lack of the traditional cues available with print on
paper, as mentioned by Koniger and Janowitz (1995), whose observations have
been outlined above (see p58). Research such as that of Catenazzi and
Sommaruga (1994) looks at how such cues can be built into electronic

documents.
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There as also been a good deal of research on martching the presentation of
complex information with readers' knowledze and sxperience, io partcular by
Wright and colleagues (Wright and Fox, 196%; Wright, 1271; Wright and Reid,
1973 Wright and Barnard, 1973). Other research shows the difficulties readers
have with understanding words {Department of Health and Social Security, 1984
—words and phrases misunderstood by more than a quarcer of the sample
included gross pay, insurance premium, cash, ecc.h, and with locating specific
facts (Gucheie, 1938, claims that about 30 per cent of American High school
graduaces failed tasks chat required them to match throee elements in &
questonnaire with three clements in a corresponding source document such as

a Tailway dmetable.).

Ways in which people need 1o use infarmation praducts. Research in the 19708
on the presentation of Open Universicy texts (Waller, 1977 intad to the
difference benween texts designed o inform and those meant to be rewd
continuously. RBeaders may wish to coter the former by different wavs, and o
[ollow different routes throush them. For these purposes an “acoess structure” -
in the form of headings and other knds of fypographic signalling - is needed, to
display the 'conrent, contexr, stams and argument of the text.’

BDiehl and Mikulecky [1%81) make anather useful disdnctonr of chis kind,
bebseen reading to do, reading to learn, and reading to agsess. 'Reading to do' —
typified by reference works and directories — accounts, they claimed, for the
majority of reading materials used on the job ag a kind of ‘external memory’, and
for thiz purposc the design needs o support the ‘locate and look up” task, by
such devices as indexing, suide words, colour coding, ctc. Wright [15977)
proposed ways of helping readers when chey have to decide which parts of the
information are relevant to their situation (35 in government leaflets), including
making the information ¢eitical for decision mabing highly visible, and showing
readers where to go next from each decizion paint,

Beabes & Flanders {1995} describe involving end users of information related
to muld-media products from an early stage of the design pracess, through what
they call montextual inguiry. The method depends on conversations with users in
the context of their work: the wsers start by describing their overall work, and
then go on to eXamine oo-going work jointly with the designer in what is
described as an openended partnershup, leading to identification of key

problems and recommendacons on how to overgome them.
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What writers and designers actually do

Rubens (1982) pointed to the fact that the tasks of the people involved in
creating information products, and how they do them, had not been much
studied. He emphasised the need for research on writers and how they work,
especially in relation to new technological developments for managing text, and
for updating research on graphics. Not much seems to have happened since. As
Wright (1995) mentions, a small, though increasing, amount of research is being
done; the main emphasis, however, is on human/computer interaction, rather
than on how writers think about their tasks, or their interactions with the
organisations for which their products are destined.

As for the activities of designers in relation to their clients, Nini (1996)
provides a rare insight. He reports on a survey of 1500 US graphic designers
(three-quarters of them from consulting firms, and a quarter working in in-house
departments) which sought information on their level of involvement with
‘project-related information gathering and analysis, planning, and end-user
evaluation.’ The services most frequently provided by respondents were
corporate ID and print/editorial, and the scope of the design organisation's
involvement was most often (in two-thirds of cases) determined by the client
organisation. The majority of respondents do not:

e Develop a plan discussing the rationale for design
e Ask for user input in the concept development stage
e Ask for user evaluation of communication prototypes

e Ask for user evaluation of the final designed product.

A problem specific to in-house design departments was the feeling of
isolation, typified by being generally brought in at the end of the design process.
The general awareness of the need for client education and for strategic
partnerships between client and designers found in the research was even
stronger in in-house designers.

These recent US findings make an interesting comparison with what Olins
(1978) said about the responsibilities which corporate identity commissions
placed upon UK designers:

Many of the organisational problems of corporate ID that graphic designers

are brought in to resolve are beyond the scope of the graphic designer to

answer - they require management decisions. But the tools for resolving
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these problems are handled by graphic designers, who quite often don't

really understand the implications of what they are doing. 1

As some of the case studies demonstrate, there is also a continuing lack of
awareness on the management side of what design is and what designers can
contribute, and of how to briefthem, and interact with them. Certainly strategic
partnerships are still a rarity.

While, as this review indicates, there is comparatively little that coincides
exactly with the focus of this research, much that is potentially useful has
emerged from research in many fields, and many ideas are available that could
be useful to organisations in managing their information products (supposing
them to be conscious of a need to manage them, which as yet few organisations
are). But there is no ready means of getting at this body of ideas, dispersed as it
is through the literature of a number of disciplines; the material cited here is
mainly the result of collecting consistently over more than 20 years, together
with special searching since the start of the present research; organisations are

unlikely to invest time in this kind of effort. So, what is available? what is used?

What is available to organisations

This is a fairly selective survey of the products and services which are on offer to
organisations, with the purpose of helping them to create information products
and present information in ‘appropriate’ ways (definitions of appropriateness
vary according to the purveyors, and | would not necessarily agree with all of

them)

Making research results accessible

As the review presented in the first part of this chapter indicates, many of the

research findings, and many of the ideas discussed in the literature, in areas

1 In a more recent publication on the same subject, Olins (1995) recommends a
project management approach, with an inside executive to manage design

projects, a working party and a steering group.
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central or peripheral co cthe themes of this research, have potential value for
organisations seeking ro make their informaton products contribute to achieving
whiatever they are i business for, Mot mutch is available, however, to bring them
within reach, even of those managers who have idenufied a need for kinowiedge,

CRIA forms a praiseworthy exception in this respect, as in oters, As

a membership organisation, it bas to "sell” its services by making the knowledge
It acguires from Ls projects and its research aceessible and intelligible to more o7
loss lay readers. [ts newsletter, Communication News, which has already heen ciced
many times in this chapter, is the main vehicle for tus purpose, Arbicles are
short, and accessibly presented, clarifying concepts and Ondings without
simplitving chem our of existence, and cthat more than compensates for the
accasional bout of own-rrumpet-blowing which is probably inseparable from
having to make one’s own way in the world. The material quoted in the earlier
arc of this chaptier exemplifies the range of subjects on which che CRIA presents
research Andings to its readers, Here ic i3 sufficient oo quote two more examples
which are specifically directed to peaple in organisations with responsibilicy for
managing information products.

The first {Sless, 1997) is concerned with making a business case for
information products to improve customer communication. The advice is o
eline objectives in cerms of actons the business wants peopls w take on
receiving the product; to measure existing practice in rerms of such things as
osts im staft tme in responding to gueries from users aboul products, ingorrest
framgaclicns, oto; and e estimate costs, benefits and return on invesrmene in
relagion o “Survivail. Transformation, Profitabilicy’. Keaders are reminded that
large nnprovements in customer communication can efien be made wichowr
majer changes to [T . our advice [is to] exhanst all non-technelogy opuons before
vou even consider technology solutions.” And the final injuncton is "avaid
fashions and burz words. Think in concrete terms about why you want to
improve Comumenication.’

The second (Sless & Wiseman, 1994} is direcred to people who are responsible
for writing products that tell consumers aboul medicines. and was produced for
the Australian federal government. The aim is defined a3 10 ensure that
1 More than 90 per cenc of licerate consumers should be akle to find

information in rhe consumer product information (CPL) quickly and easily

8]
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2 More than 90 per cent of those who find the information should be able to
understand and act on it appropriately
3 Thus more than 81 per cent of literate consumers should be able to use the

CPI appropriately.

There are sections on; developing the CPI - including time, effort and costs;
informing interested parties; preparing for writing; writing; testing; reviewing
test results internally; retesting; reviewing test results externally; implementing;
and monitoring in use. Managing CPI development is described as managing the
‘development of a complex dialogue’ (p9) in which many parties have an
interest, and in which there are many different interpretations. ‘Making sure
that consumers' point of view is heard can be very challenging. To do so, be
prepared to negotiate with skill and sensitivity. This takes time and patience.’

Testing is critical:

CPls are complex documents and each one is different. Consumers are also

complex and highly varied. Put CPlI and consumers together and the

resulting dialogue can at times be surprising and unpredictable. No known
principles of good writing or design, nor any readability scores or measures

of reading age have been found which can predict how successfully a

document will be used. (p51)

Suggestions are given for iterative diagnostic testing, including a list of tasks and
associated questions, and an example of testing a document. For monitoring the
results, users are recommended to set up a history file for each CPI, to log all
inquiries from consumers, and to review it every 12 months.

Sless (1998) also makes the point that ‘before monitoring your organisation’s
communication, you need to set standards against which to measure your
performance’, and proposes seven criteria (which he suggests readers should
apply to the Australian Taxation Office in the light of their dealings with it):
respect for people; attractiveness; usefulness (the ease with which people can
use products or services); efficiency; physical appropriateness; appropriateness of
the relationship offered by originators to users; and productivity (ie opening up
opportunities for further ‘good conversations’). CRIA offers organisations a
‘diagnostic kit’ for assessing the health of their communication, based on these

standards.
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No institution with a remit comparable to that of the CRIA exists in the UK.
Guidelines on design and writing (eg Hartley & Bumhill, 1971 and Felker et al.,
1981), and compilations like that of Kempson & Moore on research about public
documents (1994) which has been cited in the first part of the chapter have some
utility, but inevitably one-off products become out of date, and are not a

substitute for a continuously updated source ofinformation.

Education and training

With the exceptions already noted (see p62) there is not much in the higher
education of either information professionals or information designers to prepare
them for managing information products in the context of organisations. When
they find themselves in work situations which require them to take this
responsibility, they learn on the job, and sometimes supplement it with short
courses in institutions of higher education, or training courses provided in the
private sector or by professional institutions. 2

And besides them, many other people with a range of different backgrounds
find themselves responsible for various aspects of their organisation’s information
products, without much in the way of preparation.

This section is not meant to be exhaustive survey of available training for
people in work. It looks at an example from the top end of the market in
commercial provision of specialist training in the specialisms associated with
organisational information products, and at some of what is on offer from

professional institutions and other organisations.

2 A recent interesting development has taken place in the publishing courses
offered by the educational charity Book House Training Centre (now renamed
The Publishing Training Centre). Originally designed more or less exclusively to
provide editorial skills for book and journal publishing, they are now offered to a
wider audience, including government, other business sectors, educational
institutions and charities, and cover a much extended range of publishing and
management skills, including electronic publishing, internet publishing strategy,
commissioning and publishing programme management, and marketing. On the
design side, the only offerings are on design using DTP (a two-day course, and
therefore at a fairly elementary level), and basic typography (a one-day course for
people without a background in design or typography, who prepare text for

printing or on-line delivery).
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Popular Communication is the UK arm ofa training business based in
Sweden. It currently offers courses in typographic and graphic design; desktop
publishing; editing; design and maintenance of web sites, intranets and
extranets; press and PR work; print buying; and writing. Courses on ‘information
design’ are said have not taken, apparently because companies tend to buy in
that specialism, though usually without the benefit of the knowledge that would
take them to appropriate suppliers. It is also suggested that the coverage of the
term is not understood - when the courses are labelled ‘Design and layout’ they
attract takers.

Popular Communication’s clientele consists of large corporates, government
departments, charities, insurance companies, etc; the people whom they send
on Popular Communication courses are described as middle managers, rather
than policy or decision makers, in the age range from the twenties to the fifties.
Significantly some of them are said to be frustrated at not being able to get the
ear of people at the top who have ‘daft ideas’ (and who do not come on courses).
They work in marketing, communications, reprographics, publications
departments, etc. as marketing officers, communications managers,
reprographics officers, publications assistants, editors, etc.

While initially the courses were primarily targeted at staff working in-house,
changes are planned in response to the drive to outsourcing which is leading to
people who have previously worked as in-house generalists in communication
moving out to supply contract services. Another point made about the effects of
outsourcing and of mergers is the decline in central communication functions,
and the consequent decline in the amount of in-house expertise necessary to
control and get value from outsourced services.

Information products with which the courses deal include marketing
communications, in-house journals, and software and training documentation.
The emphasis in the courses is essential know-how for the job, acquired by
practical activity, with teaching delivered by competent professionals with
experience in the areas covered.

Given the place in the employing organisation of most of the participants,
the courses have not in the past covered decision-making about what
information products should be developed, or about content. However, a course
on ‘Effective corporate communication’ in the autumn of 1997 was advertised as
being for managers ‘responsible for all or any part of an organisation’s

communication strategy - internal or external.’ The company has found that
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courses on communication which stress the essential element of information
management do not sell; they have to be offered (though not necessarily taught)
with a media orientation. The problem here is thought to be that many
organisations think communication is a ‘technique that can be plugged in’, and
that they put a low value on the knowledge which their staff have of the
organisation.

The company also organises annual awards for corporate publishing,
sponsored by companies and organisations such as the Information Design
Association, with categories for customer and staff magazines and newsletters,
manuals, annual reports, Web sites etc.

Popular Communication’s definition of communication puts it firmly in the
territory of information management and information products - print on paper
or electronic (see, for example, Taylor, 1997). A recent course on
‘Communications Audits’ organised by the Institute of Information Scientists, on
the other hand, appears to be oriented towards the spoken word and
organisational communication in the US sense (see p73), with sessions on
training managers in communication skills, the ‘people factor’ and presentation
skills. Does the plural make the difference?3 Aslib, too, appears to equate
‘Communication’ with the spoken word; a course on ‘Advanced Communication
Techniques’ in its 1998 Training Directory, is billed as telling participants ‘How
to influence meetings and conversations’. (Aslib’s only course that features design
of information products aims to cover in one day and with one tutor copy
writing, dealing with printers, and applying ‘basic design techniques’ for
brochures, advertisements and posters.)

In the field of multimedia products, there is some research evidence
(Buckner, 1995) of the need for advice and training experienced by organisations
which create such products. A questionnaire to 30 organisations on the skills
required by multimedia software producers showed that, though programming
was the requirement most referred to in job advertisements, general authoring
systems skill, together with graphics, video and audio skills, was most in

demand. A respondent emphasised that analysis and writing of textual

3 Olins (1995) appears to take a rather wider view; the communications audit
‘examines what the organisation says, to whom and how, and whether it uses a
consistent tone of voice. It also examines whether the organisation listens to its

own people, and to outsiders ... dealers, suppliers, investors and customers.’
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information for display on screen is frequently a major component of multimedia
development, but that ‘multimedia professionals are often ill-equipped to
undertake this task as at present people are more used to writing for the print
medium.’ The author outlines relevant courses, including one with a high

information-studies content.

'How-to' advice

Here, all that can be said is that there are many products - books, videos, mixed-
media - which are marketed as self-help guides to specific activities, such as
design, desktop publishing, writing, managing electronic publishing, etc. They
carry titles such as ‘Create impressive documents’ or ‘How to design and post
information on a corporate intranet’. The overall quality is variable; the best of
this kind offer good practical advice, but more fail to live up to their claims.

It is interesting to find that, while traditional information products and
presentation have received little attention in the literature addressed to
information professionals - and that little limited to titles like ‘How to market
your library service effectively’, the situation is very different in the case of web
sites and intranets. These are seen as territory of proper concern to information
managers, and an increasing number of articles in the professional press (as well
as advice on the web itself) are devoted to them. McMurdo (1998) for instance,
offers a review of good practice in web information presentation and design; and,
to take only two recent examples, George (1999) and Varnum (1999) discuss
designing and structuring corporate intranets from the practitioner’s point of
view.

There are two major themes which are as yet not adequately covered in the
‘how-to-do-it’ offerings:

1 The relationships between the individual activities that go to the making of
information products
2 Their management in the context of the business strategy of the

organisations for which they are created.l

I feel strongly on the first, because 1 was co-author of a book on Presenting
Information, which aimed to cover that whole range, but which, for reasons more
or less beyond my control, fell at the last fence and will never now be published.

I hope that others will take up that particular torch - there was certainly a
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market for it, 3o far as the second is concerned, developiments such as the

establishment of the journal Corperate Commatications and che Salford Master’s

course in the subject mentioned earlicr [$ee p77) and the increasing orientation

of the work of CRIA in this directicn, are encouraging. And in undertaking che

present research one of my hopes was that it might in the cod yield something

of practical help m people who have to tackle the job of managing information

piroduces in the orgassisational conrext. That is still my intention.
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4
A theory of information products

'How odd it is that anyone should not see that all observation must be for or
against some view if it is to be of any service.'

Darwin, in a letter to Henry Fawcett, 1861

(quoted in Gould, S J (1997), Dinosaur in a Haystack, London: Penguin Books, p148
"... all observation involves interpretation in the light of our theoretical knowledge’,
Observation is always selective. It needs a chosen object, a defined task, an
interest, a point of view, a problem.’

Popper, K R (1969) Conjectures and refutations, London: Kegan Paul, pp23 and 46)

Introduction

The first questions to be answered are: Is it possible to speak of theory in research
which is essentially concerned with observation of practice? If it is, what does a such a
theory have to encompass, and where can it come from?

The quotations which form the epigraph to this chapter embody the short answer
to the first of these questions. As Charles Darwin and Karl Popper well understood,
what one chooses to observe must be based on some view about what constitutes
‘reality’, and the value of observing comes from the interplay between the original view
and the observations, which, over time and with reflection, results in a changed view,
enriched and well founded, meriting the name o f‘theory’ and capable of being applied
in a range of circumstances as the basis for further observation, and further
modification.

In the particular case of the present research, the tasks which a theory of this kind
has to encompass are twofold:

1 It should provide a basis for accounting for observations of what happens in
practice, by putting them in a context which is appropriate for the purpose of the
research

and
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2 Since the research is concerned with what organisations do,
and since organisations by definition seek to survive and prosper by virtue of their
‘offerings’ of products and services to their outside world,
and since their information products are a critical element in their offerings (and
sometimes the main one) any theory developed should offer some basis for

managing the process effectively, so that it has the potential for informing practice.

What is presented here, then, is a theory of information products, expressed in
terms of ideas from relevant disciplines, which aims to provide a basis for a coherent

way of thinking about information products, which has on the whole been lacking.

The process of developing a theory

To explain how the theory ofthe management of organisational information products
which is set out in this chapter has developed, it is necessary to speak of personal
experience, because without that I should not have realised that this was a subject
meriting research, and would have lacked a basis of observation ‘from the inside’. The
process is summarised diagrammatically in Figure 4.1.

This kind of approach is what is sometimes described as ‘constructionist’ (see, for
example, Sless, 1997: ‘Theory from a constructionist view is simply the description
given to what people do ... intertwined with practice, as a different aspect of the same
thing .. an emergent property of practice. Theories are in part post hoc rationalisations
- the plausible stories which we tell ourselves to account retrospectively for our
actions.’ ). In other words, the interactive development of theory over time, in which
reflection on experience plays a central part, making an initial ‘tacit’ theory more
explicit, rather than beginning with a hypothesis based on existing developed theory.

In the present case, the theory has grown and become more organised with
participation in and observation of the processes of managing information products.

If I think back to the point when I first became involved with information products
over 30 years ago - first as an indexer and proofreader, then as a technical book editor

and later as editor of ajournai - the development seems to have followed this path:
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Figure 4.1
The process of developing a theory
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19603
Experience led me to some ideas about:

« Organisations and how they work (including che organisational politics inwvolved in
information products)

= Whai writers, editors znd rezders do in dealing with informaton products, and the
relationship among them

#  The visual presencation of the content of informacon products, and the mole of

orpography and graphic design in them

These ideas were however fur from being integrated ingo anything chat could be
called a theory

197

A new job, which entailed a combination of managing a range of new information
proeducts and setting up an information seTvice, gave me the opportunicy of
undertaking part-lame studies in informacion science, This was a crearive period,
during which [ was able (0 start relating insights from my studies to the ideas formed
from practice about organisations, information products, and what was by then coming

to be called 'information design'.

1980

Im 1979, [ was forfunate in being able to move inco working independently in

consultancy, In an informal association with a typographic designer; the focus of the

work was a combination of information management and information design. The
projects in which [ becaune engaged led o e development over dme of ideas about;

« Information management as an essential acrvigy for success of organisarions, and
then te the concept of organisaticnal information policy/soategy (expresicd in the
boak Precical Information Policles, 1990)

v Information products ag being denved from and forming part of organisadonal
information resources, and therefore needing to be managed a5 such, wicthin the
framework of organisational information palicyjsirategy

+ Information design (defined as everything that is done (0 make the content of
information products accessible to the intended readers - from writing and editding
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to typographic design and production) as an integral part of the product (Orna &
Stevens, 1991,1993)

That represents the position I had arrived at by the time I developed the proposal
for this research, in 1994. It pointed to the key disciplines to which I looked, and

formed the foundation for the questions asked in the case studies.

1994 to date
During the period of the research, [ have made a more systematic study of what a
number of relevant disciplines (see Chapter 3) might contribute to the development of
a theory. It is not surprising that theoiy has to be drawn from a diverse mix of
disciplines, because information products themselves touch on so many. They grow out
of organisations and their need to communicate and interchange information, both
within themselves and with their outside world, in order to achieve their ends; their
substance is information, which is transformed knowledge1; their purpose is to allow
users to transform the information they contain into knowledge for use; their creation
demands interaction - between people with various specialised kinds of knowledge
and skill and between people and information; their use is also an interaction between
people - an indirect one this time, between user and originators - and between user
and the information they contain.

The areas and disciplines which have made the most significant contribution to the
further development of theory and interaction with practice are summarised

graphically in Figure 4.2.

Key themes in the theory

From the range of disciplines just described, there are a number of key themes, whose

inter-relation, as shown in Figure 4.3, forms the groundwork for a theory.

1 See, for example, Brookes (1980a and b); Farradane (1980); Ingwersen (1992); Belkin
(1990); Ginman (1988); Saracevic (1992); Oma & Pettitt (1998)
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Figure 4.2
Areas and disciplines which have contributed to the development of the theory

1 2

Organisations Information

« Organisation theory + Information science

» Organisational behaviour « Information management
+ Organisational communication « Information/knowledge
« Organisational culture transformations

» Costs/value

A theory of
information
products

Purpose of products
for the organisation
The users

How and why they will
use the products
Organisational goals
and culture
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Figure 4.3
Key themes

Organisations Information and
knowledge

As social creations, to

serve values As intangible assets of
organisations

As knowledge and information

users and transformers They need to be managed
according to a strategy

As creators of knowledge,

learning, and communicating

Information products

As part of the
organisation's 'offerings'
analogous with its
physical products

Information design

As part of information
management

Its role is to create
products that meet
the organisation’s
strategic goals
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The elements summarised in Figure 4.3 are discussed below, with reference to major
sources - selecting from the range of material discussed in Chapter 3 those elements

which are particularly relevant

Organisation theory

As Kaye (1996) observes, ‘The information management community has completely
ignored a large and important body of research and ideas produced by organization
scientists' . Yet this field offers much that is of potential value.

Management of information as generally defined is done in the context of
organisations, to serve their purposes, and support them in achieving them. So theories
about what organisations are and do - which is the essential concern of organisation
theory - should have something useful to tell us about that aspect of them which is
concerned with information management, including management of products which
carry information to people who need it.

Table 4.1 (based on Oma, 1999, p29) may serve as a summary of the theory of
organisations discussed here in relation to the role of information products. The

next sections look at elements of organisation theory which are of particular

Table 4.1

What makes an organisation

What makes an organisation

« A grouping of human beings

« For explicit or implicit purposes

» Creating 'offerings' of products and/or services
* Interacting, internally and with its environment
» Seeking sustenance to keep in being

« Having a structure and a boundary

« Embodying both social and technical systems
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What every organisation needs to know

+ What is happening inside, and in its outside world
+ How to recognize, interpret and act on significant change
 How to create appropriate 'offerings'

« How to communicate, with itself and with its outside world

relevance to the present research, and suggest how they may be extended to

embrace information products:

e The idea that organisations are social creations to serve values

e Their dependence on as such on knowledge in human minds (the nature of the
required knowledge being related to the values to which they are committed)

e Their need for information to sustain the essential knowledge

e Learning, communication and interaction among human beings as the means by

which information is turned into knowledge, and knowledge into successful action.

Organisations as social creations, serving values

The essence of this aspect is the idea that people create organisations for
purposes related to values they hold. As Susman & Everet (1978) express it,
‘Organisations are artifacts created by human beings to serve their ends’ - they
do not exist independent of human action; their means and ends are guided by
values. For that reason, they argue that the positivist model which has served
the physical and biological sciences well is a limiting one when applied to
organisations (see Chapter 2, page 27).

Because organisations are created and run by human beings, we should
expect to encounter in them all elements of human consciousness and
behaviour, and notjust those highly specialised parts which operate on logic and
rules. Coexisting with the functional structures, hierarchies and procedures of
the traditional model, are personal knowledge based on experience, feelings

associated with it, interpretations, symbols, and stories - all the attributes and
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actvities by which human beings have always tried o make sense of thedr
environment, ... all social institutes combine both logic and action. They are concerned
with thoughcful doing ... (Turner. 1992, p34); and they are also subject to what
Davenport {1992) terms "information politics’,

Information products find e place in this view of oreanisalions, a5 & means b which

«  Valuey are sxpressed and oommaricated

+  Procedural imfermition s smbodied

« Personal knowledge, wnderstanding, end inferprétadions are imferchanged, gnd browght into the
domadn of erganisetional knowisdge.
We should alsp expect them o be subject te all the factors which make up the culturs of
OrErdst i, teuding these associated with Snformiation palitics’.

An information, knowledge and learning model

If the premige that organisations are social creations which serve values is accepted,
then, just a8 individual human beings depend for surmival on learning from experience
iz turning it into knowledge, and applyviog ich s0 (00 do organisations. And if
organisations are primarily purposchul groupings of people which seek (0 survive by
creating and ‘selling” offerings of products and services (see Table 4.1, pl07), then they
need to draw in information to sustain their collective knowiedge, to interpret its
significance, 1o learn, oo interact inwardly and with their envircnment, and co
cOmInURicace,

As Teoukas (1994) puts it acganizations emerge from 'coberent and conscrained
interaction of several Individuals it is ‘individeals within erganisations chat ingerpree
whatever they think their environments consists [sic] of and act upon their
imterpretations.” As individuals try to make sense of their environments, they
‘'undertake routine, habimual actions' and che results of their acdons then become parc
of the enyvironment, wiich they seek o understand thoough reflectiet. They build up
causal maps of knowledge - variables crucial for carmying out tasks and how they are
interconnected. “Through sustained interaction, individuals inteclock rheir behaviour
over Hrme and in 5o doing they deal with resldual equinocality, which they seek to
remove throngh negotiating and consensus about their common Casks and how ic ought
to be handled.' [ p13)
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The interprecation which organisations and the people in them place on
infarmation and events obviously depends on values and on knowledge: "organizations
fave cognitive systems and memories” and they “preserve knowledge, behaviours,
mental maps, norms, and values over fme' (Daft & Wieck, 1984, p235) On thas view,
organisations can be regarded as what Tsoukas describes as 'distributed knowledge
systems, whose effective action 15 the result oot 30 much of individuals acguiring more
and more knowledge as of Ainding ways of wtilizing widely distdbuted arganizational
knowledge ... organizational variecy can be controlled only if it is matched by an
organizational design which possesses the capability of udlizing highly dispersed
knowledge' [0 cil pla)

darchand {1997} synthesises the traditional model of orgamsatons wich ideag of this
kind to produce a new model in which informaton and knowledge play a cntical role,
as showmn in Figure «4.4.

The new mode] introduces knowledgeivalues, information, and information systems

and technology,

Infarmation and knowledge interchanges and transfarmations. This moede] requires
that knowledge be maintained, interchanged, developed, and created, That demands
the transformation of information into knowledge, knowledge into information, Lacit
lmowiedge into explicic Imowledse, and communication (see Chaprer 3, pages 39 and
G, Infoomatien and s communicatdion within and bepween the organization and
outside world is what hoids the organisation tegecher, enables it o grow in the
dircctions it wants to go in, to learn Fom cxperience, to coeate new ideas and new
ofrings.

Tsoukas' ideas, quoted above, about utilising dispersed knowledge are paralleled
from an avthor who travelled from a different discpline [electrical engineering)
towards a theary of the role of informacion in organisations: 'Information s what is
incerchanged hetweaen che alaments of an arganized system ta efface their
interdependence’ (Scarrort, 1996).

The connection between information and knowledge Bas over the past 20 vears or 5o
been expressed by a number of authors in terms of ansformations {in particutar.
Brookes, 1980 and b, Farradane, 1984, through to Ginman, 19838, Belldn, 1990,
Ingwersen, 1992 and Saracevic, 1992), Dehers have discuzzed how knowledge in the

individual mind is cransformed from tacit co explicit to bring it cowards che ‘outside’

11y
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Figure 4.4
Traditional and new models of factors on which organisational strategy depends

Reproduced from Orna (1999) and based with kind permission on Marchand (1997)

Key

Smallspheres:
= factors in the traditional
model of organizations

Large spheres:
= factors in the new model:
‘invisible assets’
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jeg Nonalka & Takeuchi, 19935, pE1), or transformed into information and put into
‘containers’ (MoArthur, 1986) for purposes of inferchange, to make it visible or audible
(Orna & Stevens, 1991, 1593). Once cutzide, the transfocmation process is s¢en as going
the other way, from informaton in the outside world to knowledge in inner world,
where it is further mansformed by progressive incepration into cxdsting knowledge,
baorh indiwiduwal and crganisationzl, and ultimacely (Monaka & Takeuchi, op ot pr3 ef
sey] w0 the ransformation of existing knowledge to create new knowledge.

Knowledge creation?, As Wonaka & Takeuchi {1993 point out “all chis talk about the
importance of knowledge .. does little to help us understand how knowledge is
created.’

Three conditions are necessary for knowledge to he creared (o ot p74):
1 Astrategy for knowledge and information (see helaw, pl24]
2 A vision of what kind of knowledge the organization nesds

3 its ‘operadonalization’ ints d management svstem for imnplementation

The essence of the straiegy lies in developing the organization’s capability Lo
‘acquire, ¢reate, accumutate, and exploit knowledge®, and the most aitical element i3
to concepalize che “vision about what kind of knowledge should be developed and to
operationalize it into 3 maragement system for implementatcon.” (Sec alse Choo, 1996,
who links the creation of knowledie with making sense of the organization’s sicluacion
and talking appropriate decisions.}

The mechanistic model of crganisations has been discussed above; it tends 1o he
associabed with a typically Western assumpdon that the only kmowledge is chat which
iz explicit, formal and systematic, and wich the view of arganizations as ‘machines for
infarmation processing', (Fortanately. not all Weatern writers share it; see for exampie
Davenpaort, 1993, on the dangers to organizations of seeing informarcion as limited to
quantitative data that can be held io radidonal database systems. and of missing the

value of unstuctured gualitative textual information.)

1 Here ] quote in part from what | have wricten on this subject in another context

iirna, 1909
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The Japanese view is quite different and much more subtle, and places strong
emphasis on the concept of ‘tacit knowledge’ which has been referred to above (see
page 112): ‘Knowledge expressed in words and numbers represents only the tip of the
iceberg.’ It is seen as primarily tacit - not easily visible or expressible, and it includes
subjective insights, intuitions, and hunches. Tacit knowledge has two aspects:
technical know-how, like that which is passed on in traditional craft apprenticeship,
and the cognitive dimension, in which come schemata, mental models, beliefs
reflecting the holder’s image of reality and vision of the future (and so related to value).
Again, there are Western writers who work on similar assumptions; Cooley (1987) has
described his work, as an engineer, on making use of the tacit knowledge of craftsmen
and technicians, and relates how organizations can benefit from using it.

While new knowledge cannot be created without ‘intensive outside-inside
interaction’, the actual creation of knowledge demands that what we have learned
from others be internalized, ‘reformed, enriched, and translated’ to fit the
organisation's self image and identity. Knowledge can be created at various levels: at
the level of the individual, the group, the individual organization, and organizations
working together. Nonaka and Takeuchi express this visually through the concept of
‘the knowledge-creation spiral’, which ‘emerges when the interaction between tacit
and explicit knowledge is elevated dynamically’ from lower to higher levels. The engine
of the process, as shown in Figure 4.5 consists of four stages or modes: Socialization:
Externalization; Combination; Internalization

The spiral progresses through the stages mentioned above, via processes that
characterize the transitions from one to another:

e Field building: the creation of ‘forums’ for interaction and experience sharing,

e Dialogue: articulation of tacit knowledge, leading to externalization

¢ Networking: bringing together newly created knowledge and existing knowledge
from other parts of the organization, which triggers combination

e Learning by doing: which triggers internalization so that the knowledge fully

belongs to the individual or organization.

The way in which the process can happen is described in these terms:
e An individual finds new information that enriches his or her own knowledge and
makes ideas that have been floating around come together with new illumination

- tacit knowledge moves towards becoming explicit.
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e The individaal disoezses che new knowledge informally with colleagues -
soclalizanon and dialogue.

» They realise the ideas have potential for the organdzation [0 indtiate changes chat
could bring to realization some key aims.

& They move outwards inte the organization to network with other people -
guardians and scakeholders in other information and knowledge resnurces.

¢ The combination of ideas lsads to a formal decision to try something oul. A project
is set up and carred through in phases - learning by doing. The experience creales
new knowledge which iz internalized by the organization. It becomes part of what
informs strategle decisions, and leads to new products, services, even to a new

organizadon derived from the existing one, and possibly to changes in strategy.

In the context of these ideas, informativn proucey cen be geet as tangible expressions of
organisaticnal knowledge, and the means by which énformation is interchanged within and
wAth pucstde wirld, and a5 an essendial efement in fronsformations, They cir help mdividuals
and gridups in cransfirming tactt knowledge to explicle, bringing it ‘nearer fe surfoce’; they
T @ primary means of rensfeeming explictt knawledge inte information, of putting
knowledpe oubside inte the world, where others can get o (¢ and start the process of
transforming the knowledge of the originabers inbr brewledge that belorgs ta thery atd 1
these ways they condribuse to ghe creation of new knovdedge, It is kerd o imeging kow any
arganiskion woneld munege these esgential transfermations withau? fnfermetion products.

The role of communication, The processes of ransformarion discussed above cannaot
take place without communicaton and inlermction, A5 5less {1991) expresses it,
arpument and thinking are impossible withour comumunicarion (with che self and with
others) — which depends on ‘signs” (e somelnng which stamds to somehody for
something in soTne respect or capacity — Merce, 1931, p3d)

Tt s rarinnal, affective, social and technological aspects, of which the most
sigmificant are the human ones, though the infrasmucture of communicabon
technology has a critical supporting role, As Varey's (1997 analysis of corporate
communications {see Chapter 3, page 76) suggests, Uie interacfions involved in
Comumunication are hetween people and people, and between people and information.
And, 2z Shulman, Penman ¥ Slesg {1989) puc ic, meaning has to be coeated wia a
relatdonship between & human agent and information; informaton does not have &

meaning independent of the reader. Meaning i$ not 4 property of informadon, bat the
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Figure 4.5
Spiral of organisational knowledge creation

Reproduced from Orna (1999). Based with permission on Nonaka and Takeuchi
(1995)

Epistemological

dimension
Explicit
knowledge
Combination
Tacit I Internalization
knowledge
Ontological
Individual 1 Group Organization Inter-organization dimension

Knowledge level
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‘outcome of an interacrion between information and human agent.'.. "If we rake
meaning to be a process in the human infrasrracture, we are correctly placing the
responsibilicy for meaning creating and manipulation in human hands and not

mechanical onas' (pplas—170L

Erewledge would keve difficulty in getting from one mind (o ancther without communicotion,
gndd since telepodhy sven i 0 sxdsts (5 not te be relied on (n day to day affeirs, informatian
products are a vital part of the business, They gre he “conieinegrs’ inte which haman heings put
thedr knawledge when they need ta transform id to information and pue i oulside into the
warid; they supplement and complement conversedion, giving it a less svanesoent form, anrd
ilowing the 'dislpgus hetween authar and rexder to dake place many dmes ragher than fust
anee, aned i1y comlent to b verifisd and referred back o

Ohganisational learning, There i5 a large Literature on ciganizsational learping, going
back to the 1960s and still continuing. Here 1 do not aim o give an overview, bir to
draw attention o the aspects which relate organisational learning Lo koowledge
fincluding know-how) and o information, and, by extension, to information products.
The definiton of learning proposed by Fiol & 1yles {1945} “The development of
insights, knvwledge and associations between past actions, the effectveness of those
actions, and future actions.” {pd11) implies that bnowledge and skill, and their
expression in action, depend on learning, and on memory. It is characteristic of both
individuals and organizatons: ag Argyris & Schon (1978) put it; organisations learn,
individuals are the agents who learn for them, and learning is recorded in rhe 'media
of organisational memony’,
Fiol & Lyles outline the feartiires common 0o 0ost writing about organizational
learning as;
1 The 'uldmate cricerion of erganizaucnal perfonmance i3 long-term survisval and
growth', and that implies the capadty to learn, unlearn, and relearn,
2 ‘'Organizational learning is not simply the sum of each member's learning.” (pBO4]
3 Contextual factors - organisational structure and culture, and the covironment in
which the organisation operates - affect the probability that leamning will ooour. A
centralised and mechaniscic structure, for example, will tend to reinforce past
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behaviours, while a more decentralised environment which is complex and

dynamic will create an overload which prevents learning.3

Nonaka & Johansson (1985) emphasise the interactions among individuals which are
essential for organisational learning; it

..involves an organisational process through which an individual's knowledge can

be shared, evaluated, and integrated with that of others in the organisation. Such

a process need not be formal, but if the individual's learning is not validated by

others' knowledge, the necessary integration might not take place and

organisational adaptability is hampered.' ( p183)

And they too draw attention to the influence of existing power structures; and
emphasise the essential concluding stage of the process: ‘Finally, the new or modified
knowledge paradigm must be communicated to the members so as to represent a
“true” increase in organisational knowledge.’

The process is not only interactive, it is often described as cyclical. Garratt (1994)
quotes Kolb’s (1979) learning cycle (hands-on experience -> reflection -> abstract
conceptualisation -> active experimentation -> hands on experience) and Boisot’s
(1987) version, with its two axes of codification and diffusion (see Figure 4.6):

Codification: tire psychological process by which ideas brought in from the outside
world are worked on by people within the organisation, and turned into some form of
intellectual property which can be offered back to the outside world

Diffusion: the sociological process by which codified knowledge reaches other

interested parties:

3 Schein(1996) draws attention to the effects of different types of management
culture on organisational learning. The assumptions o f‘operator’ culture favour it:

e The success of enterprises depends on people’s knowledge, skill, learning ability,
and commitment

e People have to be able to learn and deal with the unexpected

e Operators have to be able to work as a collaborative team, in which communication,
openness, mutual trust and commitment are highly valued. But unfortunately this

culture often loses out to engineering and executive cultures.
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Other authors ‘pull out' the flat 2D cyvele inte a spiral; see, for example, Nonaka &
Takeuchi's (page 114 above} spiral of mowledge creation, and Orma {1995}, for a spiral
of planning, implementing. monitering and learning as part of the development of

informaton stratcgy.

Ifarmation products are essential elements in orggnisational laming, comtribuling w;

»  Recording organisational memoty fas recognised i the cumrend inkerest i intrenet iechrology
and the electronic products assaciated with f for sorieg what has been lsarmed from projects,
inbeTauiioms with custorers, g6 . #6 @ o make 1% accessiie and wsalile far whale orpaniiaton;
ond for ensuring thot the experience of kéy peopile 13 fod fost whett they save- see, for instance,
Dayle & du Toit, 1998)

» Eharing end evaluating ideas as ey develop withit orgenisalions

o DHfusing new knawledge within erganisations

o Offeritzg the argandsatian's intellectual prioperty to the sutside warld.

Information and knowledge as intangible assets?

'‘People are accumulators and producers of smvisible assels” (taimi & Boehl, 1387), and

information and kmowledge are foremost among these invisibles.

Value factors that relate the organization's intarests to its use of knowledge and

infarmation

The wellbeing of all organizations is linked at many points to the value which

bnowrledge and information confer:

« The organizadon’s purposes, goals and values, and how intangibles such as
knowledge and informadon contribuce to achieving what it most values {the
"Business value micdel’)

a« Thevalue of knowledge and informaton in gaining sustenance and keeping the

organization successil

............ - L L L LT Lt

1 This section draws on what I have recently written elsewhere on the subject (Orna,

1999, Chaprer &)
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Figure 4.6

A theory ofinformation products

The process of organisational learning

Reproduced from Orna and Pettitt (1998) and based with permission on Garratt

(1994)
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Bw N R

Identifying critical knowledge and information (ie that of highest potential value)

for the organization, and managing it

Intelligence about its markets, and the flow of information about them.

Davenport (1993, Chapter 4) gives an account of organizational activities where
information is both an essential element for their performance, and has the
potential to confer value:

Monitoring how processes are performed - businesses that are effective in
managing/monitoring information about quality have a competitive advantage.
Integrating different business processes, and integrating stages within individual
processes - information is the ‘glue’ that holds the organisational structure together
Customising products and services - when information about customers is managed
to create offerings tailored to their needs, it gives a competitive edge to the
organization (as leading supermarket chains have demonstrated)

Supporting strategic decision making processes with vital unstructured and
externally originating information - which is much more essential than the
‘historical’ financial information from accounting systems which is generally used
Creating information products, as the primary output of the business. More and
more businesses have these as their main output; those that use their resources of
information fully to support the process of creating such outputs are most likely to

succeed.

Marchand (1997) identifies four ways o f‘using information to create business value’:
Minimize risks

Reduce costs

Add value (typically through market/customer orientation)

Create new reality (innovation, new markets, customers, products)

Each requires different types of information, different actions in using information,

different processes, different organizational structures, and different applications of

H/IS
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dities and problems of intangible assets5

Information and knowledge have some peculiarities which make them different from

ma

terial resources when it comes to value:

¢ Information has no inbuilt value; to have value, it has to be transformed by human

minds into knowledge, without which no products of tangible value can be created
or exchanged, and then put to use

If information is exchanged and traded, the value from using it can increase for all
parties to the transaction

Its value is not diminished by being used; it can be transformed into knowledge and
used many times by many users for adding value to many activities and outputs. As
Itami & Roehl (1987) put it, ‘free rides’ are to be had when resources accumulated
in one part of the company are used simultaneously and at no additional expense
by other parts. The essence of invisible assets is information, and it is this
characteristic, which is not shared by other resources, that makes a free ride
possible. Only information-based assets can be used in multiple ways at the same
time ...’, Information “can be used simultaneously, it does not wear out from over
use, and bits of it can be combined to yield even more information.’

It is a diffused resource, which, as Davenport (1993) points out, enters into all

activities of businesses.

Apart from these unusual features, there are other factors which add to the

difficulty which organizations have in getting to grips with valuing their information

resources:

5

[123)

Very few, if any, organizations appreciate that they need to make own definition of
information in relation to what they are trying to do, and therefore lack criteria for
valuing it.

Information is a combination of ‘containers’ and content (eg a content of trade
statistics, in a container of a database), and the only hard figure readily available is
what we pay for the combined package. Traditional accounting cannot cope with

repeated use of content, or its use by many people; nor can it trace the process of

Based on Oma (1996)
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adding value once people have transformed information into knowledge and
applied it.

e The problems are compounded by the tendency - now well recognized, but still
flourishing in many organizations - to identify information with IT and systems,
which adds to the difficulty because of the present widespread discontent with the

results of investment in costly systems.

Qualitative and quantitative value from knowledge and information

In spite of the difficulties, there is a large body of Indirect but convincing qualitative
evidence ofvalue of information in promoting productivity, competitiveness, and
innovation; and in avoiding risk and reducing uncertainty (see, for example, Koenig,
1992, Griffiths & King, 1993, and Marshall, 1992,1993,1999 on the contribution of
information services and libraries; Bowonder & Miyake, 1992, on information
management and competitiveness; Bowden & Ricketts, 1992, Fransman, 1992, and
Newby, 1993, on the relation between information use and successful innovation).

There is also some direct financial evidence, from the fairly rare cases where it is
comparatively easy to set a figure on the costs of using low-quality information, in
terms of lost customers, staff time in rectifying errors, etc. Interestingly enough, it
tends to relate to information products. Herget (1995), for example, looks at the
‘negative value of non-quality’- both to the supplier of information products and to
customer. His case study of a company, cited in Chapter 3 (page 65 ) shows very clearly
how that negative value manifests itself in the loss of clients:

Fisher & Sless (1990) provide similar figures for the costs of error rates in completing
forms to an insurance company forms and the value added by re-design to make them
easier to complete correctly.

A number of authors envisage information products as adding to (or subtracting
from) the value of the information and knowledge they embody . Taylor (1982) describes
them as tangible formal communications which organisations ‘consciously design and
issue in some form’ (p341) whose value lies in the judgments of the users about the
usefulness of the information for what they want to do; the fundamental question then
becomes ‘How much initiative and effort must a user invest (Cost) in order to get useful
information (Benefit)? ’ (p345). Sless (1995) draws particular attention to the costs to
the end user of the complexity in information transactions as embodied in information

products; governments and businesses ‘outsource costs’ by passing them on, but this
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can lead to loss of the value of customer goodwill, wan YWegen & De Hoog (1396 arpue
thac *The value of information cannot be determined independendy from the medinm
that encapsulates and processes it .., though information of course acquires 115 value
from its role in decision makdng, Uie information product a8 a whole also adds values
to other activities in information processing.” (p248)

[m recent Years mecthods which car sepport valuation of incangibles with reliable
gquantification have started o be developed, In accouncing che UK Advisory Council on
Science and Technology 11993} pointed oul diar business's objection fo action tha
cannat be shown directly ta enhance the bottom line is "being undermined as
accountancy principles embrace the need to value *intangibles” " . Anumber of
methods specifically oriented e valuing imforination are gow available, They depend in
various ways on 4 combination of informed human judgment of the signilicance of
varions information resources to achieving the organization's goals, witll a computer
application which 'interprets’ the judgments to cstablish the extent of thelr value
contribution [see Skyrme, 1998, for a useful outline of some of the major
methodologies),

Omne of these methodolegics (the [ntegrated Value Manager, or [VM ™ gee
bMcTherson, 1994) has been used in the present rescarch to investigate the value [0 one
of the case study organisatons of che informarion products assedated with one of its

'‘offerings’ [see Chaptar 9]

Information products ore a tangie means of making invisible assets vistle . As such, they
Jorm part of e vadue of the mformation condent fr the users, and their design [in the widest
sense of the term) contributes b their value (0 the users in supporting Hem in doing whal ey
need ta do with the information. Thelr contribugion cen be negative as woil as positave while
they cam help wsers ta trensform information into wsable knowledge, they com oz pass om Lo

them the costs of complexities which their originaiors have failed toe resolve o soRmms,

Information and knowledge need ta he managed asccording to a strategy®

Organisational information strategy can be defined as Uhe detailed expression of

information pelicy in terms of objectives, targers, and actions to achieve them, for a

R 1B PR —— T TR R HE SRR ARE RS R R g e ang ann s nnn nnn

£ This section draws on what T have written elsewhera [(Crna, 1599
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defined period ahead. [nformation strategy provides the framework for the
management of informaton contained within the famework of an organizational
policy far information, supported by appropriate systems and technology.

The argument of Nonaika & Takenuchi [1995) that a scracegy for knowledge and
information is onc of the pre-requisites for Uie coeation of knowledge has already been
cited [see page 114).

Interes: in the idea of zan information stratemy aligned with the overall business
strategy, to suppart key business objectives, or ‘core competencies’, especially in those
areas which arve mast distinctive and unique to cthe organizadon, continues to grow
and to find expression i actual artemipes o develop and apply such a strategy. It is
interesring in this conrext to note the change over Tinie in the approach of some
Crgaiizaions 10 informaton svstems strategy, which, as Gallisers (1993] abserves, has
moved away from technical issues, and towards organizabonal and mmformatan
CONCEITS.

Chrna [age cit, p 168) argues that a scrong information scracegy, which is well
understood and fas the commitment of everyone in the organization, can become the
engine Uil
»  Drives interchanges of informaton internally and wich the autside world
»  Brings in intellipenee about chang:

e Leads {0 infegrated responses
«  Promotes creation of new knowledge through internal interacrions
o Leads to inidacives, direceed both internally and to cutside world, which make for

guccess in innovation and compecicion.

Singe informarion stearegy is infended (o benefit the whole organization in itz most
critical actvites, ts developinent needs to draw on s wide range of Knowledge andd
miperience, including that of managers of such informadon roscurces &% eovirsmnenlal
intelligence, customer information, competiter information, economic/financial
information, human resources, information sevicelibraryarchives, marketng, B&D
and information peoducts: wgether with managers of information systems and
informacion technology, stakeholders i information resources, and managers
respodsible for e organization's corporate stratesy,

Surifeis of businesses, however, sugzest a degree of confusion about the subject, A

Library Association (1998) survey [a random sample of nearly 1000 chicl cxcoutives in
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the UK} found, o use its own moderats wording, that 'Tn many cases the management
of information appears te be evolving somewhat haphazardly'. While 60 per cent of
respondents claimed that their company had a strategy or pelicy for managing its
information, only 38 per cent said it was discussed at board level, and only just under
0 per cent were aware thar their company had an overall information hudget. And
only & per cent of respondents were confident that the werm 'information’ was a
category in the company accounks (&6 per cent were unsure of the answer to this
questicn). Orher research for Reuters Business Information {1 99%4) produced a yet more
depressiig responss on information policy: over b per cent af a sample of 300 [arger
firms had no policy [or information, while of the 37 per cent of the respondents who
claimed that their business had a policy, 9 per cent did not know wihat it was.

Infarreation products , a5 ore af the critical peints at wiich peaple interact with information,
feed ta he part af the informaion strategy of argonizetions, s thet they support I e adieving
pobicy atd strategy is i irelf a walsable fnformeetion prodiect, which as yer eizeg in
comparatively few orpanisations) They showld be viewed s part of the arganisation's
tnformation resources, ard their creation should draw on those resowrces fus propeses by Mever

& fock, 1906 - see below).

Infarmation detign 22 part of information management

Chapter 3 outlined a ranpe of thinking about information design in relation oo
information management, informadon science and information products. Here,
recapitulate che relevant elemenis for the present purpose.

One strand is the argument, advanced by Taylor (1997), for example, that all
products which present informacion o people for theie use, whatever the medium,
should be recognised as informativn products and should benefit from the combined
application of three kinds of professional activity: information technology, Information
design and information management.

Another is the statement of the common ground between information scicnce and
information desipn (Orna & Stevens, 1991; Kondger & Jajowicz, 1995], a5 both being
coneetned with the internal world of knowledge strucrures and their ransformation
Inco information structiires in the outside world, for use b others,

A third is the relationship between information predicts, information strategy and
management of information resources, developed by Mever and Zack [1996), who bring
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the design of information products fully inco the tield of organisational strategy for
infarmation, with their analogy berween information products and manufaciured ones.
The manufacture of information products e s view involves & number of stages that
ran be equated to information management achvities: acguiring raw materials
refining them by such acrivities as indexing and trend analysis; distribution; and
presentation to epsure fonctionality and ease of use, Successful management of
informacon products demands a range of knowledge, internal and extermal, supported
by an appropriate technological infrascructure.

The contribition of informarion produces to cost-effectiveness already referred to
(Fisher & Slegs, 1990], emphasizes the relation between effective design and
understapding e srganization for which informarion produces are being designed. The
development of a new [orm design for 4 company which would help to hring down
costs by making correct completon casier depended stropgly on understanding
organisational politics, and involving the stakeholders in the assooaled processes
closely in the development.

Much of the dizcussion of wisnal aspeces of informaton design - for electronic media
az well as for print on paper - 18 also directed to design zalutions that cake into
account the users, their knowledge and experience. how they wangnesd to use cthe
information, and the nzature of the concent, ['a vseful information presdiict models the
world in a way that vsers can handle', as Taylor, 1999 puts it] so that, in the words of
Erull and colleagues [13932) they can "get in, oot and oo will their work' [[F26].
Stevens (1995, pl34] claims information design as “an actual part of the visible
information into which knowledge is transformed and from whicl knowledge is

reconstituted.”

Information design @5 properiy regarded as making a fundamentol and nowsiperficiel
contribution to (eformation products, end indeed a5 forming part of fre dohial cotlent, [he
design af information prpducts should be part of the process of management of orgunisationel
rtformirivn resources, with the spedal role of ensuring thot they madch the users, and the ways

in which they need to wse the information.
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A theory of information products

We have now reached a point where it is appropriate to draw together the various

strands linking information products to established bodies of theory in the fields

considered in this chapter. They will be stated in the form of a set of propositions.

Information products are:

1

An essential means by which the organisation’s values are expressed and
communicated, procedural information embodied, and the understanding and
interpretations of individuals interchanged and brought into the domain of
organisational knowledge.

Tangible expressions of organisational knowledge; and one of the main vehicles by
which information flows within the organisation and between it and its outside
world (on a model of conversation rather than message transmission).

The ‘containers’ into which we put knowledge when we need to communicate it to
others, supplementing and complementing conversation, and giving the ‘dialogue’
between the parties to knowledge transactions a permanent form.

Key contributors to organisational learning - diffusing new knowledge within
organisations, and maintaining organisational memory.

An essential element in transformations of implicit to tacit knowledge; explicit
knowledge to information; information to knowledge.

A means of making invisible assets visible, adding value to them, and creating
‘offerings’ of the organisation’s intellectual property to its outside world; with
potential for adding to (or subtracting from) value - financial, social, reputation,
etc.

Part of the organisation’s information resources, with the potential to support
organisational information strategy

and

Information design as applied to information products is an integral part of the
process of information management, with the special function of ensuring

that products match the users and the ways in which they need to use the

information content, and that presentation supports their access to the content.

[129]
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'What should be' and 'What is'

These propositions for a theory both indicate ‘what should be’ and give clues to why

‘what is’ does not always match it in practice. The ‘what should be’ can be formulated

in these terms:

The success of information products in contributing to achievement of organisational

objectives depends on:

1 Their integration into organisational information strategy, and via it into the overall
strategy of the organisation

2 Drawing on the organisation’s resources of knowledge and information

3 Awareness and conscious management of the transformation of knowledge into

information, and information into knowledge

Matching the organisation’s culture

Understanding who will use them, and how they will be used

Understanding the nature of the content (and what that implies for presentation)

N O o b

Appropriate management of the processes involved, appreciation of the necessary
professional skills and knowledge, and constructive interactions among the people
concerned, within the organisation and outside it.

8 Management understanding of their contribution to value and costs, and

appropriate methods of assessing their cost-effectiveness.

The first four propositions about information products set out above would probably
gain assent from many people in organisations who have direct experience of
information products and who have reflected on it. But organisations, as demonstrated
above, are complex entities: so accepting that their information products have these
roles is far from being an acknowledgment that they fulfil them in a way that supports
the organisation’s interests to the full.

Acceptance of the remaining propositions probably requires acquaintance with and
understanding of concepts which are not at present very current in organisations -
ideas about information and knowledge and their relationship; about the value of
invisible assets; about organisational information resources and information strategies;
and about the role of design.

Given all that, the proposed theory has utility both as a guide in investigating the
actual practice of organisations, and in accounting for why practice does not always

match theory. It still needs, however, to be tested against what happens in practice,

(130]
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and so im Chapter 11, it 1% brought into confrontation with the findings ffom che case

study arganisations, with some resultant madifications. The modified theory 1s Goally

used as the basig for practical suggestions about how the process might be more

effectively managed.

More immediately, the next chapters (5 — %) present key findings o the case

studies in the light of the propesitions advanced here.
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Introduction to Part 3

Chapters 2 -3 have shown:

e How I have approached the research: the strong reliance placed on finding out
what a range of real organisations do, and the primarily qualitative methodology

adopted

e What relevant research exists, and what does not; and the nature of the help

available to those doing the actual jobs that lead to information products.

Chapter 4 has offered a set of propositions leading to a kind of a theory of the
role of information products and presentation in organisations, which draws on
three main disciplines: the theory of organisations and how they behave:
information science; and information design. As explained in Chapter 4, they grew
from ideas which had themselves developed over time from working in the area of
the research, but which were far from clearly articulated, and they began to take a
firmer shape from the experience of carrying out the case studies.

While the propositions appear before the analysis of the findings from the case
studies, they were not developed and written down until the case studies were all
nearing completion. Though of course I had ideas that shaped the questions I
asked in the case studies, I did not want to come to the observation of practice
with a ready formulated theory. By the same token I deliberately left the chapter
on the theory at home when I went away to write the chapters about the findings
which make up this part of the thesis.

The propositions reappear later (in Chapter 11), after the presentation of the
actual findings in a briefand, I hope, manageable form, as part ofa comparison
between what ‘theory’ suggests should happen, and what does happen in the real
world. When theory and practice finally meet, it is less a ‘test’ of how well
organisations perform in these matters, than a mutual testing, from which I hope
a stronger, and probably more modest, theory will emerge, together with some
practical ideas for organisations on how they might manage their information
products.

Now it is time to look at what investigation of the practice of ten different

organisations has yielded. Full narrative accounts of each, structured in a roughly
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comparable way around the main questions asked of them, are given in the second
volume of this thesis, in more or less the form of a consultant’s report

such as I would present if commissioned by a client to look at how they managed
this aspect of their work. Each aims to give a coherent and factually correct
account (all have been ‘signed off as such by the organisations concerned), and
each ends with my own independent evaluation of positive and less positive
features of how they do it.

Here, I shall tiy to avoid duplicating those accounts, and to complement them
with a fair summary of what emerges from them. The chapters of Part 3 aim first to
put readers in possession of an outline picture of the case study organisations, and
of their main information products (Chapter 5), and then to look at:

e The place which information products occupy in the organisations’ overall
business strategies, and how they are related to their information resources and to
any information strategy they have formulated (Chapter 6)

e How the organisations manage their information products, including how
responsibility for them is assigned and decisions taken; how professional skills are
provided for; and how testing, monitoring and evaluation of effectiveness are
provided for. How they allocate costs and assess the value which their information
products add to their operations ((Chapter 7)

e The changes and developments which have taken place over the five-year
period covered by this research - which has turned out to be perhaps the most

illuminating aspect of all (Chapter 8).

The final chapter of this part is a briefaccount of a different approach followed
in one of the case-study organisations: an experiment in applying a relatively new
methodology for establishing the value of intangibles (the IVM to assess the
value contributed by knowledge and information to a specific product (an
investment product) and the supporting information products. A complete report,
with technical appendices, is given in Volume 2

To begin the scene-setting, this introduction ends with a very brief description
of the case study organisations, outlining what each does in the world, how it
describes its aims, its size and structure, and its ‘culture’. The full story is in

Volume 2, and readers will refer to that according to their own requirements.
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The organisations

ActionAid

Chariry, founded in 1972; promotes links between children in peor countries in
Asia, Africa, Larin America and sponsors in the UK. Third largest development
agency m the U, working in over 30 countries, with international statf of abwout
2500. Drefines its mission a5 working in ‘partoership with people and organisaticns
to eradicate povercy and owercome cthe injustce and inequity that cause it,” Scrong
0 commynication strategy, which covers information products. Aims for open and

supportive organisational culture,

City University, London

Founded 1894 as the Northampton Insdtute, designated College of Advanced
Technology 1937, became a universicy in 1966, Mission: "to advance knowledge,
wizdom and understanding by teaching. research and professional maining.” High
reputation for prefessional education; defines its rele a3 ‘meeting the higher
education needs of business and the professions”; strong links with buginess and
indusiry.

The Cochrans Collaboration

International medical research collaboraton (named after Archie Cochrane, the
doctor who first set out the concept of evidence-based medicine]. Mission: 12 ‘help
pecple make well-informed dedsions about health care by preparing, maincaining,
and promotng the accessibility of systematic reviews of the effects of healtheare
interventions,” Multi-discipline ceview teams analyse accounts of random
eoncrolled trials (RCTs on mreatments ete, and prepare high-quality metaTeviews,
published in The Cockerane Library database, Culture collaboracive, non-hierarclileal,
“stakeholder”,

The Co-operative Bank

Founded 1472; only high-street bank with an ethical policy. Mission: “To develop a
successtul and innovative financial institucon by providing our costomers with
high qualicy firangial and related services whilst promoting the underlying
princples of cooperation’, Just under 4000 staff Unusually high customer
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satisfaction; has consistently increased market share and profitability; and
invested extensively in information technology. Recently pioneered ‘partnership
approach’: commitment to acknowledging its responsibilities to all involved in its

activities or affected by them.

Datastream International

Started in 1960s as research department in stockbroking firm, now belongs to US
utilities company, Primark Global Information Services; recently merged with ICV,
UK suppliers of real-time information. Buys high-quality financial and business
data, adds value by providing tools for analysing it, and sells resulting database -

its main product - to over 2000 subscribers world-wide.

Department of Trade and Industry

Large and complex government department (currently 5000 staff, plus over 10,000
in associated Executive Agencies), descended from 17th century Committee of the
Privy Council for Trade and Plantation. Aim today: helping ‘UK business compete
successfully at home, in the rest of Europe, and throughout the world.’ Federal
structure; information flow concentrated in autonomous hierarchies, with effects
on management of information products. Traditional civil service culture gradually
changing under the impact of technology especially web and intranet, with major

effect on information products.

London Chamber of Commerce and Industry

Independent private company founded 1881. Current mission: ‘To help London
businesses succeed by promoting their interests and expanding their opportunities
as members of a world-wide business network’. Just over 100 staff; represents
membership of over 3000 businesses; offers services of information and contacts.
Has moved from traditional culture towards professionalism, especially in relation

to use of information.

NHS Centre for Reviews and Dissemination

Established 1994 at York University, as part of NHS R&D programme; works in
same area as Cochrane Collaboration, but with emphasis on distribution of

information. Between 30 and 40 staff. Aims: ‘To provide reliable evidence to the
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NHS of the effactivencss of health care interventions, based on reviewing research;
i disseminate its own reviews and those of other bodiss (including che Cochrane
Collaboradon) to the NHS. [nformatien products include print for a range of
atidiences, a5 well as databases. Strong on monitoring and evaluation of 1ts

products; recent reseacch ot disseminating information to patiencs and public,

Marwich Lrian

Large insurance group, founded 1737, federal structure, with fairly high degree of
autcnomy for individual businesses, while aiming o cooperare across functional
boundaries. 17,000 scaff worldwide, 14,000 of them in the UK A mutual undl 1997,
when it became a ple; primary objecdve currently expressed as "to creabe real
growil in shatehalder value’. Brand dafined by '"No one protects more’. Culture
chiange over past decade from traditional, hierarchical and inward-looking towards
being more open and externally oriented, and less hierarchical now has equal-

oppornities policy).

The Tate Gallery

Founded 1897 home of national collections of British art and internadonal 20ch
century art, visited by bweo inillion people a year, Currendy developing Tace Gallery
of Modern Art at Bankside for Millennium opening. Aim: "t increase public
awarenass, understanding and appreciation of British art from the sixteenth
cantury to the present day and of modern and contemporary art from around the
warld.!' Great changes during cazsestudy period: besides building programme,
outstanding developments in access (especially throwgh pioneering web site],
cilriral and soructural change towards moce 'commercial' approach, and

integrated use of information.
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The information products

Introduction

This chapter is primarily descriptive, because its aim is to establish the picture of
what the organisations create by way of information products, and to provide a
point of reference for the analysis of how they approach this aspect of their
business in subsequent chapters. It takes three ‘cross sections’ through the case-
study organisations, in relation to:

1 Information products as the organisation’s main offering vsinformation
products as supports for other products/services which constitute the
organisation’s main offering

2 Internally vs externally oriented information products

3 Print-on-paper vs electronic information products.

Information products
- main offering or

support for other Internally and externally

offerings? 142 oriented 147
17 Main offering 143 » Externally oriented
> Supporting other 147
products/services 144 t Internally oriented Print-on-paper or
148 electronic 151

Each of these aspects will inform the analyses made in later chapters.

Information products - main offering or support for other offerings?

This is a critical distinction between case-study organisations, because it goes back
to their fundamental definition ofwhat they are in business for. In seeking case
studies, [ was not primarily motivated by trying to get a balance between these two

categories, but rather to achieve a spread of different types of organisation in terms
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of orientation, ‘ouwtside world' addressed, ete. As the organisacions were “enrolled’,
however, it became clear that, while all of chem were information-dependent in
various wayvs (what business is noc?], chere was a group whose informacion produces
consttuced their main offering and their whole reason for existence. Given the
date at which this scudy started, ic is no surprise thac their products were all
computer-based, elecrronically generated, and presented on-scresn; a point of
contrast, at the start of proccedings, with the main informabon preducts of the
ather group, which at that time, while niearly all electronically originated at some
level, were primarily presented on paper in traditional formats. (Things have
chamged greathy in this respect in the course of the research — an incidental and
not wholly expectad benefit (from undestaking it at chis parcicular ime and
spreading it over fve yoars; that story 15 related in Chapter 8 in general termes, and

in moee decail in the individual case studies.]

Infarmation praducts as the organisation’s main effering

Two of the three orgamisations in thas group are publicly funded and maimly non-
commercial (though ey eam some of their revenue fom selling their produacts),
The products of both are aimed at providing a basis of knowledae and informaton
im the field of pvidencesbased healtheare. One - the incernational Cochrane
Collaboration (whose UK organisaton [ have looked at) — focuses on locatng and
presendng relevant research for an audience which primarily consiscs of clinicians.
The ather - the MHS Centre for Research and Dissemination - is ariented towards
spreading knowledge of the findings from this area of research to a wide range of
audiences, including padents and their families, and to encouraging their

implementation in practice,

The Cechrane Collaboration. The distinction between their respective roles and
audiences has influenced the nature of che information products cthey issue. The
Cochrane Collaboration concentrates almost entirely on a single electronic
‘porcmantean’ product, The Cochrane Lbvery [available on the [nternet, on disk and
on CO-REOM] which contains four databases (one of them originating from the CED),
centrad round itz own key product. The Cochrane Datahoeze af Systematic Reviews. {see
Vol 2, ppy4-498) Tt also embodies a Hendek on revisw methads, and various
programmes o help contributing reviewers with their analyses. The only printed
produces are an introductory brochure, 4 hapd-copy version of parts of the Hendbock,
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amd a product issued by the Australasian Collaboration - Conscmer Nerwitk Synapses -

designed for a wider audience.

The WHS Cantra for Reviews and Dissamination. The CED. mindful of its key
funetion of disseminacion to a number of audiences, has a wider range of products
in various forms (see Vol. 2, pp211-217). Besides ics own database, DARE (The
Dedahose of Abstracts of Beviews of Bffectiveress), its web site also incorporates the NHE
Ecsnomic Evilucbion Detahasze, together with Guidelines on the conduct of systereatic
reviews. Like che electronic products of the Cochrane Collaboration, tese are also
available on disk and in CD-ROM format. The range of printed materials is quale o
wide one: it includes not only a printed version of the Guidelines, but a number of
regulardy appearing and accagional diszsemination products for a variety of external
avdiences: the Efféctive flealih Core butletin, direcred 1o health professionals;
Effertiveridss Motters - designed for a wider audience; and a series of CED Eeports on
various Lapics, The centre alzo collaborates with other health-care organisations in
moinkventure informatien produocts, such as a secies of leaflers on pregnancy and
childbirth. It produces policy analyses directed to its funding body, the MHS,
guidance on using its databases, and a manual for reviewers on wridng absiracts.
[nternally directed products include comprehensive guidelines for stalf involved in
each stage of disseminaton. Its web site is designed as a container and guide for all

the informaticn products it creates.

Datastream International. The third organisation in this group, Datastream
[nternational, is a commercial company, which sells databases of fimancial and
business informabon, based on material which it buys, adds value to by re-
rackaging for various markets, and then sells to customers world-wide. ILs maim
clectronic products are supperted by a range of print-on-paper and electronic
materials, directed ¢o various segments of its market (see Vol. 2, pp117-120), These
include a guide to the svstem as a whole, a guide for each majot service within it,
and a customer newsletter, The main information produces for che incernal
audicnce of staff are designated as Business Intelligence, prepared by a specialist
unit with this ttle, and presented through the company intranet,

Information products as supparts for other products/services

The remainder of the casestudy erganizacions are in business co supply a variety of

other products and services, to which their informauen products - both exrernally
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and internally directed - form an essential support. The nature of te produces and
setvices which they support 15 vullined belbow,
Two businesses, Morwich Union and the Co-operafive Bank, are in che field of

financial services.

Morwich Union (see Vol, 2, pp233-239) offers a range of insurance, investment and
healtheare products, to individuals and businesses, While an increasing proportion
of its marketing is direct, the main part of its business 15 done through

intermediaries {insurance hrokerslagents, handling general insurance} and
independent financial advisers {life and pensions) - whose support and goodwill
are critical and to whom many of its infermarion products are addressed. The other
critical external group whose imterests must be supported by information products
has consisted since 1997 when Morwich Union demutvalised and became a ple, of
the shareholders. The Group's information products and presentsion are als the
main means of conveying its key source of intangible value in the perceptions of
the outside world - brand positioning and hrand values (for a full discussion of chis,
see the case study in Velume, 2}, as expressed in the phrase "No one procects more’
and in the emphasis on gainimg Urust by Listening o customers, innovating and

delivering quality products and services,

The Co-oparative Bank presents similarides and differences; its offerings are
banking services. strongly supported by its pioneering invesoment in information
technology, to individual and business customers, (1 has only one shareholder, the
Co-operacve Wholesale Society. s "brand” asser, which distnguishes ic from the
rest of the high-street banks, is its ethical policy, and all its Information products
are in warious ways and to different degrees dedicated to prometing a beand which

is nnusually rich in content {see Vel. 2, ppe7-73).

The Landon Chamber of Commerce and Industry and Actonadd have some
simbaricy in that both depend for their continuing exiscence on winning
supporters, and oo influencing governmental and other bodias to adopt the policies
they promaore.

The LCC] is a membership organizaction, drawing its members from the London
business community, and exercising o representative function on their behalf in
refation to legisiation, regulations. and all issues affecting employers in the capital.

[tz informacion products have to support it in ics endeavours to win and keep

It
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members by the value of the services it provides to them, and in the arguments it

puts o influence government and other insttutons (see Vol, 2, ppTE3-189)

Actionaid relies for support in its long-term projects, and in emergency aid in che
solichern-hemisphere countries where 1t works, on individual spongors and
insttulional donorss. The information praducts addressed to them, and those which
it dirccts fo government, non-governmental organisations, businesses and other
bodies it seeks o influence, draw on ics axperience in the field ower 25 ywears to
make a case for action against the causes of poverty; in its influencing role,
advacacy of the fandamental rights of the poor has come 1o play an increasing
part, and it sees ite information products as eritteal to that role (zee Vol. 2, pp17-
sy

The Tace Gallery and City University are. cach in their own way, concerned with
préseiving and enriching an incellectual and cultural heritage and with passing ir
on 0o Mutire generations. Both also find themselves, like other cultural and
educational insritutions, competing in the market place for funds and support G

cnsure their conlinuing existence,

City University's information products are primarily devoted to that end [see Vol
L, ppal-4%). They 'sell” its strengths to the potential student populabion, al oo
and abread, of schoul leavers and of professicnal and managerial scaff in mid-career;
they scek financial support [ram its alumnd; and they present its achisvements in
scholarship and ity technical and other facilities o che ouside world of
govermment, insttutions and businesses o which ic looks for funding.

The Tate Gallery’s information products [sccVol. 2, pp325-32%| have to serve in a
variecy of ways the development and use of its unique collectiens of Bricish and
modern art, and the extension and maintenance of ics ‘estate’ of exisring and new
galleries, in che capital and the provinces. They provide the key to the collections
for those who are responsible for them, and for all kinds of users in the outside
world - scholars, educacors, purpaseful and casual visicors, picture researchers and
other commercial users. They "sell” the Gallery's seputation and value to individual
and institutional donors, influental Friends, and government, and e products of
its commercial publishing activity sell in the literal sense. Ios recenty deweloped
web site has extended the geographical range chat its informacion products can
reach.
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The D71, as a large povernment department with a wide remic over the nation’s
cotmumercial and industrial sectors, relies on its information products to help
exporters. support competition, aid the development of sectors of industry and of
small and medium enterprises, and carry through special initiadves; and as a
government deparcment it is required to produce certain official information
products (see Viol, 2, ppl32-133, 136-134} Its internal woerld, shaped by over 200
years of somewhal secenteic growth and accretion, is both large and complex, and
s it requires many internally dieected informacion peeducts oo instruct 48 seaff on
procedures, safeguard them from inadvertently transgressing legal requireinents,
and tell them things they need to kmow about the Depariment’s policies so that

they can act consistently in dealing wich its cutside world.

internally and externally oriented

The distinction belween externally and internally divected produces is anocher

important one in considering the cutput of orEpanisations.

Externally arlented information products

In relatisn 0o the external world, information products are either the arganisation's
main offering, or the means by which the it brings other products and setvices
which are the core of its business to the attention of customers, clients or
supporters, so that they can decide whether to invest in them; by which they help
uzers co gef the best from the organisation’s offerings; and by which they seelk to
influence the rthoughts and actons of those in the outside world on whose
commitment, understanding and support they depend.

Ic is of courge fairly obwvious thar grganizarions which do certain things will nead
corresponding Kinds of informacion produces; ne prizes are offered for observing
that a university issues prospeciuses, a museum exhibiton catalogues, a charity a
supporters’ magazine, or that most organisations produce an Annual Beport, How
they arrive at these predictable products is apother matter, as is the quality of
what emerges, and these questions are discussed for the whole set of case studies
in subsequent chapters, and in decail tor the individual crganisations in Volume 2.
Here ir iz sufficient co gay that all the cazse study organisations issue the predictable
infarmation praducts for their outside world, and to remark on zome examples of
produces which are perhaps less expected.
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The Co-aperative Bank, instead of'a conventional Annusl Report and Acoounts,
produces Financial $tatements paired with a report on its sodal policies, external
and internal. The most recent, the Partrership Report [1998) is detailed and
somerimes selfcritical account, produced by the Bank and externally audited, of
hew the Bank has fulfilled its responsibilites to the ‘partners’ it identifies as being
invalved i1 it5 activities or affected by them in its “partnership approach’ initiared
in 1997; custmners; sCafT aind cheir families; ics single shareholder, the Co-operalve
Wholesale Socicety; suppliers: local communities; society; and past and future

generanions (see Yol 2, ppb3—55).

Marwich Union has a smong group of informaton products dedicated o
supportng and encouraging the Independent Financial Advisers (IFAs) who do e
main selling of its life and pensions and investment products {see Vol, 2, p235). 11s
range of “IFA Arse' products includes videos, raining materials for professional
exarinations on CI-ROM, printed Prospecting Kits providing help on securing new
clients, software to help tn putling ogether letters setring out the case for specific

products, satellite TV propmmmes, and 2 magazsine for [FAs.

ActionAid’s output includes some fascinadng and uousaal marerials on the therme
of literacy (see Vol, 2, pp20-21). starting with a manual wich guidelines for literacy
wiorkers on adapting the ‘Reflect” merthad for literacy development. which uses
products created by members of literacy circles themselves, and followed up by a
‘Working Paper on the results of applying the method in 23 countries, The Jacter,
while ackmowledping successes achieved by comparison with conventional
approaches, asks if literacy itself can really empower, Products Like this are likely
to have contributed to the development of ActonAids anti-poverty, pro-poos

strategy, described in the case stady.

Internally orientad

Products for internal consumpion have two main funetions:

1 What is vsually underscood by “corporate communications’, that is, produces
which aim o keep people within the organisadon informed about its actions,
aims and achievements: (o mocivace them: and o encourage them to act and if
possible feel, in accordance with the culture of the srpanisaton. These are
ypified by staff newslecters and similar products, tradidonal print on paper or
elecrramnic, which carry both business news and features by and about individaal
stafl members; and by ‘Driefing' products designed o supplement majiagers’



Chapter 5 The information products

briefings about the business to their teams. Also within this group are
formulations of mission, vision and values; corporate objectives and plans;
statements of policy; and issues documents which are distributed widely within
the organisation for comment.

2 Products which carry the essential information that staffneed to do their jobs
around the organisation, including procedural and instructional manuals or
guides, current-awareness materials on the economic, social or cultural context
in which the organisation operates, and reports on research carried out by the
organisation. Another important group among such products is devoted to
supporting the people responsible for creating information products for both

external and internal audiences.

The internal products which the case-study organisations judge necessary
provide some interesting observations, from the point of view of quantity, purpose,
and amount of professional input that goes to their presentation. It may be
observed here that, with honourable exceptions, little thought for readers’ mental
and visual ease seems to go into many of the ‘policy’ products which are created
for internal audiences. This is odd, given the importance organisations presumably
attach to them, and the requirement that staff should read with attention, absorb
what they read into their knowledge, and either act upon it in their work, or
provide the organisation with informed comment. On occasion such products even
seem to have been designed as tests of dedication and commitment, obstacle
courses, or trial by verbiage; and what is even stranger, some of them come from
organisations which produce conspicuously attractive and accessible products for
their external audiences.

There are interesting differences in the number ofinternal products which

organisations consider necessary.

ActionAid believes it desirable to offer a large range, including an existing staff
magazine, and a projected new series of internal communication products
recommended in its recent internal communication strategy (see Vol. 2, pp21-23).
These include a management briefing product, one designed as a learning product
to promote information sharing via the internet, and guidance on communication
standards. Apart from this, the charity is noteworthy for the quantity of rigorous
and demanding discussion papers on organisational strategy which are circulated

nationally and internationally. This is an organisation which sets high standards of
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cormmirment, understanding of complex issues, and partiapation o its staff,

who are dispersed argund many countries.

Marwich Linien, too, liag a raoge of corporate communications praducts, some of
which o to pensionces as well as present staff |see Vol, 2, pp233-235). There are
also products which offer contextual business information for staff in the businesses
which nmake up the group, and a management briefing product in hard copy and
electronic form. A corparate intranet, for which a Group-wide strategy was
mtroduced atl the close of the cagestudy period, affers businessinformation
products designed for different departments and sub-sets of staff, roge Uier with
such frankly trivial material as pictures from the [T Christmnas party. Other
internal products, revealed by the second stage case scudy described in Chapter 3,
are in the foum of Moerketing Acthdity Advice, a selftraining manual produced for the
team responsible for launching a new investment product and the associated

information products [see Vol 2, p256].

The Lenden Chamber of Commerce and Industry, a small organisation, all of
whose staff work on one site, has few internal information products; those ic does
issue are limited to essential material for emplovees about benefits, health and
safety, ecc. In this instance, there is a deliberate policy of reliance on face to face

corgunication a8 being beneficial for che omganisation,

The &7l duning the period of the case study was in the process of rmuonalising
vast amounts of internal guidance and procedural material, including focms, for
staff, as part of the developmient of Lis intranect [see Vol 2, pplod-165), Also in
progress towards the end of the period was the provision of business analysis

macerial for staff: this will be presented on the departmental intrancl,

The Co-operative Hank offers a staff newspaper (at the end of the case study il was
being re-thought as more of 2 magazine, to complement other forms of electronic
in-house communicarion), cogether with hriefing materials for internal ceam
brichings; a staff video; materials on markeling campaigns: o aining guide; and
comprehensive standards for informaion produces (see Yol. 2, pp67-69), Some of itz
products for staff use, in conneclion with promotng its environmental policies, are

conspicunously well designed.

City University's institation-wide internal products (see Vol. 2, pp241-242, 243-244)

are limited to a printed staff magazine, guides issued in hard copy and on the
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Universicy web site by Compubting Services, and a stalf guide to the university,
which was originally hard copy, and has now been transterred to the web site.

The Tate Gallery's internal produces of the have shifted cowards electronic
delivery (see Vol, 2, pp326-327), The staff handbook; is cucrently being revised and
cxpanded by the addicdon of & manager's handbook linked wich staff development
programmes, in preparation for trapsfer to the intranet which is oow being set up,
an incernal version of the catalogue, more udlitarian in appearance, but with Iuller
information than the one publicly available there, is accessihle for sraff on che web

site.

Once again a sharp distinegion exists berween the organisations whose
infarmacion products constitube their sole business and the rest,

The Cochrane Collaboration and the MM5 Centre for Reviews and Dissemination
issue nterial products which are mainly directed to supportng the people who
create andfor dissemingie O mwain dacabage product, and are now principaily
available in electronic form, They include te Coclirane Collaboration Handbrok, and
the CRD's internal guidelines for cach stage of disseinination and ics Manwal of
writicg abstracts for rovicws dutabise

Datastream’s internal products similariy are designed solely to support its staff in
their work, in this case by providing them with business environment inforiation
and informarion on the company’s own products, which is compiled by its Business

[nfeligence Unit and presenged on the intranet which it manages.

Print-on paper or electronic

A final key distincton refates to the medism in whicl informarion products are
presented to the user. There is 0o oeed to make an actual analysis on this
dimension, Because the two preceding ones have in fact given an iocidencal
indication of the scope of products which are now presented clectronically to their
wgers, and of the changes which have taken place in this respect during che period
of the research.

This i3 indeed the critical poine to naote. When T first began going inta the cage
study organizations, just abour everything that could he ¢alled an information
product was print on paper. [ soon learned to deead the ominous sight of a pile of
miccellaneous printed matter on the desk of the person | had come to see, and to
go on such expeditons prepared with a large bag to ke home the spoils pressed
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upon me. [t was comparatively rare to be offered the opportunity, as [ was in one or
two of the organisations, to sit down at a machine and explore a database that
constituted an information product, or to be given the address of a recently
introduced web site. Equally infrequent was the offer of videos or audio-tapes or
CDRoms.

The latter are still rarely encountered, but so far as web sites and intranets are
concerned, a change started in around 1997 and has gathered impetus ever since.
All the case-study organisations without exception now have web sites, many of
them very large and complex, and almost all have instituted an intranet. Many
information products, both externally and internally oriented, which had
previously been presented on paper, have now migrated in their entirety to an
electronic format; others are temporarily co-existing in both hard-copy and
electronic form as a transition stage on the way to becoming wholly electronic;
others again, having been reviewed in the light of their audience, remain and are
likely to do so, in the traditional form (this is particularly the case with products
addressed to a mass public and to small businesses); and products which began as
databases distributed on disk are now available also via the internet. Within this
universal movement, there are interesting differences in the way the transition
process and the electronic ‘containers’ for the products are managed, and these
are considered in Chapter 7

More than that, as discussed in Chapter 8, under the impact of the changing
technology and the potential it offers, many of the organisations have begun to
reconsider their information products as a whole (or indeed to consider them in
that light for the first time), and to see them in a new way in the context of their

business strategy.
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6
The place of information products in organisational strategies

Introduction

The first thing to be szid on this topic is that che place of informaton products in
the organizacion's overall scracegy iz seldam explicitly articulated in the case-study
Organizalions,

As iyl be expected, those ecrganizations whoss informacion preducts are their
raison d'etre form an exception; here orpanisational strateey and strateygy for
information products are more of less coterminous. The charity ActionAid is also on
the way to defining the srrategic role of its informaton products, in the form of 2
Communications strabegy, within the contexn of a new corporate STUaregy.

For the rest. the casestudy organisations are ab varous poins along e read
between a strateric role for informaton products that is implicit and ragmentary
because it bas not occurred to the organisation o regard them in that light, and
ane which, while clearly understood, is sHll implicit.

Those whose structure is what may be called federal - consisting of 2 number of
separare businesses within a group, as in Netwick Unfon [see Vol, 2, pp26-231); or
divisions with a large degree of autonomy, a5 in the 0T (see Vol, 2, ppl3l=136): or
academic departments with strong decision-making powers, as ln Gy Unfversity (see
Vol 2, pp26-37) = are in a particularly difficult position in this respect.
Eesponsibility for information products in such organisations is likely fo be
fragmented and distributed; the authority of the 'owners’ or originators of
infoomation products can be jealousky puarded: and those parts of the organisation
which hawve some sore of overrdaw responsibilicy and)or provide relevant
profiessional skills are likely to occupy a less powerful position in the organisational
structure and to be Hinited to an advizsoey fole. It is inTeresting to note char one of
these grganizarions - the OTT {see Vol 2, ppl36-138) did actually take an initiative
sorme years ago in the form of a consultancy assignment which looked at how it
managed the whole range of its information products, The findings (fully described
in the case study, and used there as the baseline for analysing the current
situation] could have made the foundation for a department-wide sorategy for
information products, but did not.

[13]




Chapter 6 The place of information products in organisational strategies

During the latter period of this research, developments in the case-study
organisations have begun to suggest that a stimulus for progress towards an
organisational strategy for information products is likely to come from an
unexpected direction (unexpected at any rate to the researcher) - that is, from the
experience of developing web sites and intranets, which, as described in Chapter 8,
is having a significant effect on thinking.

This chapter will look at the answers from the case-study organisations to some
questions which have a particular bearing on the place that information products
occupy in their organisational strategies:
¢ Does the organisation have an information strategy?

e What information resources do organisations need to help them create effective
information products that help them achieve their objectives?

¢ Have the case study organisations got the appropriate information resources?
and does their management of them contribute fully to their information

products?

Summary
Does the organisation 170
have an information
strategy? 155F

What information
resources do organisations
need to create effective

. . H h i
information products? 158 ave they got appropriate

information resources? 158

» The audience 159

» Content and context
161

» Response to products

163

Their own products 163

| Competitors 164

t Own objectives, policies,
activities 166

* Suppliers of skills and
services 168

» Relevant technologies
169
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Doas the organisation have an information strategy?

As quggested above, it can reasonably be arpued thal organisational simalegy has to
lie in2 effect an information strategy for those organizanons which are in the

business of creating and ofering informacon produces o 3 well defined marker,

The Cechrane Collaboration’s overall mission , for example [see Vol. 2, ppef-90), is
‘1o help people make well-informed decisions about health care by preparing,
mammlaining, asd promoting the accessibility of systematic reviews of the effects of
healthcare interventions', and the strategies it pursues in fulfibment are essentially
information strategies, designed among otber things o suppoct goosd
communications, open decision making and teamworks [0 ensure bias-Cree
presentation of information in its reviews; to incorporate new evidence as it
becames available; and oo select areas of relevance oo the inrended users of the

product; as well az (o wse appropriate [T and sysrems co deliver the product.

The CRD's situation 15 sirifar i has the same concerns as the Cochrane
Collaboration, but with a focus on disscmination and awareness-raising in celation
to evidence-based healthcare within the WHS. It has developed strategies for two of
the three key agpeces it identifies for its work: reviews and dissemination {see Vol.
2, p[p204-210}, alchough, interescingly, for the third - informadon - there is no
farmal ipfoemation strategy, even though the CRDYs information service has a
central role io everything if does (tiere has apparently been no requirement for
such a strategy om the funding body)

City University, Comments at various stages of the study suggested that chere was
little indicadon of a university overall scrategy {see Vol. 2, p36]. though at the end
of the period there was a prospect of change with 2 new Vice<Chancellor, The
University made a rather delayed start on meeting the obligaticn to produce an
information strategy. as required by the Higher Educadon Funding Coundl; at the
end of the case-study perod a draft strategy (produced by the Academic Registrar
and the Director of Complting Secvices) was o itz rounds for consultanon and was

due for what seemed [ihely to be extensive revision.

The Tate Gallery, one of the first case studies to be started, Iooked at the beginning
o have litrle prospect of an informadon strategy (see Vol. 2, ppd15-320). Despite a
geries of initiacves from the early 1990s, including surveys of informaton resources.
and working groups of various ldnds on informacdon policy, there was little
evidenee of forward progress. chough a good deal of what appeared to be circular
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movement, Creer the final period of the research, however. it has moved far and
fast - perhaps on the basis of things learned during che time of apparent inanitbon
= lad by an experienced combinatonjallisnce of information-sysrems and library
professionals. From February 1999 it has had an mformation systems strategy which
iz defined ag heing primarily concernad with using information in integrated way,
As part of the stratepy, Oie Hesael of Libeary and Archive has been designated
Information Co-ordinator, while retaining her previows vesponsibilities, to promote
information-sharing throughout the Gallery, supported by the techoology and
systems which the srraregy provides; she reports to & strong [nformation Systems

Sreering Group chaired by che Director of che Gallery.

ActionAid, Towards the end of the case study rhe running for an information
strategry was apparcutly being made lromm the coinanicaticns side by ics
Incernational Marketing and Publicity department. which has produced an
inceresring set of proposed internal and external communicalions strafegies w the
concext of a radical new corporate strztegy centred on addressing Wie ool cAallzes
of poverty and a 'pro-poor’ appreach (see Vol. 2, ppl1-13). [k Communivd fioms 2000
Plan states among ics aims giving everyone in che organisation access Lo relevanl
information andjor keowledge within the organisation, to help them to work more
efficiently and to promoce organizational learning on howr to achieve ActionAid's
misgion most effectvely. Anocher aspect of the plan which suggests infurmation
sirategy is it aim of giving ready socess 10 the organization's history, experience
and decizions, [The Resource Centre l1as alzo aben steps cowards establishing
infermation needs, snd proposed sn information steategy ag early as 1996 [zee Vol
2, ppid, 28, bac i 15 oot clear what of any i3 e reladion berween these initiatives

and those in the communications strategies.)

The Landon Chamber of Commerce and Industry, while as yer it has no agresd
definidon of informatdon in terms of its role as an organisation, appears o be
progressing towards an informatdon smatesy under che influcnce of strong nunded
informadon professionals, Jn an initadve from the information ceam, a
commimnent to knowladge management has been zocepted for the Chamber as a
whole (see Vaol, 2, p130), and at che end of the casestudy period a knowledge audit

was plared,

The DTi. Here too, sustained pressure by high-level information professionals now
appears to have led to movement {see Vol, 2, pp2ac—2a8). [r this case, a critical

breakthrough came with the process of developing MANTRIM, the Departmental
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intranet. A high-level [ntranet Sirategy Managemend Board §s responsible for
development; in another area, the follow up to an information audit in
management units has looked at information strategy developmient, A& further
relevant development is a Business Analysis Team, a group which aims to integrate
the elements of information And knowledge management, crganisational cultura,

administratve process and the infrastruclore of new enabling technolagy.

MNarwich Union, while actve in developing its information products, committed
to apen communication, and fully aware of the intangible asset constituted by ics
brand, shows e sign of ever having considered informarion as another of its
intangible assels meriting strategic management (3ee vol. 2, p240p. The only
information respurce it has recognised as such is an invaluable business archive,
going back over almost the whale period of its exiscence, which was discoversd
neglecred in a seldom-used room during the rime when it was preparing for tha
bicentenary of its foundation. The porential of this, to the credit of the manager
responsible for the bicentennial programie, was recognized, and it is noer being

managed by a professional archivist,

The Co-operative Bark is an intriguing organisaton in this respect [see Yol. 2,
Ep276—277). It quite evidently wses informadon very stratepically and cffechwely; iks
outstandingly successful business record in comparison with the competition, and
the extent to which it is known to the public, clearly depend an it using essential
informarion in appropriate ways, o accord with a clear strategic direction. Tes
informaton products polnt to tie same conclusion, And vef, this is the only blank
spol encountered o many discussicns with contacts io the Bank, When T have
asked about information strategy, the responscs have suggested that meaning of
the question, however phiased, cscapes them, | am sure there i5 a key somewhere,
could [ but find it. Perhaps it cxists clsewhere in the organisation = one of its senlor
management team was after all a member of the Hawley Conunicies, For the
moment, however, it i not clear to me how che Bank decides what Imowledae and
information it needs, how it is acquired and managed, and who has responsibilicy
for the decisions, for any informaton sicategy that escists, and for informaticn
management. ([n this respect, the Bank may not be alone; results ffom the first
stage of regearch for the Bricdsh Libeaty on the vole of information in the soategic
management process in UK recail banking (Broady-Preston and Hayward, 19948)
suppest thar, while information is viewed a3 a source of competitive advantage, che

‘formalised” information gathering proocess is ad hor,
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What information resources do organisations need to create effective

information products?

Here, let us start from first principles. If an organisation’s information products are
to do a good job for it, in terms of helping it achieve its key objectives whatever
they may be, it needs information resources that will keep its knowledge current
in these areas:

1 The people to whom its ‘offerings’ (whether in themselves information
products, or other products/services with which information products are
associated) are addressed, as customers or users, external or internal

2 Appropriate content for the information products -current, accurate, related to
the needs/interests of the users: and the context or environment in which the
organisation operates

3 How target markets have responded to past and current products, and the

lessons to be learned

Its own products, including its information products

Competitors and their products

Its own objectives, policies, and activities

Suppliers of appropriate skills and services

© N o v B»

Relevant developments in technologies for presenting and delivering

information products.

These are resources of various kinds, and if they exist in any given organisation
are likely to be located in different areas, and managed by staff with a variety ofjob
titles and backgrounds. Some, but by no means all, fall within the scope ofjobs
usually done by information professionals - those concerned with content, context,
and competition, for instance - though that is no guarantee that they will be so

managed in any given organisation.

Have the case study organisations got the appropriate information

resources?

This question, and the related one - ‘does their management of them contribute
fully to their information products?’ will be answered in relation to the specific
kinds of information identified above as being essential resources for creating
effective information products, with examples from what actually happens in the

case-study organisations.
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Tha audience for products

Resources of information about the people and organisaticns which focom ics
audiences - wsually in the form of databases [single or in some cases mulbple] are,
or have ungil recencly have been, a problem area for maost of the casestudy
organisarions, They are generally acknowledged to come below the ideal in their
coverage, e uselal decadl chey provide, and their accessibility.

The Tate Gallery and the GTI . These are typical of institutions which at the start
of the study had many databases existing in various places, organiscd in different
ways, and lacking consistency among themselves. By che end of the period, both
ilate Gallery, see Wal, 2, p21% D71 see Vol, 2, pl46) wers moving towards systems
which will resolve at any rate the technology aspect of the probleom: there will soll

be the need to learn how oo wse it creatively in this respact.

The Lendon Chamber of Cammarce and Industry, the Co-operative Bank, and
Morwich Unpign, Hers the technolegy applications available when such databases
wene set up did not mateh the ways i which Chose responsible for information
products wished 1o access them in order to learn abouwt the potential audience for
thern. The LOCI {see Wol, 2, plEZ) has since replaced the vensrable system under
which it was labouring at the start of the case study; the Cooperative Bark see [see
“ol. 2, pp95-78), continues to wrestle with its customer database, Morwich Umiom's
problams were not selely technology-hased; some derived fom its struciure {soc
ol 2, n240), At che start of chis srudy each marketing division had its own
research team which gachered information about competitor activities and
maincained business-specific databases. In additon, the rechnology then in use did
not allow matching internal information about customers with excernal
information like demographic data. Inwestment was in hand to provide new
gvaterns that would resolve the problem, but it was acknowledged that
development was proving difficult because of the complexity of the information
chat had co be handled [this complexity alao included the large number of products
available to customers and the range of variations within them). By the end of the
pericd, the investment was beginning to pay off, and the emphasis had moved to

resolving the problems of using it effecrively,

City Liniversity (sce Vol 2, pp31-52) has dithioultics which celate to the structure
and culbure common in institutions of its kind; the mailing lsts maintained by
individual departments, for example, both overlap and contain incompatible data,
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hut tittle can he done o improve their incegrity and make them polentially more
usefil in the planning of information products, because they are regarded as
departmentai property. By che end of the study the problem had at any male
become the cespongibility of a specified person - the holder of the new post of
Develapment Direcror,

The MHE Centre for Reviews and DNssemination, through the research ir carcies
out on dissemination, is building up an unusual body of infermation abaut the
potential audiences for its products. Its problems in this respect relate Less 1o
identifyving and understanding the audiences, than to ensucing Ual ats products
for general dissemninarion actually get to the intended readers (see Vol. 2, p203}L
They are sent (o organisarions rather thae named individuals, with guidance cn
distributon whick 15 intended o ensare that thewv reach che people who can make
good use of them, Investgation by the Centre suggests that they often faii to do so,

especially for the readership who work in primarny healdh care,

Where a limired number of specific information products are the subject of
commercial transactions, difficulries of the kind described above are much less
likely.

The Cochirang Collaboration hag good informarion cesources about the customers
for its databases, but, according to some sources within the UK organisation [see
Vol 2, p101), there is uncercainty about the characteristics of the awdience for te
reviews in The Cochrane Library (this uncercainty, it should be said, 15 expressed on
the publishing side, and iz not shared on the side assodared with the ofgination of

the rewiews)

Datastream fnternational [see Vol. 2, p112). however, certainly at the start of Lhe
cage study, Lad problems i finding customers who me specific criteria in its
customer database [ sinaton compounded by a recent merger wich another
company}; there was aiso a long-term project to integrace the useful information
about purchasers af its products which was ¢urrently distributed in a varicty of

databaszes. The likely solurion envisaged wag via the company inmanet.

T summary, chen, the technological obstacles are in a fair way to being
ocvercome; but when they are, organisations will need o think abour making the
lbest use of their systems o learn about the andiences for their informarion
products and apply that kImowledge.
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Cantent and context

Where informativn products constitute the main offering, building and
maintaining resources of information related to the nesdsfinterests of the
organisation, and to the context in which it operate, 15 a condition of survival and
suceess, and such organisations necessarily invest a great deal in it - im terms of
acquiring informarion. managing it profassionally, and supporting chose wha create

the end products.

The Cochrane Collaboration and the NHS CRG. In both {see Wal. 2, p209, and Vol.
2, ppa03, 217, informacion professionals hold pogitions of ynusually high standing,
and it 35 acknowledged that their contribution 15 oo an equal foodng (o thar of

other spectalists who are responsible for reviews or dissemination.

The Tate Gailery, by the end of the casestudy period (see Val. Z, pp315-320, 332},
wias well on the way to having its main resources of conrent - centred on its
collections and s libracy and archive - accessible in a multiplicity of ways for use
in planning and creating infecmation products, supported by its new system as
described inits Information Systems Strategy of Pebruacy 1999, and driven hy
highly professional managers with long experience, in posidons of authorigy,
Actionid at the start of this research disposed of a wealth of content based on
tield experience, cogether with a good deal of contexiual informabon [see Yol 2,
pp26—-27). The resource was, however, fragmented and in different locabons, and
few if any of those who could have draswn on it for information products were
aveare of the tomlice of what was available, Editorial staff, for example, made cheir
own collections of finit-hand material from the field, and bad litcle confact wicth
the Information Resource Centre, one of the purposes of whose establishment was
to support interchange of informabon within the organisation, and 6 acT a5 a
central information unit for UK scaff. This sitvation was in the process of change by
the end of the ¢ase study, when structural changes had been made to ensure that
the Cenore should be used as an all-agency resource (see Vol. 2, pla).

The DT information and library services have aver the whole period of the
research been a key resource of content and contextyal informadon for information
produces, and have taken a key role o a number of initatives which will
contribute twards more effective and integrated use of infarmation (see Vol. 2,
prl4d-145). These include the development of the departmental intranet.
MANDRIN [see Val. 2, ppl6&-1648, which is already providing a range of re

[161]



Chapter & The place of infermaticn produrs in organisational strategies

scructured internal guidance preducts, Ultimately the intranet will influence not
only the means of delivery of information to users, but also (he nature of the
informarion which the service offers, which will move towards in~depth marerial
rather than quick reference information: thece will also be more research vsing
electronic rescurces, and the service is becoming involved in the development of
rthe Department’s business analysis work All chis will offer a stronger and richer

resource for the ceeation of information praducts.

The comumercial orgamsaions anong tie case studies, Norwich Urien and the Co-
aperative Bank, hasve, as indicaced earfier, a different approach to information
resources for informacion products. They differ not only from the arher
arganisations, particularly in the macter of professional management of such

resgurces, bui also from one another.

Marwict Uinian. Hete the structure and culmure [see Vol. 2, pp.238-240) meansg that
fragmentation and a degree of restriction of access ic the order of the day with
regard 10 the resources of content and contextual informadon co which
information products - in particular those assoriared with insurance and
investment produsts - depend, (Maore detail on how they are developed 35 given in
Chapter 3, which lowks at the process of develaping a specific investment product
and the agsociated information products.) There is no professional management of
these resources, and there appears te be little sense at the top of the need for an
owerall vimw of thermn; in the Croup's progress towards rransferring to elecronic
presentation there appearsd until the Gnal stage of the study 1o be something of a
vacium., which may now be overcome, ar any race for the incranec, by agreement

011 a1 incraner straregy,

The Co-operative Bank once, in the 1980z, had a library. and an economic
intelligence unit in cthe Marketing funcron which scanned the press, monicored
coonomic developments, and maintained international laison with ofher oo
gperative organizations (zee Vil 2, pp27a). Meither exiscs today, and despire the
long memories of staff no-one was able oo tell me why. [cs needs for core content
apd coptextual information are mer today o a variery of ways. Scanning the press
against lists of key toplcs of interest (o the Bank is a long-sranding part of the
responsibilities of stalf in the department responsible for most of the management
of information products. The radicdonal weekly circuladon of photocopied cucbngs
to key managers, together with the outpuet from an ourcside cuttings secvice,
continues, The Bank alzo buys reporcs from commercial monitoring services tor
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audio and TV, and seeks econemic intelligence in relarion to specific praducts, to
which it may be alerted by topics which show up in the cutfings, This sometimes
leads to the commissiontng of research, while other ethical research prodects are
bought "off the shelf’ from various sources. As observed earlier, the Bank makes very
effectve use of information in its intormation products; they evidently hit the
targer with the inrended readership, and confribute to its compedicve success, As
an imformarion manager, howeser, [ cannot help wormving about valuable
informarion they may be overlooking in what appears to be a disdnctly hit and
miss operacion, and che dis-economy creared by not being alle to make multiple
use of the informartion resources they acquineg, but appear not to manage for future

LS,

ity University remains something of a blank arca in this respect. The informaton
serategy under discussion at the close of the case soudy (see Viol. 2, p51) should
cover Che wse of infbrmation resources for crearing informacon produces, but such
insight as it was passible ro abtain regarding the Jdraft suggesced that it was far
fromy daing so (a copy of the draf was supplied, bur az an artachment in word-
processing software which was inaccessible, and then on second thoughes by the

ariginator, withdrawn)

The response to products

Whether organizarions have informacion reseurces of this kind depends on the
axrent to which they monitor and evaluate the response to the products, and what
they do with the Andings, This topic i covered 1o detail, in relation to how
organisations manage their informaton products, in Chapter 7. Here it is sufficlent
to say that practce varies a good deal, as does the reliability of the information the

organisations acguire from whacever they do in this respect

The arganisation's own praducts, including its infarmation products

Jrranisations need to have ready access to the complete range of cheir own
products, past and current, to inform their decisions about what information
products they need for present and future purposes. Personal expenence OVer many
vears suggests thac this is Gar from being universally the case.

50 far as the present rescarch 15 concerned, there are instances both of

meticulous attenton to building up complete collections, thoroughly indexed, and
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easily accessible, and of the organisations tending to the ather end of the scale. [n
the case of one organisation, [ appear to be the only persen in possession of a
particular internal information producr - one with strong relevance to the resesrch
theme; no one to whom [ have mentoped it in e organisation icself has ever seen
or heard of it. (In fairness it should be said that this 15 exceptiona], apd rhe
organisation in question is now taking steps to ensure that it has a complete and
a¢eessible resouree of its information products, internal and external )

Where information prodocts ave the sole business of organisations, there 1% T
questionipg of the importansce of maiptaining an accessible rescurce of evervthing

relevant, and no difficully in doing s

The Cepartment of Trade and Industry provides the most striking example of
invesHng in a professionally managed resource of this kind comes from , whose
current catalogue containg over 1700 ticles. Amnong many disturbing revelatons
from e extensive study of the Deparrment's peblications pelicies and practices,
epmmissioned in the early 19903 (see Vol, 2, ppl36-137, 144), was the fact thac
thers was no complete central record of how many titles there were and the size of
print runs Probably the mest successful acton taken on its recommendations was
the establishinent of a Publications Unit with the remit of bringing order fo che
chans of sTovage, distribution. and recording, Set up within the [nformation and
Library Service, the ait created a comprenensive darabase of publications. In the
fina] stages of this study, it formed part of a Public Services Unic, fowr oot of five of
whiose manasgementdevel staff were professional librarians, and the database iz a

valuable and accessible resource.

Competitors and their products

Not all the casestudy organisations are in a srictly compericive sitnadon. though
many of the non<emmercial coes do have comperitors e some respects. All of
them, however, nesd 0 know about organisations in their own area of activity,
whether as competitors for customers, funds, supporters, or visitors, or as potential
parthers: or as groups with whom they need to interact to establish boundaries and

areqas of collaboration,

The Cochrane Cellaboration and the NHS CED are essentially non-competibve
providers of informacion praducts; boch, Bewever, need oo know 4 good deal about

other grganisations in their field.
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The Cochrane Collaboration needs up to date information about organisations in
the UK, especially within the health service, and in the other countries where
Cochrane Collaborations exist, so as to keep its own role clearly defined. From the
point of view of technology, it needs to be aware of possible partners with which it
can enter into mutually advantageous arrangements for developing or distributing

its products.

The NHS CRD is in a similar position, with on the one hand emphasis on potential
collaborators with whom it can develop products for dissemination, and on the
other the need to be aware of new institutions being set up in the NHS (such as the
National Institute of Clinical Excellence), with which it will have to negotiate
collaboration and division of responsibilities (see Vol. 2, p204. Both organisations
appear to manage this resource effectively, aided by the small number of people

involved and the constant exchange of information among them.

ActionAid is in a comparable situation, and the organisation is certainly aware of
the need for this kind of information; its most recent organisational objectives
include developing systems and skills for working effectively with external
stakeholders and partners (see Vol. 2, p211). Less clear, at the present time, is how
this particular information resource is at present provided for and managed, and
how it will be in the future.

The Tate Gallery is in some senses in competition, eg for funding and publicity,
with other cultural institutions; in other respects it is in collaboration with them.
The unified, authoritative contact list which will be the first application available
through the data warehouse which forms part of its new information strategy (see
Vol. 2, p319), will be a basic tool for this resource; the other part of it is likely to be
developed through the activity of the Corporate Information Manager, whose remit,
as described above, is to ‘unlock’ useful information and make it easily accessible

to staff.

Datastream International has comparatively few competitors, and it provides an
information resource about them on its intranet, with inputs from its Business

Intelligence unit.

Norwich Union and the Co-operative Bank have a clear need for competitor
information in planning their own products and services and the related
information products, and they obviously have it and make use ofit. How and

where they manage this resource, however, is still not clear to me.
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Norwich Union acknowledges its need to keep the circulation of such information
to a defined and limited audience within each individual business, from

considerations of commercial confidentiality.

The Co-operative Bank presumably picks up some competitor information from
press scanning, but that hardly seems to be at a satisfactory level of sophistication
- so this remains part of the same mystery as the provision for resources of content
and context information. The Broady-Preston and Hayward (1998) study of strategy
and information flow in UK retail banks already referred to (see page 157) is likely

to be relevant here.

City University stresses that it is in competition with other universities, for
students and funds, but it is open to doubt at present to what extent it has
managed resources of information about them and their products, accessible to
those who make decisions on information products which have a competitive role.
Perhaps this too is something that will emerge in the end from the information

strategy.

The DT/, while in the business of promoting competitiveness, is, as a government
institution, in a sense without competitors. In deciding on information products,
however, it operates on the principle of not competing with commercial sources
which offer products designed to help business and industry, but to find
unoccupied gaps to fill (see Vol. 2, pl41). This is especially so in relation to the
section responsible for export publications, which uses relevant information
resources intensively in deciding where there is scope for it to issue its own

products.

Its own objectives, policies, and activities

The Cochrane Collaboration and the NHS CRD both have a clear appreciation of
the necessity of access to this kind of information; the former, particularly, as an
international body whose product depends on the input of self-organising teams of
volunteer reviewers, needs to have constant access to information about its policies
and the decisions of its international Colloquia, for example. Both bodies refer
consistently to their objectives and policies in developing their products. The CRD
in particular relates its dissemination activities to them, and uses the results as

input to its policy thinking; for example, in presenting its 1998 report to the NHS
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review body (see Vol. 2, p208) it made a specific case for developing certain kinds of

dissemination ofits products.

The Co-operative Bank is certainly very clear about its objectives and policies, and
they inform all its information products. In the early stages of the case study, it
was not clear how this resource was maintained and managed; with the
establishment of the Bank’s web site, however, at any rate its public policy
documents have become readily accessible (see Vol. 2, pp74-75). The intranet which
it is planning may become a comparable source of reference for these and other
more internally oriented products relating to policy, objectives, decisions and

history.

ActionAid has for some time recognised the need for a resource of information
about its own history, decisions, and actions (see Vol. 2, pl4). This was one of the
purposes for which its Resource Centre was set up, and the recent internal
communications strategy reiterates the necessity for it, in connection with the
knowledge that staff need, and by implication at least with the information

products designed to keep them informed.

The Department of Trade and Industry. A major motivation for the Department’s
development of its intranet (see Vol. 2, ppl64-168) was to give its staff products
which would provide clear and readily accessible guidance to its policies and
procedures; its business case for moving to a system of this kind was primarily
based on quick access to essential documents without moving from the desk, and
the associated time saving and risk avoidance (in complying with legal

requirements).

The Tate Gallery's intranet, being developed at the time of writing (March 1999),
as part of the Gallery’s information systems strategy, will offer its staff access to
policies and standards; in this instance it remains to be seen how the resource may

be drawn on in connection with information products.

City University does not appear to be any resource which brings together this kind

of information other than the three volumes that make up the Annual Report.

Norwich Union draws on its Group goals, values and corporate objectives, and on
its brand, in planning external and internal information products. It is not clear

whether it maintains any resource of information about its past policies and
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decisions and their results, either for the Group as 3 whole, or for its individual

husinesses, which might be a source of guidance for informaticn products.

Suppliers of appropriate skills and services

Those organisations which rely on outside design groups, writers, sditorial services,
Cypesetrers or printers nood as @ macoer of self preservation to establish and
culrivape retations wich compereant and honest suppliers, who have the capacity o
handle specific kinds of product, and deliver appropriare quality. By the same
token they need to build up an accessible resource of information about the
suppliers they use, the jobs they have done, what they are best at, delivery Times.,
any failures or weakmesses, costs. equipmeant, and specialisms.

Mot all of che case study organisations in fact have to cely to any large extent on

nutside speclalist suppliers.

Actiondid 1 partcular, for reasons connected with the sensidvicy and complexity
of Ure matter wich widch s information products often deal, finds ic essential
|and cost-cfiective) to have in-house designers, wrilers and editors {see Vol. 2, ppa5s,
152, 164-171)

City University and Moerwich Union, In these organisations, where there is both an
in-hiouse capability and freedom for originators o clignts for informaton products
o g0 oaibEide, there 15 an attermpt to maintain a resource of informacan aboue
appropriate suppliers, but no obligaton to use it {Nerwich Uniot as however
recently institubed & Markering Steering Group, part of whose remit 15 0o manage
the relationship with creadve, media and research agencies — s=¢ Yol, 2, pp23]

233

The Co-gperative Bank has more or less resolved the problem by building very
successfil long-rerm relationships with small number of design groups and writers,

hased on excellent understanding on both sides [see Vol 2, pp77-751.

The Department of Trade and Industry continues to wrestle with the problem.
first identified in a 1993 report on the way it managed publications {see Yol 2,
ppl47-143). There was at chat time an internal service which arranred desizno,
typesetting and printing, using a variery of service providers, for those originators
of publications who chose to use it Buat it was & snatter of choice, and the reporr
noted that some stalf undertook design and layout themselves and made cheir own

selection of princers, on the basiz of inadequace knowledge. It also observed that

e
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there was no record of the costs of publications (see Vol. 2, pl42). This became a
task of the Publications Unit set up on its recommendations, and today there is at
any rate comprehensive information on the costs of most information products. The
Unit’s remit also included giving advice on standards, value for money and cost-
effective options for producing publications (see Vol. 2, pl37). In this respect its
endeavours have been less successful. The original service which provided advice on
suppliers was disbanded, and there appears at present to be neither an adequate
resource of information, nor much demand for one. And the same situation appears
to be replicating itself in the newer technology (see Vol. 2, ppl68-169); while there
is an excellent source of information and advice within the Department on web
site contractors, devolved budgets allow management units to go it alone and to
find their own contractors - a freedom which can lead to similar outcomes to some

ventures involving print.

Relevant developments in technologies for information products

The case-study organisations which were established to provide electronic
information products by definition have the strongest of interests in keeping their

knowledge of relevant technological development current, and they all do so.

The UK Cochrane Collaboration in particular has a close association with the
software company responsible for its database software (see Vol. 2, pp94, 95, 106),
which now acts as its publisher; the company keeps track of the significant

technology.

Action Aid, the London Chamber of Commerce and Industry and the Tate
Gallery. In these organisations time has brought significant improvements, for
which there was a good deal of room. They all (ActionAid, Vol. 2, pp30-31; the LCC],
ppl94-195; and the Tate Gallery pp337-338)suffered in various ways from a
combination ofelderly technology (in the case of the Tate Gallery an improbable
variety of self-standing and incompatible systems) and, it may be suspected,
thinking to match on the part of those responsible for it. All three are now well on
the way to systems far more appropriate to their needs, guided by professionals
with a good understanding of organisational requirements, and alert to relevant

developments.

The Department of Trade and Industry too has moved from systems which, while

solid, did little to help creators and users ofinformation products, to an ambitious
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but well-founded long-term investment (see Vok. 2, p135), and has meanwhile
developed a useful intranet (see Vol. 2, ppl43, 132, 164-170. Tts knowledge
resourges in this area are being transformed too, with an alliance based on mural

professional respect between informarion managers and systemsi[T specialists.

The Co-operative Hank, again, presents an ipteresring picture, with a degree of
contrast. In its banking business, it took an eacky lead in monritoring and investing
in informarion technology. which it has implemented wich great success, 1o the
enhancement of its reputadon for innovaton Jsee Vol 2, ppS9-60). Tts weh gite (e
Vol &, pp74-75), developed by a congenial and intelligent small contractor briefad
by experienced in-house staff, is outstandingly good. Yeo there is lictle evidence of 2
stmilar approach oo using the available technology to manage the information
resources which are an essential support for the whole range of it informarion

produces,

Summary

Information strategy

Far organisations whose main offering is information products organizsadonal
atrategy iz mainly a stratery for the nze of informadon.

Some of the other organisations stll have Httle that could be called an
informadon strategy . Others progressed fast towacds eid of che research pericd,
after being apparcently stuck carly en. The catalvsis seein to have been the
influence of informacion professionals, sometdmes in alllance with systemsTT
specialists together with a break-through via web sibes andor incranefs. At least
one organisation cvidently uses information strategically, yet has no apparent

informadon scracegy or awareness of the need for it

nfermation resources
Cerlain kinds of informaton resource seem necessacy for successful informaton

products that help organisatons achieve key abjecdves ;

1 The people to whom its “offerings’ are addressed, as customers or users, exiernal
ar incernal

Tnformation of this kind is generally acknowledged to be less than ideal in

coverape, detall, and accessibilivy, bul imost of thes organisatons showed

improvement during the study: they still need to think about how best [0 use their

improved gyscems o learn about audiences, and to apply what they hawve learned.
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2 Appropriate content for the information products -current, accurate, related to
the needs/interests of the users; and the context or environment in which the
organisation operates

Organisations where information products are the main offering invest strongly in

these resources. Significant progress was noted in the public organisations (DTI,

Tate Gallery) during the course of the research; fragmentation in one commercial

organisation with a federal structure and useful content, but no evident pattern of

information management in another.

3 How target markets have responded to past and current products, and the
lessons to be learned

This is covered in Chapter 7.

4 Its own products, including its information products
Both ends of the scale found: from meticulous attention (in organisations with
information products as their main offering, and in one other public organisation

that had previously been a disaster in this respect) to casual and haphazard.

5 Competitors and their products (includes potential partners, groups with which

interaction needed to establish boundaries, areas of collaboration, etc.)
Organisations whose information products are their main offering seem to do well
in this respect. Other non-commercial organisations are aware of the importance of
such information; some are starting to manage such resources as contacts
databases, while it is doubtful if others have got very far. The commercial
organisations obviously acknowledge the need and take steps to meet it; this is
highly sensitive information for them, and access to it is restricted (in one case, it
was used in developing information products to support a specific investment

product).

6 Its own objectives, policies, and activities

Accessible information, which is consistently used in developing products, is
available in the non-commercial organisations with information products as their
main offering. Ofthe rest, some are clearly aware of its importance and are moving
towards making it available - on web sites or intranets, or as part of information
resource management; in other cases it is not clear whether any resource exists or,

if it does, how it is managed.
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7 Suppliers of appropriate skills and services

Where organisations are largely reliant on outside specialist suppliers, they make
some attempt to maintain a resource of information about them, though using it
depends on persuasion rather than compulsion - and this can lead in some cases to

unfortunate outcomes.

8 Relevant developments in technologies for presenting and delivering
information products.

The organisations which were set up to provide electronic information products all

keep their knowledge of relevant technologies up to date, as a matter of survival.

Among the rest, there have been significant, and sometimes much- needed,

improvements in this respect during the period of the research.

Reference

Broady-Preston, 1and Hayward, T
(1998)

‘Turbulent change: strategy and
information flow in UK retail banks’
Journal of Information Science 24 (6)
395-408

[172)



How information products are managed

Introduction

In carrying out the case studies, [ began with establishing a picture of the
organisation and its outside world, what it seeks to do, the constituency it
addresses, the ‘offerings’ to its outside world by which it makes its living. Much of
that was done by preliminary reading of specific products, which formed the basis
ofinitial discussions with the people who formed the point of contact with the
organisations. Next came an overview of the information products, gained in part
from talking with people responsible for various aspects of them, together with a
lot of reading. After that, or sometimes intertwined with it (depending on the kind
of programme arranged by the point of contact), I tried to focus on the topics of
this chapter, and to get answers to the sets of questions discussed below:
e Who has responsibility for::
Deciding what information products the organisation will create; setting
objectives for them, defining the content and the brief or specification?
Putting the actual products together?
e Are these responsibilities fragmented or co-ordinated?
e Is there any forum where all the interested parties, or stakeholders, in
individual products, series of products, or the organisation’s products as a

whole, can meet?

e How are specialist skills provided for in:
Briefing, preparing specifications, commissioning, etc?
Writing?
Editing?
Design?

Information management as it relates to the information products?

e What is the organisational view of the place and significance of these skills?

Is it organisational policy to provide for them in-house, or to buy them in?
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e What steps does the organisation take to:

Test the effectiveness of information products before finalising them?

Monitor their effectiveness when they are in use and learn and act on the

findings?

Evaluate whether the products are meeting the objectives proposed when

initiated, and contributing as intended to overall organisational objectives?

e How are budgets for information products established? What do organisations

spend on their information products? How do they assess the value they

contribute?

Responsibility and
decision making

174

How are specialist

skills provided for? 179
» In-house 181
» Out-sourced
» Mixed 186

183

Responsibility and decision making

How do they test,

monitor, evaluate

their information

products? 188

I Main offering 188

> Supporting other
products/ services
19

Costs and values

194

* Main offering 195

» Supporting other
products/services
195

To begin with, it has to be understood that in creating information products of any

kind, some division of responsibility is not only inevitable but desirable; there are

various distinct roles in the process, products go through a number of stages

between inception and the finished item delivered to users, different and

specialised tasks have to be performed at each stage. The important questions are

about whether there is common understanding among those who occupy the

various roles and carry out the tasks, established at the start and reinforced at

each stage and particularly in the handover from one to next; whether the

organisation assigns overall responsibility for a given product or series of products

to a specified individual or group; whether there is any organisation-wide forum for

all who hold these responsibilities.
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Of the casestudy organisations whose informarion products are their main
offerings, borh the Cochrane Collabaration and the NHS Centre for Reviews end
THesermminatian are committed to collegial decision making, within the organisation.

ane wirh their collaborators.

Cochrane Cellaboration decisions are taken in accordance with its goal of
producing lugh quality systematic reviews across a broad range of healtheare
copics; its policies to this end are guided by an clected Stecnng Group and annuoal
infernational Colloguia (see Yol. 2, ppo0-911. For individual topics, decision making
is the responsibility of international collaborative review groups. This approach is
supported by a “stake-holder culture’, within and between groups and chroughout
the Collaboration.

The CRD': objective of providing the MHS with reliable evidence of the
effectiveness of health care interventions, based on reviewing research, means that
its decisions on products are related o the service's strategic abjecoves; the Cantre
however retains an independent stance regarding the content iE presents on the
basis of its reviews. In the absence of an NHS strategy [or chodce of ceview topics
{see Vol. 2, p205), it makes its own decisions, after consullation with patential
users about bow they want o use che reviews. Decisions on disscmination also have
o be taken in the absence of a clear NHS policy, so the Centre has developed its

oW steacey with formal guidelines,

Datastraam International Decisions on purchase of the daca which forms the raw
material for 1ts databases are taken by its Marketing function; reference and
instructon products for clicnts are the responsibility of Custormer Docimentacion,
while Corporate Communications is responsible for promotional prodiets, thouagh
no hard and fast distincdon is made in what is seen a3 shared territory where
selling and telling interact (see Vol 2, p117). Dedsions on what products of chis
kind are needed are made on the basis of information from sales and customer-
support staff. Internally oriented products, embodied in the intraner, are the
responsibility of the Business [ntelligence unit (see Vol, 2, p121,

We may turn now to organisations whose structurs and traditiens are federal,
with a good deal of autonomy for their componcnt parts: e Deépariment of Trade and

Iedustry, City niversity and Norwich [Tniom

The DOTls history, structure and cultiice make for 4 tendency 1o fragmented
decisions and responsibility. The OMC report on its publishing activity which is
described in the case study recommended a standard decision-making procedure,

=




{hapeer 7 How infarmation productd are maaoaged {

untder which budget-holders proposing a publication would prepare an investment
or option appraisal, itemising proposed costs and benefils and assessing the oprions
which represented best value for money [see Viol. 2, pp137-139). The Publications
Trnit set up as recommended by the report duly produced guidance on publications
isae Vol 2, p138), with a checklist ol questions for decizsion makers to answer,
which would provide rationale, indicadons for resources, etc. In the event, the
Unet does not seem 10 have pursued these parcs of its guidance, and has so far
concentrated on such aspects as distribution. legal deposit eopies and cosc
information. The acmal decisions to authorise publicaton, and on production
oprions, condnue oo rest with the budget holder. and in practice divisional
anageients seem 1o take differing views of the significance of guidance and how
ro observe L6 [Cappears thar this approach may be carrving through to decisions on
the products put on the web site by individual management unite, although there
15 an Internet Editorial Board with general aversight [see Vol. 2, pla9) A more
integrated approach is Laken [0 decisions aboul internal produers an the MANDRIN
intranet; here development is through pilot projects, m widcty tue Distiinet

Stracegy Management Board works with varicus partners (see Vol. 2, plG7],

City University. Schools and departments, tradifonally territorial in respect of
infarmation products, as of much elze, now have more responsibifity for their own
management. Besponsibilitr and dedsion-making in the marter of informadon
products is distributed and somewhat fragmented{see Vol. 2, ppisce Vol. 2, p323]-
01]. Schools and deparbtments have freedom to make their cwn decisiens n their
information products, and production. Two wnits [External Belations and the Public
Relarions Unit in the Business School] offer specialist services to the originators of
produces, and are at the same time responsible for certain products of teir own, {
TTze of their services is not obligacory, except in 20 far as all course brochures have

to be bandled by ER, which has the lead qualicyassurance role in relation to

deparunental eourse material. Decisions on externally directed products are based

on an external relations stratcgy (see Vol. 2, pp3 7-24], founded oo the universicy's

objectives [some departments have their own external-relations strategies as well).

Tewards the end of the case study, changes wete in prospect - a new Vice-

Chancellor was considering a marketing steategy, informacion strategy

development was beginning. Probably mesc significandy, a World Wide Web

warking group (see Vol. 2, p49} which brings together stakeholders, had stared (
operating; this if anything may form the basis for 2 new appreach to responsibilibr

and decision making about informacion prodscts.

e
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Morwich Unior is similar 1o the DT in che discribution of decision malking and
responsibility, and oo City University in that chere are functions which can provide
specialist services [the Identity Management Team) and are responsible for certain
[products {the Tneernal Communications Team). In this case they are within a Group
Corporate AlTsirs departnient {gee Vol 2, ppdid =228, 247-242). Marketing
departments in the individual businesses take decisions on products and
agsocizted information products, and make a business case for them {the second-
stage case study, whose findings are outlined in Chapter 9, gives some acoount of
how this was done in relation o one particular investment product). Originators
can ask [nternal Communications o work on their products or to direct them o
putside supplicrs, but there is oo compulsion. Since 1998, however, there as been
a forum which provides an opportunity for an overview of the information products
of huginesges {580 Vol 2, pp231-132). Headed by a Marketdng Director, with a
membership consisting of marketing managers and the Group Brands Manager, its
ating Ticliide ensuring that all marketing activicies are aligned with the Group's
long-term business strategy, developing and implemenring best practice, and
developing a Groupwide customer strategy. Declsion making on products
presenied on the web site and intranct scems until very recently o have gone ina
racher different direction [see Vol. 2, pp237-238). Inidadon of the inkbranect came
from the [T/systems side, and, though current policy is to get as much internat
matecial oo po che inpranet as possible, there was po specific intranet policy undl
the very end of the case study period when a high-level strategy was agreed (see
Yol 2, p238), Meantiine, different areas of the buzlnesses in the Growp decided on
content and preseotadon, and set their own limitadons on access, in line with
existing policies for commerciatly sensitive information. 5o far as the large web site
is concerned, the systems staff responsibie for sice criginaton and development
deseribe cheir role as that of 'administracors’, and while each page has a spedlic
‘owner who is responsible for accuracy and currency of content, there is no gverall

content management (s Yol, 2, p237hL

The Co-operative Hank has a clear allocation of responsibility for cxternal and
internal informaton products. AL the start of the study decisions on informalion
products co support the Bank’s produces and services were based on marketing
decisions by product managers taken in consultaton wich the Marketing Services
Manager, and supported by a business case (see Vol. 2, ppe5-67} Decisions on
internal products were made in a Group Public Affairs secton, in the Group
Resources Division, which also had responsibility for professional services,
developing standards ete. This situation continues, with the difference that Group

7
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Public AfTairs Jas now ecomne a new Corporate Affairs Depariment, direcely
responsible to the Chief Executive [see Vol 2, p62), which brings considerabon ol
information products closer to the centre of the business, Harmonious working
among the verious stalieholders concerned is helped by a flac organisational
structure, non-hierarchical culture and cross-functional project teams, which
exercise a pood deal of authoricy for the produces they work on (such as the 1993

Partnership Report and its successors)

The Tate Gallery's informarion produces have from the beginning of this soudy
been clearly divided as berween commercial (books and exhibitdon catalogues) and
non-ceinunercial [zee Yol, 2, p323), The commercial programme is managed by Tate
Gallery Publishing Lid, & company set up in 19%6. in succession to & frust with a
Publishing Cormumuifttes, wihich has now been replaced by a Publications Group.
Commerdal considerations now have a bigger part in decisions. A business plan
prepared by the manager is discussed and approved by the company, A biisiness
case is made for non-commercial products such as the main catalogue, educarional
material, leaflets and brochures for visitors, cte. and tiese go o the Board for
decision. The Gallery's web sice as it develops will be used (o an locreasing exient
for presenting informarion products, for example images from Uie collecton. and
visitor information products, benefiting from ready access to the whole range of
information resources; while the intranet currently under developient ag pare of
the informarcion systems sirategy will calee many internal products. These
developmmencs will certainly have an increazing effect on decision making and the

exercide of ieaponsibility far information producrs.

Finally, rwg organizarions which have moved cowards grearer co-ordinaton io
their approach to informacion products in Qe course of the research period:
ActirnAid and the London Chamber of Comemeror ard Industry,

Actiondid. In the early stages of this study, decisions on informaoon products were
taken by line management of various deparmments; there was oo overall
responsibility and ne forum for scakeholders (see Vol. 2, p25). While formally that
position remains unchanged, the new strategies in draft at the end of the period
(see Viol. X, p13} are likely to affect degigion making on information products. in
particular the proposed strategies or internal and excernal communications place
crmphasis on wsing feld experience in all lkdnds of produces, both internally and
externally orisnted, The Internaticnal Markering and Publicity division now
originates the strategics on which those responsible for specific publications are
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expecied o makee decisions {see Vol. 2, pl6). TMAP itself is responsible for a range of
products for the UK market, and Tor ronning ActicnAid's web site. Tt offers
consultancy co country programmes in their decisions on their own prodacts, and
will presumably be responsibie for the new internal products proposed in the

CoUmunications strategy,

The Londen Chamber of Cammerce and Industry. Decisicns on information
products ab the starl of the case study wers cectainly not based on any strateey
relared to corporate objectives [see Yol 2, p1%0), and there was oo owverall
pueblishing prlan: decisions were mainly faken by teams responsible for individual
pro<lucts, and semetimes zimply on the grounds that they had always been thera.
The introduction of & Stralegy Group as Qe "engioe’ of the Chamber in 1997
creaced a forum, the elements of a strategy for information products began to
emerge, and the resules in cerms of actual new products were becoming evident by

the end of the case smudy.

How are spedalist skills provided for?

Once a decision has been taken thal a parUcular information praduct is cequired,
various inputs of specialist skills and knowledge are requiced to fulfil the decision
and take the idea through the stapes that will create che fnished prodoct,

First, some kind of briet or specification has to be prepared for chioge who will
make the product - within the organisation andlor outside it - setting cut the
purposes ic iz to fulfil, the ‘client’, the intendad audience. the nature of the
content, degired features of formar and presencarion and constraints to be
observed, such as limits on Che lengeh, the budger available, and the time by which
it is required. An inital statement of this kind serves Arst of all a8 @ Arm poine of
referenice for the crganisational clisnt Jand this is often very necessary, sspecially
when the ¢lient consises of 2 commitces or 2 dispersed group, whoss members may
very well have widely differing views of what they are asking for]. It then makes
the basis for specifications for varipus contributions, particularhy if these are going
to a number of agencies for cender, and for detailed bricfimes for the specialiscs who
will acrually be writing, editing. designing or managing the producton process.

ir s not always recognized in organisations that this in itself is a skilled and
specialised task; expericnce sugzests that often the writer of designer who is agked
to undertake a particular job on information products actually Bas o start by
prepacing o proper brief from some distinctly tenuous suggestions offered by the

client, and getting agreement oo it Yet s foundagion is 5o critical to the

[
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ultimate success of failure of the end product that it is surprising that briefing
skills are often so little regarded (it is probably no coincidence that the Co-operative
Bank (see Vol. 2, pp77-78), where these skills are well developed, and high-quality
thought and time is devoted to the process, has some conspicuously successful
information products).

The outline which follows therefore looks at how the case-study organisations
manage this aspect, as well as how they provide for the more obvious inputs of
writing, editing, design and print procurement. In some instances, the
contribution made by professional information management to developing
information products is also relevant (as will be argued later, this particular
element of specialist skill and knowledge is likely to become increasingly
important in relation to the development of web sites and intranets and the
information products they embody.)

Another observation needs to be made here on the extent to which the
management of organisations sees these activities as requiring professional skills.
The view varies. Writing tends to fare differently from design, in that it is more
likely to be seen as requiring professional skills - an intriguing distinction which I
have had occasion to see in practice over many years, and from which, as a writer,
[ have benefited. It is probably the case that most managers have found from
experience in the course of their education that writing is not easy, and are willing
to pass it on to professionals. The tasks involved in design are something with
which most have less first-hand acquaintance, and so it is possible to entertain a
fairly superficial view of what it involved, and to believe, as I once heard a
professional engineer express it when [ was arguing the need for professional design
of the magazine [ had been employed to edit, ‘any fool can put a few indian-ink
lines on a piece of paper'. That was in the days of traditional technology; modern
software has allowed the illusion to continue in some quarters. The period at which
this study was made was interesting in this respect - it began towards the end of
the time when amateurs were falling on desktop publishing software and using it
in the light of fancy and nature for all sorts of purposes, appropriate and otherwise,
and therefore few examples of this approach were found in the case-study
organisations; wiser counsels with an eye to real costs had mostly prevailed and
the use of dtp by people without design training was strictly limited. The
fashionable equivalent for design dabbling by the end of the period seems to be web
sites and intranets, where in some cases temptations are being succumbed to and
in others resisted. No doubt in time similar controls will be introduced to regulate

this kind of amateur activity.
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[ey rthiz area, probably the most obvious prindple of division is beoween those
organisations which provide for all or most of the necessary specialisms in-house, a3
part of their own statfing, and those where they are mainly aut-sourced. The case-
study arganisations are fairly evenly divided between the Two extremes, with a

group in the middle, where provision is split between inrhouse and outsourced.

Pravisien all or mainly in-house

Actiondid for many vears, ag a matcer of policy, has provided for writing. edibng
and design in-hovse [see Yol. 2, pp28-29), From the start of the case study, through
various strucrural changes, the functions of producing core imformation oraterial,
design and production, edicorial and publicicy, and internal commmunications bave
been managed together within one department. An in-house design team which
works on alenost sl products congises of designers and a print-buyer. Most writing
and editing, of external and mnternal products, is iorhouse, with only occasional use
of frec-lance writers, Editorisl and design staff work closely together, with edicorial
staff providing the design brief. 1015 tue organisation’s policy to employ staff wich
professicnal rraining and experience for these jobs. ActionAid manages tiese
mmallers i this way becatse it believes the iszues with which its informacon
products deal are 50 sensitive and complex ag (o need professional inputs bazed on
an understanding and commitment which can only come fiom heing an integral
part of the organisation. [t is interesting to note that audits have mdicated the
cost-effectveness of this approach. 5o far there has not been much evidence of
inputs from the information management side in relation to informaton products,

but current deveiopments described in Chapter € suggest that this may change.

Tha Cechrane Caillabaration is another erganisation which provides for all the
speecialist skalls from wichio igself, chough ln o very different way [see Vol. 2, ppE-
1028, AL the beginning of the case study, when the Collaboration had only recently
been set up, some of the people responsible were in Cochrane Centres, others in
Collaborative Boview Groups. Spedalists in the UE Cochrane Centre provided
professional inputs in search strategies (with an experienced information
profesgional in a key role); editorial co-ordination of inputs from review groups:
craining for reviewers; sofoware suppott and database development, Wich the
development of the international Collaboraton and redefinition of the roles of the
Cochirane Centres, each collaboparive revisw group now has an edicor, an editorial
feam and an adminlsriacor, while the Cochrane Centres provide training and
fraining material, and the software cempany which criginally developed the
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training material, and che software company which originally develeped che
database and now acts as publisher of The Cochrane Library provides professional
inpurs on that side. [nits publishing capacicy, the company has also recently taken
on stafl responsible [or mmanaging design and qualicy issves, and is currently
employing an edicor on a shortterm contract Lo upgrade the written presentation

af existing reviews.

The MNHS Centre for Reviews and Qissemination defined itsell i 1s st
dissemination stategy [1995) a5 requiring a number of spedialist skills for
transforming reviews inbo e core products: summarising, edicing, peer reviewing,
design, publishing (soe Yol 2. pp207,213-213]. Development af the brief for reviews
and related information products is a thorough process, involving focus groups
representadive of target audiences. A lengthy period is allowed for writing, and the {
drafis for all printed products are rigorously peer reviewed, Mearly all writing 15 e
house, and is regarded as part of the job of the staff concerned with the work on
which products based. If ourside writers are commissioned, very close contact is
mainCained with them in briefing and subsequently. Informacon professicnals hawve
A similar role in review teams o the ane they accupy in the Cochrane
Collaboration, and are now playing an increasing role i dissemninacion.

AL the start of this study, when the Centre hiad very recently heen established,
the approach to design was fairly ad hac, with litcle if any professional input. As its
work developed, it moved (o emploving cucside designers, to a brief developed in-
house: it now Cakes design more seriously and works closely with designers,
working mainly wich one whose approach has been found appropriate.

Inigially ooe stafl member (dividing ler e berween cthe Centre and anocher
insrituion in the university wlhers icis located) was responsihle for editoriat and !
production, The job involved copy editing and sorme copgent editing, and seeing
Jobs through production. The editor has gained professional $k3lls and knowledge
through her work, and is now Publicadons Manager for the Centre, supported by a

emyall team.

Datastreamn International. All aspects of creating informacian peoducts for users of
the Jatabases are seen 3% being an information desipn job {see Vol. 2, ppl23-124],
and the staft rosponsible are all regarded as information designers, and consider
themselves as such. They have varving professional backgrounds, including
technical weiting, human/compiiter interface design, and graphic/typographic
design; and lot of mutval learning is said to take place. All work on customer

documentation products is in-hovse. The company's Corporate Communications
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uscs external advertising, design and PR agencics for its produocts; and describes its

riole as briefing and interactng,

All or mastly out-sourced

Crapartment of Trade and (ndustry. The report on the SI1% publishing practices
already quoted [see pl68) shows the situation shortly before the case study started
see Vol Z, p147). Many originators of major excernal products were using a then-
exizting in-house service which would take rext provided by the originators, and
acrange desipn, Cvpesectng, and printing, vsing & range of providers, Use of this
service was not obligatory, and other parts of the Department were reported as
engaging merrily in a variecy of Do It Yourgelf agtiviries, with lictle qualification for
doing so, and Lictle conception of the sconomic costs. Many internal products were
pul o the Informauen Desipn team (specalising m vext design and Plain English)
or Graphics studio (which was staffed by “Graphic Artists'), both “hard-charging’
[zee Vol 2. pl48). (By 1996 both these enits had been closed down, and all
informacdon design was cubsourced. Informardon Division — now redesignated acg
Communications Directorate - provided advice on appropriate suppliers of design.)

Export Publicarions were [ooked at ag separate decailed case in rthe OMC report
13 Vol 2, pl4B), There were then no staf with specific qualifications, Typists were
used ro wordprocess text, and alse did some design and layout, without any
specific waining.

As mentioned earlier, following the recommendations of the report, giildance
on the producton of DT publications was provided by the Publications Unit. In
relation to providing for specialist inputs, if was (and is) non-prescriptive. In
actualicy, during the pericd of the case study, a variery of praciice was found in
Cals respect, 35 shown by some examples fom various stages (see Vol, 2, ppld4s-132),
Contributions to the Anpual Report were commissioned [rom divisions o a brief by
a team in Finance Division, who then edited them,; the design brief was prepared
by Information Divisicn and it was designed by an cutside agency.

The stafl responsible for a major programume fargeed at management in
businesses outsourced both writing and design, and scemed {0 keep everything at
arms lengrh; the information produces were mainly written by academics or
consultants and then 'jowrpalised' (whatever thac meant} cutside; ail other
professional services were provided from ourside,

Expart Publications at the start of Ow case study (see Vaol. I ppl50-151} used
untrained clerical staff for editing, supervised by a professional Libraciam design
briefs consisted more or less of telling the printer 'do it lilke this example’. By end

1




Clhapler 7 Hew infunimation products are naagaped

hriefs consisted more or less of telling the printer 'do it like thes example’. By end
of the period, ln-house graduate copy editors were employed, though there was an
intention (o build teams of ouside professional edicors, and a publishing
consultant had been commissioned to advise o making the whale publishing
operation more professional. Design is now cutsourced in consultation with che
marker desk which will promote the publications.

[n elher areas again, in tee eacly peciod, in-hoose writing and editing were seen
as important opportunities for staff developinent, there was cloge coaperation wich
design groups, which continues today.

Print buying expertise continues to be available to those clients in the Department
who require it, today through a Print Procurement Unic, headed by a manager with
experience in the industoy (see Vol 2, p152).

[m Marwich Tlndor at the scarc of the study (see Vol. 2, pp241-242) most writing
ami editing were in-houwse, sepported by a Pulblishing Services team in Group
LCorporace Affairs of five professional staf} recruited from outside, consisting of one
designer and four writers {two of them ex-newspaper journalizts, and two from
agencies handling house magazines), which was responsible for a range of corperacs
produces. The writing of other information products, supporting insurance sl
imvestment produces, was handled by members of markedng teams together with
external copy writers.

8o far as desipgn and typography were concerned, an in=liouse design unic,
working on information produces for che businesses, which had enjoyed a period of
erovrth in the 8% and early Sie, was cut back during general retrenchment 1o 1993,
By the start of the case study, it had become a Creative Management unit, with
fawer staff, meinly responsible for managing the corporate identity. desipning and
producing corporate products, managing a roster of external design groups, and
advising desighn unics locared In the businesses,

Al the end of the perded similar arrangements, with slightcly different names,
prevailed. Writing and editing were the responsibility of an Internal
Communications team with similar professicnal experience [some of thet
members of the previows Publishing Services team} and all with a substantal
professional background (see Vol, Z, p241}, They are srill responsible for internal
corporate produces and now contribute to external publications te an increasing
exient [they currenty tabe aboul 25 per cent of staff time),

[n design, there is increasing use of external agencies; some limited in-house
desigm, by staff whe are not fully qualified designers, continues in Marketing, but
they do not handle Lacger jobs, The 1D mmanagement team (see Vol, 2, p242] consists
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of three designers, one of whom provides support for internal clients with ad hoc
design needs, who are reported to need help with the briefing process; while the
other two concentrate on developing the corporate identity (they are currently

designing a new approach to the guidelines).

The Co-operative Bank uses mix of home-grown skills developed on the job, and
external recruitment of trained staff (see Vol. 2, pp77-78). There is some in-house
writing and editorial capacity; without obligation to use it, some originators of
information products do so while others go outside. In the main, the Bank tends to
commission the writing ofits major products from outside agencies, but to
combine that with well developed strengths in briefing, and with wide and deep
in-house consultation with stakeholders. A long-term association has been built up
with the main copy writers; their in-house contacts have provided them with a
learning process over the years, during which they have gained the kind of
knowledge usually found only inside the organisation. The creation of the 1998
Partnership Report provides a good example of the process as it has developed by
the present time. The Partnership Management Team collected data; long-term
copy writers wrote the text; a staff member with long and successful experience of
working with designers prepared the design brief for a design group which has
worked on many products with the Bank; and independent auditors contributed a
report to the final product.

All design is commissioned from outside agencies (see Vol. 2, pp78-79); one in
particular has been used for many years and has been responsible for some very
successful products. All product managers remain free to go to whatever design
groups they choose, though the corporate identity, which, characteristically, has
been under conceptual development in-house since 1994, is partly planned to move
Bank further towards unified presentation of its information products.

An approach similar to that adopted for visual design has been applied to
development of the Bank’s web site (see Vol. 2, p74), which is the combined
responsibility of an experienced in-house manager and an outside contractor with

good understanding and sympathy with the Bank’s policies.

Mixed in-house and out-sourced

City University's External Relations Unit (now re-designated External Relations),
throughout almost the whole period of the study has been a key source of specialist
skills (see Vol. 2, p52). Its Information Officer (who moved to another post at the

end of the study) was responsible for writing, editorial, corporate communications

[185]
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and visual identity, An experdenced writer amd editor, she also undertook, during
her time with the Unit, 2 one-year part-time course on ypographic design at the
Iondon College of Printing. The Unit's own products are neacly all created in-housa,
with so1me jobs being put out to exrernal designers.

The University's Business Schoal alse Bas its own Public Relations Unit (see Vol
2, p53); its four stafl at the beginoing of the cage stady had expanded to a team of
nine by the end. Most writing of the products for which ic i egpongible is in-house.
The Unic currently uses the External Belations Publication Service [or i design ‘
requirements; it provides a design brief, and the Publication Service looks after
design management. (AL an earlier stage, the Unit itself made some uze of design
consultancics, whose work was on one occasion described as having been “rweaked’
in-house for use on subsequent products Lo Cul costs - Without any Apparent
awarcness of the professional ethical issues raised by treating designecs” work in
this way.)

Computing Services. a third party in the provision of informarion products {see
Wol. 2, p53), writes and designs the guides to computing applications apd facilities
which are offered to staff and students in hard copy and in electronic form. This i3
regarded as part of the joh of staff, and the nature of the cod-products supggests
that chey apply their undoubted subject knowledge withouwt support from any (
comparable knowledge of the principles of presentabdon. written or visuaal,

So far as inputs of information management skills to inferimation produces i
concerned, thiz iz anorher organisation where development of a web site looks as

though it will bring recognition of this requirement [see Vol. 2, ppd7—49),

The Landan Chamber of Commerce and Ingdugstqy at the start of this study isee
Wol, 2, pp1931-1%1p was an example of an organisation with no great understanding
of the nature and value of specialist skills. When first encountered, a number of
people in-howse with little ceaining in such skills were doing jobs that required
them. without much awareness of the things they really needed to know. In-house
deskiop publishing was being uscd Lo originate some external publications
lincluding 2 magazine whose editor was using the technology for design and
laycut, as well as doing the editorial jobl. Small ephemeral products were desigied
and printed in-house by a reprographics section, with an eye to costreduction
rather than to impact on the wsers.

Over the period of cthe case study, twere have been notable changes in the
approach. Some specialist skills of good professional qualicy sre available in-houge
in writing, editorial and print production. The design of product series, such a3 a
Tecent very successful set aimed ac membership [see Vol. 2, pl87), is bought in from

|nej
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specialist groups. The more coberent and vnified approach chat now prevails,
which also extends to the web site, has come about since responsibility for afl the
Chamber *s information products became part of the remit of the Marketing
Director.

Information management inpucs to informaton products are likely to increase
in furure, through che development of an intranat, to which the Chamber's
[nformacion Cenrre will be linked wia irs library management system, which wiil

cover all the Chamber's information resources,

The Tate Gallery throughout the period of the study has drawn on the
contribudons of its staff, partcularly in wridng [see Vol 2, pp335-337). 5ome of its
commercial publications are written in-house by interpretation staff{the Curator of
Interprecarion is a professional writer) while others are commissioned from outside.
The Curator of Interpretation and other curatorial staff are responsible for products
desipned for visitors, including an audio guide 1o the collectons.,

Professional editorial work of warious kinds, from cditing collection database
information co the ediding of commercial hoaks and catalogues proeduced by Tate
Gallery Publishing Ttd, has rradicdonally been handled in-house. Editing of non-
commercial praducts iz currendy dealt with by the Marketing manager and the
Print Producrion Manager, and a Web Editor has recenthr been appointed.

50 far as desien is concerned, at the beginning of the study & Commiunications
Department, headed by a professiomal designer, within Public and Beplonsl Serices
managed design and print producdon, advertising. and the corparate identity (at
that time, a3 good deal of attendion, and some tensions, focused on the application
of the 1D; the macrer generares less heat now). This arrangement continues today
(ehough following structural changes the department is now called Corporace
Cominunications). in the case of pon<commercial products, briefs for outside
desigmers are prepared by a Proint Production Manager; Tate Gallery Publishing Lid
commissions its own design wotl, co briefs which relate to the subject and
approach of the products.

The Gallery®s web gite, ics projected intraner, and other developments that will
follow as the aew nformation systems steategy is implemented, are likely to mean
that information management skills will play an increasing patt in the creation of
informaton products.
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How do organisatians test, monitar, evaluate their information products?

The investnent which organisations make in testing their products of any kind
betore putting them on the market, in monitering how they perform when in use
and in assessing the value they have contributed to mecling their objectives, 15 a
measure of che significance which cthey attach to them. 50 in investzating how
arganisations matnage their information produces it was important to inquire how
they carveied out these actvities, and the significance they attached co them, The
answers are dluminating: some serious workl (axes place in the organisarions whose
solc business is in informaton produces, but, as will be seew, there 15 rather less
than might be expectad in some of those where informaticn preduacts have the roic

of supporting other produers and services.

I armation F.|r|:-|:|ul:|;5 as the maln nF‘Faring

The UK Cochrane Cantre, al tlue stacr of die case study, was s51ill comparatively
recenUy mstablished ($ee Vol, 2. ppl0?-109), and the Cochrane Collaboracion in its
carly days. It was reported that ac this stage events were [oving too fast for
anything other than informal feedback on the products (although o postal survey
on ase in the healch service of the Cochrane Pregnancy and Childbicth Dacalage,
made in 1994, received an wnusually hiph response tate], The nexr scep was to send
out prototypes for scoeens with updates of the database, seeling user comments on
wiiether they should be incorporated in the noxt issue. Further develapments in
the software involved focus groups and advisory proups, There is now a ‘Comments
and criticism’ button in The Coclirane Library, and a comments page i web sice, One
interesting finding from feedback has heen thar nsers rasent too-frequent clianges
in the way the databace ic presenced; the last major updace was in 1996, and Che
next is planned for the start of 2000, A Cochrane Library users group. which was
planned at the end of the case study period. will advise an the new gencration of
soifinarara.

Update Software, e developer and publisher of The Cochrane Library now also
benefits from [eedback from teaching sessions and interviews with ugers: artending
liealth library conferences; requests for help; advisory groups; and presale
cvaluations by major customers. Comments also come through the stalf member of
the NHS Centre for Reviews and Diszeminafion who is cesponsible for the Cochrdne
Library training pragramme, The CED also ran a 1997 evaluation by medical librarics
of the cucrent issue of The Cochrane Library Feedback from surveys of users points to
@ Mmajority interest in subject searches, rather than those by author or ttle, which
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raises the question of subject indexing, Significant changes in the presentation of
the reviewers' Handbook over the peried of the research have also heen partly in

response to user feedbacke

The NHS Centre for Reviews and Dizssermination. The Centre's original draft
dissemination strategy of (see Vol, 2, pp220-224) included evaluadon and feedback
- which were understood o e of particular imporrance, noc least because the
Centre intended to engage in research on the dissemination process itselfl A
dizsemination protocol was to be drawn up for each topic, to provide the basis for
the team inwalved to evaluace its worle All secalled 'level 3 achyvides' (those
leading 1o the most highly cavgeted praducts, for example cthose for patients and
for health care professionals] were (o be evaluated, o assess the outcome of specific
dissemination activities. There was also an understanding from the starr of the
need to review core publicatons at regular intervals, Only linited experience was
available of such evaluation, so it was appreciaced that this would have (o be an
Loerative process,

Evaluations began in 1996, with a randomised trial on the impact on general
practice of che pubtication Bvidence Matters, and a readership survey of the Centre’s
Effective Hegltk Care Dulleting among District Healech Authority scaff The
dissemination of the latter publication was also invesrigaced by the Office of Fublic
Management in 1958, That year saw the start of evaluation of jevei-3 type macerial,
and subsequently the Universities of Sheffield and Clamergan were commissioned
to evaluace the use of a series of informad Choice Laaflets in materniny care,

Ag part of an intengive pre-publicarion reviews process, material designed for
patients is always sent to the Plain English Camypaign, for assessment of i
readabilicy; at the same dme the content is tigorously scrutinised by evaluation
and peer review. Some stafl at the Centre have engaged in research into issues
arising during the development and introduction of information macerials designed
ta present rezearch findings to consumers. They have reached interesting
conclugions about quality control, the sxpertise required of those wha prepare
such marerials, the probiems of presenting probabilities, ancd appropriace
approaches for health professionals and for patents,

Feadback on the Database of Abstracts of Reviews of Evidence inidaily related co
problems with che incerface; users seem now o have got used o it The web
interface for the Database, however, is being redesigned o aid case of use.

Culastream Indernabiond] {see Vol 2, p125) wutially celied on informal cuscomer
feedback while documentation was under development Soie pre-publication

tescing of draftz has been carried out with customers, but is reported not to yeld
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much feedback. More recently, Custenwer Documencaction has introduced some
focused evaluation, reladng o specific documents. This lavolves meeting users in
their own working environment or talking through a product with a sample of
wsiers — wliich can lead 1o identifying che need for spedfic information produces to
sapport the users. All new manuals go out with a feedback request, which has
produced more results since inclusion of an email address. The company alse runs a
customer information foram, where chose responsible for customer documaentation
cai meer with stalf from all partss of the company who are in touch wilh !
rustomiers, The farum provides waluable advice for reviewding all information

products whicly g0 0 customers. Ooe Inportant oew product, 2 Newsletter for

customers, resulted from Lhese meclings.

Qrganisations for which infarmation products support ather praductsa/services

ActionAid appears to have undertaken no pre-publication (esting, but intensive
research was done on the magazine Comman Cgusze, which led to its redaunch as a
supparters’ magazine (see Vol. I, pp31-32), The research, which was both
quanticacive and qualicacive, fallowed a decision that such a magazine was
needed, and that Comimroen Cause, in its existing form did not meet the need. A
telephone survey of & sample of supporters. to fnd whether they had read the
current igsue [mostly they had not), was fallowed wup by focus groups, which
showed mcre detail about readers’ responss (o presentation; it became clear that
there was a nesd for 2 product which people could flick through and still gain
something meandngful, with s "hurnan interest’ focus, Also revealed was 2 need for
design maodification especially in relation 0 the concents page, the meamment of
the covporate identity on the cover, and fypography {in cerms of hetrer spadng and
page striciure], These findings formed the basis for decisions on content for the
relaunchied magazine. The investigation was repeated after tiree issues, and
showed a very positive response; the produce seems to be effectve in meering the
objectives of the changes and to contribute as hoped to achieving organisaticnal
abjectives,

Thig, 5o far as known, is only the example of monitering and evaluaton of existng
products, but testing and monitoring and evalvation arc implclt in che new
Communicabons strategy, proposed at the end of this study, with irs suggested
range of new information products. The internal communications strategy also has
implications for gimilar action in relation 1o such incernal products as policy
sracernents and issves documents - some of which. i1 has to be said, appear to have

been wiitten and designed to test the devotion to duty of stalf

(e
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City Linfversity 15 another organisation which seems not to have done much
formally in this direction (sce Vol. 2, pp35-56]. [ust one haed copy product (a guide
to the university for staff. which has since been transterred to the web site] was
tested by asking users to find specific pieces of informadon. This led to a structural
reargansation w help users identify the [ype of question rthey were seeldng to
answer, A reader survey was carried out on the internal staff newspaper; the
gencral view that ic was a puff for officdal views, and duli with it, Jed 1o changes
which have been well received. The Public Eeladons Unic in the Business Schocol
acknowledges chat it evidence i3 primarily anscdotal, At che end of the case
study, however a process of evaluating clectronic products on e web site was jusc
beginning, in the form of eser evaluation days, which should lead to seume

interesting developments.

The Tate Gallery’s activities in chis respect were at the start of the case study
described 25 not very sophisticated340). Some findings about information products
emerged from a 1994 Vigitor Audit, including a demand for more informartion abeot
works displayed. what 15 in the collections but not displayed, and the background
oo works.

Since then, the insttution of the web site has brought progress, al any rate i
the potenrcizl for getting feedback and response. Otherwisa there does nat a% pel
appear bto hawve besn much prograss in thiz respect.

Department of Trade and Industry. While the consulcancy report on publicatons
quated elsewhere in this chapter noted the need for both pre-publication testing
and post-publicabon cvaluation (see Vol. 2, ppl53-164], the Cuidates for the
production of DTI publications issued in 1994 by the Publications Ui, following its
recommendations. suggests only thar colleagues should help with proof readiog
and edidng to check text that may he difficult co understand [sce Viol, 2, p15E).
There is detailed advice on pest-publication monitoring and evaluation, though
only for products where design and print costs exceed a given threshold. It is
recomimanded chac an esaluation shwild be made abowt six monchs after the first
issue, relating back {o the cosybenefit appraisal assembled in the inital planning
of products, Appropriale questions are sugeested about cogt, meeting objectives,
reaching e intended audience, feedback recetved, and lessons learned. In
praclice, little acticn scems to have been taken on thas advice, It was reported by
the end of the casestudy period that a few originators actually made cost/benefit
analysis, but not much emerged in relation to the specific produces looked ag in
the case study. Bxpore Publications now has 2 marketing socategy which includes

]
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telephone surveys by an external marckel research company see Vol. 2, pled). Onc
2arly instance was found of an extensive review of pubiications in one division ,
conducted by consultants (see Vol. 2, pple0-162): che aim was to determine who
the customers were{should be; get views on current publications: highlight gaps:
and guide the extent o which divisional publications should relate to other D71
material, Acrion on the findings took che formn of focus groups and more pre-cesting
of products. 5o Lar as 15 known, nothing bas as yer been planned in relation to the
web site and MANDERIN in this respect.

The Landon Chamber of Commerce and industry, Such menitoring and evaluabion
as the Chamber undertook at the stacr of the study was reported as being mosdy
Internal and infermal, against no abjective exrernal griteria [see Vol Z, pp19&-197)
AL the time of the Chamber's merzer with the Westmipster Chamber, shortly after
e start of the case study, Ui evaluation of the respective publications of the owo
bodics was a busincss objective. and guite scarching Questions were asked abour
format, content, design and presentation, marketing, editorial planning, skills and
staffing, financial costs and benefits, with che result that at least ene publication
was discontinued.

When the Business Matters newslecter was introduced, its pilor [ssue went o
active Chamber members, and to the Board and Council, with a cequest for
feedback on a 10-point scale. The comments received were taken info agcount in
Li1e first repular issue. Another survey cook place onc year on, when a questionnaire
with a request for feedback on che content of the current Lssue was sent o all
readers. The ideas for content which this produced were acted oo,

NOP sunveys arc now made for the Chamber on products and services, including
information products. The most recent membership survey, in Seplember 1938,
asked about information products from Chamber in respect of the amount of
informarion, the relevance of content, the professionalism of production, and the

relation oo user needs.

The Co-operative Bank undertakes a good deal of sre-production research and
testing [or new prodocts (see Val. 2, pp280-251) Somedimes the design groups
commissioned provide pilot versions for cesting with sample of users, asking them
to define the message and ro find specific pieces af informadon. The student
account brochure, for example, was intensively piloted in this way. For other
products, Focus groups are used to identify key concerns which produces should
address.

[153
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Post-production menicoring and evaluation secks to build wser feedback inte
axrcernal products, by making it easy ro respond o key questions, especially by
electronic means, The brief and well designed questionnaire about the Fartrership
Eeport on the Bank's web site is an excocllent example. Follow up research was
carmied out on the customer newslerter when it was launched as In Touck, by phone
inrerviews with customers, and a further reund of reseacch was done when this
product was relaunched as the very well received Cusbomers wiio gare, Sisiilar
cvaluaton was used with the comparable product for business cusbomers, Business
Advantape.

The Bank in principle devotes a good deal of effort ©o researching scail views (a
very itlluminating section in che Partnerslup Report deals wich this} and a variety of
meetliceds 18 used on internal products. Saff survevs have been carried ouc on the
Bounkroles staff mewsletter, and a questionnaire was tncladed in the box with a sgaff

video. and the response used in planning a mew one.

Maorwich Unian in the early stages of the ¢ase study was undertaldng a good deal
of maonitoring and evalyation, under the aegis of research reams in the marketing
divisions of the individual businesses making up the Croup [see Vol, 2, ppIa5-246).
[r Gemeral Insurance (Personal), a programme was 50t Up using a research agency
under whirh Morwich Union agreed on monitoring and evaluation criteria when
produces were under development for the agency to use. The technique of
'sengitised shopping' was used: this involved testing information products abont
policies by observing how actual cuoscomers uged them in Anding informaticn. The
results led to changes, for example, mosing informative concent to the fronc of
brochures, reducing the amouent of ‘Blucl'. and concentrating on key selling paints
and exclisions, Foous proups were alse held with buyers of policies to find their
expericnce of making claims, and of communications with the company, A
gquarterly survey was also carried out among intermediaries to find what they and
their customers thoughe of products and how undersiandable they found them.

Simvilar research was done in Ceneral Insurance (Commercial] and in Life and
Penaigns, but concencracing on intermediaries rather than policy holders. Mo
comparable research was done on lonternal products, but a two-yearly survey of statf
views, aboul the way infonnaton s presented and what Lnformation s¢aff want, is
undertaken,

As to current developments, it would seem that such activites should come
within the remit of the Marketing Steering Group referred to above (see pagelas].
The Internal Communications team responsible for Newslines tried out the frst four

issues on pilog users, and also incends to publish ics incranet material in pilot form.
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The sccond-stage case study reported in Chapter 9 gives an account of atlempts
to gain feedback on the informacion products associated with a specific investment

product. o

Costs and values

A final, critical, aspect of how organisations manage any Kind of produoct, including
their informaticn products, is how they budget for them, how they determine
what ey cost, and how they assess the value they contribute. In practice, it
proved casy W [nd oul how the casestudy arganisarions establish budgets for cheir
informaticn products; rather difficultl in most cases (o get meaningful indications
about what they actually spend (only onc was able and willing co provide complete
figures) — either because they do not anaivse expenditure in 377 way thas would
allow them co produce a fgure, or because they do ool want the outside warld,
and especially their competitors, to know; and nobody has even tried o assess the
value They comtribute, That they have not as yet done 50 is ot sUrprising, given
that so much of the potential value of infermation products (apart from any
contribuden Irom direct sales, which [or those organisartions whers information
products support other products or services, tends (0 be qunet} s in the intangtble |‘
domain, which for most businesses is 5till fairly uncharred tecricory. My own
exparience (both in the research described here, and in making case studies for the
second edition of 4 book on information policies and strategies, Drna, 19949)
suggests char information products can and should ferm part of any programme for
egtablishing rhe value which knoewledze and informaticn contribute to cthe assets of
organisations, [0 was for these reasons that che modest second-stage case study
described in Chapter 3 was undertaken in Nomwich Union,

In locking here at the case-organisstions, [ start once again wich those whose

business is information products,

Information products as the main effering \

The UK Cochrane Ceatre ang Cafllabaraticn. [0 iz estimaced that probably close to
50 per cent of staff time goes on informadon wanagenient and information
products, in relation o cieating the reviews, Update Software, as publisher of The
Cochratte Library, spends about 75 per cent of I8 evenue budgst on management
and developrment of the [nformation products, and about 20 per cent on research

and develepment for fotare improvements.
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The MHS Cantre for Reviews and Dissemination is the only organisation te
provide complete figures, from ics budget estimates for 1998/09 [see Vol. 2, pp211-
213}, These shosw the costs associated with informacion products ander the heads of
preparation and disseminstion of materials, distobution, prometional material,
copy editing, development of training macerials, peer reviewling, printing, oew
review work for bulleting ete, The total costs associated with information produces,
exclusive of salaries of staff who spend some time writing, editing, etc. are
E416.000, compared with total core costs of £926,000. A very small propercion of the

oses is Tecovered in sales and subscriptions.

Cratastreamy International has separate budget lines in Customer Documentation
for external print, design, and translacions. BEstimates are prepared on the basis of
knowledge of fortheoming requirements, cogether wich the previous year’s
spending. Expeoditiore on user inforimation products was about 0443000000 1996,

representing 1.3 per cent of the wotal revenue budget on the fesearch side,

Organisations for which information products support other products/services

ActionAid, Budgets are prepared as part of the annual esdmates by individual line
managament [gee Vol. 2, pa5). Each proposal for an informabon product has to be
supported by a business case, relatng iv o corporate goals.

The allocation of finance for information products [editocial, design and print)
forms part of the budget for intermabonal markedng and publicity. along with CK
campaigns, development education and press. The current total is approximately
E900,000, which represents about 2 per cent of ActionAid’s total expenditure.

City University. External Relations submits budget proposals for the major
university publicatons it handles to the relevant University committees (see Vol 2,
pp49-50]. Tndividueal deparrmenrs have devolved budgets; all proposed expenditure
hasg to e justified, Their budger proposals for specific publicarions, including course
brochures, are put in a year ahead, The Publication Service 56t ap by ER iz a self
financing company, physically located wirhin ER, which charges departments for

warl comimissionead,

The Co-operative Bank makes provision for informadon produces in the annual
estimates [ses Vol 2, paY) prepared by staff in the relevant product areas;
oecagionally an ed hee budget iz zoughe for produete which could not be envisaged
wher the budget was prepared. All campaigng and che information produces
assoclaed with them have to be supported by a proposal related co key business

[1=4
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objectives and a cost breakdown (an example supplied, and quoted in the case
study is very thorough in its business case; cost information gives per-issue costs for
design, typesetting, printing; mailing; postage.)

No figure is available for total expenditure on information products and
presentation - it is part of the marketing budget, which is said to be large, but not

published.

The Department of Trade and Industry. The OMC study already cited found it
difficult to identify the full cost of producing, storing and distributing publications,
because of variations in how costs were allocated and publications funded, which
could be from running costs, from programme spend or from a central publicity
budget controlled by the then Information Division for financing major campaigns
(see Vol. 2, ppl42-143). The report made recommendations for improving the
situation: there should be advice on value for money and cost-effective production
options; investment appraisal should form part of the case for products;
expenditure on publications should be identified; and consideration given to how
internal providers of design and production advice could compete with external
agencies. The report on the special study of export publications showed actual
production costs greatly in excess of budget, probably because the Export
Publications Unit had no control over what it was required to publish.

In practice, varying things were being done at the time of case study, in various
degrees of conformity with the recommendations. The Export Publications Unit, by
the end of the study was operating the recommended procedures, bidding for
publishing budgets on the basis of what it considered it could publish during the
period. Estimates were submitted under the heads of print costs, design,
consultants (including authorship of some products), and sales figures; they were
said to be more systematised, and the Unit was aiming to get more advance
knowledge of projected publications. Web pages come from the budgets of the
originating unit.

No actual costs are available for any of the information products encountered in
the course of the study, although cost savings were major part of the business case
which was accepted for the MANDRIN intranet (see Vol. 2, ppl66-167),in terms
both of time in accessing essential documents, and avoidance of risk of heavy costs

from failing to provide relevant information under employment law.

The London Chamber of Commerce and Industry at the start of the case study did
not demand much in the way ofbudgeting or making a business case for

information products (see Vol. 2, pl90). There was, however, an intention to
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move towards selffinanced publications. excepr for those provided as a service to
members. The budget for any given publicaton would then be related to the
gsignificance for the Chamber's key objectives of the project involved. Self-financing
could include herth pricing policy and partnerships with outside companies.
Information products teday aceeunt for a sizeable proportion of the Chamber's
expenditure: salary costs related to information products, wogether with print
costs, account for 0.07 per cent of the Chamber's total revenuse expendi ture (1598

figirel,

Marwich Union. Budgets are set for each information prodoct. broken down under
the heads of copy writing, design and preduction, The amouwer budgeted is
propordonal to the product's impertance in relatdon 0o achisving husiness
objectives and the amount of informadon it has to contain, The costs fall on the
gales and marketing budgets of individual businesses, enabling managenent tn
measure the impact of ¢ost on borrom line performance. Mo fgures are availaile,
and no arempts have as vet been made to establish che cost effecrivencss, or the
value added or subtracted by information produces {the second-stage case study
reported in Chapter 9 and in Volume 2 attempted o investigate these matters).

In mid-1997 funding was given for an intranct development Cean (one mManager

and two developers| on the IT{IS side to explore and set up the infrastructice,

The Tate Gallary. 1Ip oo the 199596 financial year, accounting was on a cash bagis
(see Vol 2, pp324-325), 20 ite financial ayatem had no predictve value for decision
miaking on infarmation produces, A new information system for the Finance
Department, was due to come into aperaton in MarchiApril 199%, and there 15 now
miore emphasis on budget planning in reladon co abjectives: proposals tor
information produets require quantfied indication of benefits. Tate Gallery
Publishing Ltd prepares an annual publication plan, with a rationale and cost
justification for each title, and each is reviewed against the provisions of the
buginess plan, Certain items, notably the eollection catalemae, have moved from
being loss-maldng printed commercial products o electronic non<ommercial ones
o the Gallery®s wab sice..

Non-commercial budgets, like those for Education Publishing [whose annual
budget was about E3NO0 at che start of the case study) are astablished by the usual
bidding process; the actual costs are negotiated by the Markedng secdon of
Communications Department where outside designers and prindng are involved

(many non-commercial items are actually produced incernally)
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Summary

Responsibility and decision making

The important questions are: Is there common understanding among those
concerned with creating information products? Does the organisation assign
overall responsibility to specified people? Is there an organisation -wide forum
for all with these responsibilities?

Collegial decision-making is the rule in the two non-commercial
organisations for which information products are the main offering. In federal-
type organisations, most decisions on information products still rest with
individual parts of the organisation. In some of them, the development of web-
based information products has opened the way to a stakeholder forum; in
another, a group of marketing managers gives scope for an overview of the
information products of the individual businesses.

Other organisations have moved over the period of the research towards
more co-ordinated decision making in various ways; in one, the department
responsible for information products has become directly answerable to the
Chief Executive; another has developed a communications strategy within

which decisions on information products will be taken.

Specialist skills

The main division is between organisations that provide all or most specialisms
in-house, and those which out-source them. One organisation which employs
designers and writers as staff members, because of the sensitivity of the content
of its information, finds it cost-effective to do so as well..

Organisations which have information products as their main output
provide nearly all the necessary skills for creating then in-house. In two of
them, typographic design initially received less attention than writing and
editing, but the balance is now being rectified; a third regards all the jobs
concerned with creating its products as information design.

Other organisations have moved from employing large in-house design
groups to providing a core of specialist professionals who are responsible for
certain products and have an optional advisory role for the originators of others.

Where skills are mainly bought in, preparing briefs and managing the
inputs of designers, writers, etc are important but rarely recognised skills; one

organisation is, however, outstanding in this respect.
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Few organisations now countenance amateur dabbling in dtp; web design may
now be taking its place. One organisation that at the start was using non-
designers to create important information products has now moved to
successful commissioning of design.

It seems likely that information management skills will play an increasing
part in creating information products in some of organisations.

Whatever way specialist skills are provided for, it is important for this
aspect to be managed by someone in-house who has a thorough understanding

of the organisation, as well as a knowledge of the specialisms.

Testing, monitoring, evaluation

Some serious work is done by organisations whose sole business is in
information products; one in particular conducts intensive pre-publication
reviews, as well as post-publication evaluation. There is comparatively little
testing, monitoring and evaluation in the other organisations studied. While
there are some interesting examples of pre-publication pilots and surveys of

existing products, there is as yet no consistent policy covering these activities.

Costs and values

While information about how budgets are established for information products
was easy to come by, it was difficult or impossible in most cases to get useful
indications about the actual spend (only one was willing to give complete
figures) - either because the relevant expenditure is dispersed or not separated
out, or because the figure is confidential.

In some cases it was possible to get an indication of the proportion of
revenue expenditure devoted to information products. In one of the two non-
commercial organisations for which information products are the sole offering,
about half of staff time and three-quarters of revenue budget goes on the
creation and production of databases and related products; in the other, total
expenditure on activities directly related to information products is nearly 50
per cent of total core costs. Of the other case-study organisations, only two
provided a figure for the percentage of total expenditure devoted to
information products: (0.07 per cent in one, 2 per cent in the other).

None of the organisations has even tried to assess the value their
information products contribute - at least in part because much of it is

intangible. Information products, however, can and should form part of any
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programme for establishing the value which knowledge and informarion
roniribute 0o the assers of arganizarions, and it was for this reason that a small-
ccale application of one of the currently available methods was made in one

organisation {see Chapter 9.

Lo will be evident to readers of Chapters 5 - 7 that many changes took place ik af]
the case study organtsations over twe period of the srudy, They have been deseribed
inddentally so far; now it 15 Lme to forus on e nacuve of the changes observed,

and this forms the subject of the next chapter.
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Change and development in the course of the research

Introduction

There were foreseen and unforeseen advantages in deciding to spread this research
over a five-year period. The foreseen advantage was that the case studies which
formed an essential part of it could be longitudinal, providing a moving picture
rather than a snapshot. They would therefore be more likely to show reality, less
likely to mislead with accidental non-typical events, and more reliable as accounts
ofwhat really happens. Of course there has to be a start and a finish point, but at
least it is a reasonable stretch of a ‘flowing river’ which the case studies consider.
Previous experience had reinforced the conviction that this was valuable. In
writing new editions of two books, I had had occasion to go back into some
organisations after a lapse ofyears to write new case studies. Returning to them
had showed how changes over time could lead through unexpected ways to new
and better situations that could not have been envisaged; and how, alternatively,
they could make the original observations look pretty inappropriate. In addition,
the opportunity of considering the role that knowledge and information can play
in the successful management of change, in preparation for a teaching
commitment, had led to the decision to add a chapter on the role of information in
managing change to a new edition ofa book (Oma, 1999), because I had come to

see change as being an essential and vital feature of organisations.1

1 One interesting observation emerged from the contacts with the case-study
organisations in this connection. While most of the people with whom [ was in
touch saw the point and took pains to bring me up to date on changes and their
significance, one or two initially felt that major changes in the situation since the
start of the case study would invalidate the research. The reason turned out to be
that they could not envisage how the researcher could deal with a moving target,
and once it had been explained that change was a key interest in the research, and
giving an account of it the researcher’s problem rather than theirs, they were

relieved and willing to co-operate.
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The unforeseen advantage arose from the fact that the research started at a
time when the internet was just taking off; while at the beginning nearly all the
information products [ encountered were print on paper, during the period all the
case-study organisations set up web sites, and nearly all intranets, and so by the
end print-on-paper products were co-existing in various ways with electronic
products contained in web sites and intranets. In a number of cases, this turned
out to have powerful and significant effects on the way the organisations
concerned thought about their information products.

The outline of changes in the case study organisations given in this chapter is
arranged more or less under the heads used in the case studies as reflecting
significant aspects of organisations from the point ofview of information products. I
consider first the changes with an indirect significance for the information
products of the organisations concerned, and then those which have a more

immediate effect.

Changes with an indirect

effect on information Summary
products 202 216
» From mutual to pic

203

> Merger 203
» Structural change 203
» Cultural change 205

v

t Policy change 206 Changes directly

t Change in size or scale related to information
207 products 210

» Change at the top 208 * Management of

» Strengthened information products 210
information management » Changes in the approach
209 to design 210

» Web sites and intranets
212

Changes with an indirect effect on information products

Some kinds of change encountered in the case-study organisations have a potential
‘knock-on’ effect on how the organisation concerned manages its information
products - for example, structural changes which bring the management of
information products into a more direct relation with top management; policy

changes which require new kinds of products for their implementation; new
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people ar the wp who take a keener interest in information and communication;
more strategic management of the organisation as a whole in the face of
competibon, or moves towards developing an information strategy; change in the

size and scale of the ocrganisacon's operations.

Change from mutual to ple

Marwich Union, during the course of the case study, made the changs from its
craditional mutual status to that of a public limited company {sec Vol. 2, p227). The
rin-up [0 the change involved new informarion products devoted to informing
existing policy holders about the implications and anticipated benefits of the
proposed change, and seeking their support in voting for ic togecher with
internally direcced products addressed to staff, explaining the sgnificance of the
change and how it would zffect them [zee Vol. 2, p23a). When the decision to
demutualise was agreed, new information products, addressed to shareholders,
became necessary; while reguiatory changes affecred che advance communication
of information to stafl. The change of status bas also brovght increased «mphazis on
the value of the brand and on communication of long-fenn strategic ohjecrives
inside the business. and a large cifort devoted o demonstrating the Growep's
commitment to suppordng the [ndependent ¥Financial Advisers who being in the

greatest part of ics life and pensions business.

Merger

Catastream International al the start of tie study of (zee Val. 2, p115), was owned
by Primark Global Information Services {a US udilides company), Primark later
acquired 1CV (UK supplicrs of realtime informaton), and 1o 1997 menged TCV with
Dratastream, with the ICV Chairman and Managing Dircctor ieading Dacastream.
The resulting changes are seen as positive and vitalising from the perspective of the

department responsible for customer documentation.

Struetural change

[ a numbser of the case studies, there have been changes in organisational
structure with implications for information products.

ActianAid. This charity has made many changes in organisatonal stmichire
throughout its 25year existence (see Vol, 2, pp15-16), several of them during the
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period of the case study. They reflect changes in the external and internal context
of its work, and particularly the role of advocacy within it, which has implications
for the nature ofinformation products designed to support this role. Other changes
have resulted in the spreading of decision making to the regional level in the
countries in Africa and Asia where ActdonAid works, so that many key decisions are
taken in multiple centres, including decisions on information products. This in
turn has meant some changes in the role of the department within ActionAid UK
which deals with external communications, press and PR, editorial and creative
services, etc. Its role in relation to country programmes has now become a

consultancy one.

The Co-operative Bank. Towards the end of the case study, a re-designated
Corporate Affairs Department (see Vol. 2, p62), responsible for information products,
internal communications, brand, ethical policy, and press, replaced the Group
Public Affairs section within the Group Marketing Department. Not only is it a new
department in its own right, it is also directly responsible to the Chief Executive, a
change which has brought the Bank’s information products close to the policy-
making centre of the organisation, and which would appear to confirm the

significance it attaches to them.

The Department of Trade and Industry. Large structural changes were made early
in the case-study period (see Vol. 2, ppl31-132), to meet the then government'’s
requirements for flatter management structures designed to reflect work flows and
permit flexible response to change. The changes led to a different allocation of
responsibilities for such aspects as guidance on planning, design, print-buying, and
distribution of information products. They are likely also to have contributed to a
new balance as between the roles of information professionals and IT/IS
professionals in decisions on new systems to support internal and external

communication via the DTI intranet and web site.

The London Chamber of Commerce and Industry. The LCCI at the start of the case
study was in the process of change from its traditional past (see Vol. 2, ppl78-180).
A Management Team had already been instituted; during the period a Strategy
Group was established to provide inputs of creative long-term thinking; and at the
end, the Management Team became an Operations Team, described as the ’engine

of the chamber’, complementing the role of the Strategy Group. The latter provides
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a forum where the role of information and information products in achieving the
Chamber's objectives can be explored.

Merwich Union, A simall but significant structural change hece is the recent
establishment of a Marketing Steering Group (see Vol, 2, pp231-232) its aim is to
align the marketing activities of the individual businesses (which include the
informeation products chey create fo support insurance and investment producks]
with the Group's long-term business strategy and o councer-balance their long-

standing aulonay,

The Tate Gallery, Major structural changes, linked with a large expansion of the
Gallety's estate, have taken place over the period of the case study |see Vol. 2,
PE320-321), The Gallery's abjectives in its 1998 Forward Flen included securing
fnancial, buman and physical resouress, by means of, among other initiatives, a
new organisadon structure. The structural changes which were in the course of
implementadon at the end of the case-study period have brought the Library amd
Archive [previously in a division of Public and Regional Serdces) inte the new
directorate responsible for Collecton and Reoscarch Seevices; whille education
programmes, communicadon with the cwiside world and corpomle

communicatons are in the new Madonal Programmes Directorace,

Cultural change

The Department of Trade and Industry, There has been a2 marked cultural change
in the DTI over the period of the case study [see Vol. 2, ppid3=135) At the start, it
exemplified such traditional civil service fearures as concentration of informanoen
flosy within funefional hierarchies, and restricted information interacton between
different hierarchies, and these had been compounded by rapid decentralisation in
the early 19905, (The ciloure was one of the factars affecting — mainly for the worse
- the way the Department managed its aumeraus information products —an
aspect of its work examined by a conaultancy project in 19%3.] A Senior
Managerment Review Team addressed some of the issues; ics report called for better
handling of matters cutting across Command and management-unit boundaries
and for better team working.

By che dme the study had reached its final stage, there was pood evidence of
positdve, if gradual. changes in the culture, which favour better use of information

resources and better management of informadon products. Exchange of
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information across boundaries has hecome easier; library and information services
have a higher prafile in the Information Management and Technology division
establisled in 1996; and there appears 0 be grearer willingness to take a long-term
and strategic view of projects involving the use of inlormation, The declire of
traditional civil zervice attitudes has been hascened by che recruitment of people
with a variery of backgrounds 10 work in the areas with which che research has

Deen concerne:d,

The Landon Chamber of Commerce and Industry. During the period of this study,
the organisation has been moving cowards a high level of professionalism. and a
pro-actve rather than re-active echos [see Vol 2, ppl78-173) 1ts human resources
policy iz directed towards professional management, a ‘selicnucal approach to
work', planned rraining, and sound personnel procedures. [k now emphasises inter-
ream exchanges, seeks to end sharp furctional divisions in favour of a ‘process’
crienTalion, aod ams fo take an organization-wide view of using information and

inforimation echpology ro meet organisational objecrives.

The Tate Gallery. Here too there have been significant changes in instirurional
culture over the periced [see Vol. 2, pp322-323). The Gallery hias adopted a mone
‘commercial’ appecach in the face of reduced public subvention and an
increasingly competitive environment for cultural insticutions. Pacely under the
impact of these changes in its environment. it has come boe assign a high value ro
inlormation as a means of supporting change, both in e Management of its affairs
and in reaching che widest possible audicoce for its work. The movement in chis
direction has brought more awareness of the interacticn hatl is essential between
the possessors of differenc kinds of knowledge and skilE if inforination 1s to be fully
used, a greater understanding of incerdisciplinary teamwork, and some dissipation

of traditional hierarchies of knowledge.

Folicy change

ActionAid. Owver the period of the study, Actiondid’s strategy has moved towards
the premise that "poverty is not inevitable’ and that it is a result of 'choices that
are made about how o organise socieries’ (see Vol. 2, pp11-12) It therefore cannot
be overcome Lo 4 sustainable way by addressing ooly irs visible symmproms, but must
be addressed in terms of auses which lie in the institucions of states, the market,
and sodety, which operate in various ways to maintain and exacerbate inegquality

and injustice, [ts policies in consequence now place a stronger emphasis on its role
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of advocacy and influencing the institutions and individuals who have the power
12 bring about changes, and they in turn have an effect on the content of iz
information products, for supparters, for the bodies it seeks o influence, and for

the media.

The Department of Trade and ndustry, The change of government in 1997 led roa
much stronger emphasis on the presentation of imformation to the outside world,
with a keen interest being taken in it at the highest level (particularly ducing che

incumbency of the second President),

Change in size or scale of operation

The Tate Galtery, AT the start of the caze study the Gallerr was embarking on a
period of rapid expansion which it describes as 'the most significant mansformacion
in irs history' [zee Vol, 2, pA14], with a great huilding programme for the Tate
Gallery of Modern Art at Bankside, supparted by millennium funding: and
accompanying new ieeds for educatdon and ourreach, interpretation, high quality
dizplays, touring and other collaborations, ‘all backed up by outstanding
information services and research’ (Forward Plan for 1593). The effect has been (o
concentrate thinking as never before on the need to manage information, and this
hasz heen a stimulus tossards invesiment in the Gallery's innevacive web site and a

new collections manageiient sysLec

The Cachrane Collaboration and the WHS Centre for Reviews and Dissemination.
The two newest organisations among the case studies have both been growing,
learning and desveloping rapidly during che period of the research. While their
direcricon and policies are uichanged, there has been much improvernent and
advance i theit products and how they are managed.

With the rapid expangion of the Cochrane Collabaration, the main information
product (The Cochrune Library) has become prunarily the responsibility of the
Collaboration rather than of the founding organisation. UK Cochrane Centre. The
responsibilities of the Coclirmne Centies in various councries have changed, to
COMCEntTate on supporbng the people whe contrilyite o reviews in warious ways.
There has been change also in distribution arrangements; Update Software [the
company which degigned the original dacabase and remains responsible [of its
sucoessor, The Cechnane Librory] now acts as publisher far the Collaboration (see Yol.
2, pp94-95), implementing pricing and distribution policdes established by it.



Chapter & Change and development tn e powrse af he tesdarch

Cver the period of the study, the NHS Centre for Beviews and Dissermination [as
prooressed further with the incegraton of inlommation professionals and
information resource management inko its core acuvities. I1s information products
have also besn fully integracad into the review and dissenunstion pracess which it
has developed. They are peer reviewed; there is rigoreus pre and pose-publication
evaluaton of their effectiveness; the Centre supports an information design
approach to peoducts for consumers; and it engages in pioneering research on the

dissemination of information products,

Change at the top

In a numher of the cagestudy organisarions the arrival of a new head during the
peried] of the study browght changes i divection reflacting his own background

and interest,

Morwich Uniar. At Morwich Union, a new Chief Executive, wirh an actuarial
backaround, rook office at abour the same dme as the changeover to ple status, His
influence has been in the direcrion of grearer emphasis on brand valve anmd on long-
term strategic objecrives, with some consequent effects on mformation products
and their management (see Vol X, p234).

Another change likely to have sipnificant efec1s took place ag che case study
was being finalised: a new Group Human Besources Director was SPONSaring

projects on intranst soacegy and on knowledge management [see Yol 2, p231)

City University. At the start of the study, City Universicy showed little evidence of
a top-level scrategy for achieving its ehjectives (see Vol. 2, p3a). By the end, a new
Vice- Chancellor had recently been instatled, and with his interest and
SnSolragement a corporate strategy for the University was under discussion, &
draft inforimation stratery had been circulated and was being revised, and a
strategy for the University™s web site had been acoepted (522 Vol. 2, p49).

The Department of Trade and Industry. The DTT expeneiced a change of
government and bwo Presidents in the course of the study [the second departed as
it was concluding|. Both were more concerned than the incumbent wnder the last
government had been with strategic management of informadon, and the second
was keeply interested i the way information was presented o the owcside world,
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Co-operative Bank. At the Bank, as mentioned earlier, a new Chief Executive
introduced changes which upgraded the department responsible for information

products and made it directly answerable to him.

Strengthened information management/strategy

A number of the case-study organisations have made changes in this direction.

The Tate Gallery. Since 1998 the objectives of the Gallery have included
implementing a ‘comprehensive information strategy covering Collection
documentation, the Gallery’s public records, and all other areas ofinformation.” At
the beginning of 1999, a new information systems strategy embracing all uses of
information was introduced (see Vol. 2, p319). It was developed by an alliance
between systems and information professionals, with long experience in the
Gallery, and represented the culmination of a long period of trying to get the
strategic role of information understood and incorporated in top management
thinking. The strategy creates a new role for head oflibrary and archive as
Corporate Information Manager, with the remit of promoting information sharing
across the Gallery.

The London Chamber of Commerce and Industry. The number and influence of
information professionals working for the Chamber has increased over the period of
the study (see Vol. 2, pl80); thanks to the initiative of a strong professional team in
its Information Centre, knowledge management has recently been accepted as a

strategic objective for Chamber.

The Department of Trade and Industry. At the start of the study, it appeared that
the importance of the Department's information resources in relation to decision-
making on information products was not fully appreciated at the highest levels,
but the bringing together ofinformation management and information technology
to form the Information Management and Technology Division has raised the profile
ofinformation management.

Experienced information professionals of high standing have played a key part
in developing a strategic approach to information over the period of the case study
(see Vol. 2, ppl66-167). A very experienced senior information manager chaired the
project board responsible for developing the Department’s intranet; and a recently
established Business Analysis Team aims to integrate the elements of information
and knowledge management, organisational culture, administrative process and

the infrastructure of new enabling technology.
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ActionAid. Informadon management in ActonAid has had its ups and downs. The
movenent during the casestudy period was generally npward {see Vol. 2, pp2o-2E).
By the end of the study, its Resource Centre had become a separate department
within the Policy Division, 2 change made with the airn of ensuring chac it shouwld
be seen as an all-agency resource rather than one solely for the Policy Division. The
Centre had alse produced a draft informaton strategy for the erganisation.

Recently inreoduced strategies for infernal communications and international
publicily alsa maply a key role for the uge of information in cheir achievement, and |
require, explicitly or implicitly, information products dicected horh oo the ourside

world and to the organtszrion itself.

Changes directly related to information products

Other changes are directly related to information products (cg changes in bow they
are myahaged. approach to design, apd changes in the technology - in particular

Chee dhevelopment of web sites and intranets),

Management of infermation products

There have been comparatively few significant changes in respensibiliny for
wanaging mformaton products in the casestudy organtsations,

Until the final stage of the Lovdon Chember of Comirerce and Industty case study, no
one had overall responsibility for the Chamber's inforimarion products, but in 1998
this became part of the remit of the Marketing Director - a significant
developiment in that the responsibilities of the job covee membership as well as
inarkeling, which are seen as the drivers of the Charmber's policy in a strongly
compehbve situation.

Changes in the management of che Tote Callery's commerceal publicallons over
the period have seen Tate Gallery Publishing Ltd {a wholly owned subsidiary takang
a stronger and more commercially ariented decision-maldng roie. Significant
changes in publishing policy have een lnitated, in particular the move of the
tollection catalogue from being a loss-maldng commercial printed product to 2 non-

commercial one in electronic form [the company provided finance to scare the

necessary digidsation programime|.
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Changes in the approach to design of information products

There are only a few instances of change in chis respect. The LOCI provides an

inreresting example,

The London Chamber of Commerce and fndustry, AL the start of the study there
was a greac deal of room for improvemnent [see Vol. 2, ppld7-188). espedially in the
products addressed to members and potential members (the Arst examiple
ancountered was distincrly funereal in appearance and inspirationally ttled Five
renses why cver 4000 campanias joir the Landan Chamber of Commerce end Industry). After
a review of all the literature addressed to membership in 1997, a brief was
prepared and put out to tender; the design group which won the comimission
produced a very professional and attractive solution in the form of a set of leaflets,
visual faatures from which are echoed in the Chamber's web site. Similar
improvernents ave been made in such internally produced ephemeral products as
Oyers aboul alming courses.

The Chamber was also the ondy casestudy organdsation which, at che scarer, was
vsing desk-top publishing quite excensively for designing and fypeserting 13 own
information products (see Vol. 2, pp191-192) - the people concerned had no design
training, and made degign and laygur decisions withour a professionally prepared
design specification, wich the resulrs chac might be expected. By the cnd of the
study, TP wag restricfed to work by a specialist operator in 2 section headed by a
Design and Print Manager, and a peofessionally designed house style had been
developed,

Marwich Unfon. The approach to design in Motwich Union has undergone a
number of changes over the period of the rescarch [see Yol, 2, pp241-2432), At the
atart, a set of ‘Interim design guidelines’, for promotion of the corpomte wdenbty in
the literature of the Group's cove businesses, toolk the form of 2 raditional detaded
house style, with grid, standards for colour and ypefaces, and placings for
standard elements. Produced by Creative Senvices {nosw the I Mapagement Teaml].
it was replaced by a smaller set of guidelines to the corporace ID - an ovendew of
Basic Elements, puidelines for constructing brochures, advertising and direct mail,
and a bricfing for writers. At end of the stady, the head of the team was working
on a quite different approach which aimed to make the originators of information
prosducts aware that che brand interprecation for each should be appropriate for

the audience and how they will use the product, and for the content {see Vol 2,
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pp242-244). The new guidelines are likely to be issued in non-traditional form,

possibly on CD-ROM, and certainly on the Group intranet and Marketing extranet.

Cochrane Collaboration. The company responsible for the main information
product of the Cochrane Collaboration had, by the end of the case study, invested
some of the funds from trading in employing staff who are responsible for managing

design and quality issues of The Cochrane Library databases (see Vol. 2, ppl01-102).

Web sites and intranets

As indicated at the beginning of this chapter, the timing of this research meant
that it gave the opportunity of observing how the process of developing web sites
and intranets affected the thinking of organisations about their management of
information and information products.

The results are intriguing. In some instances, the process has been a creative
one, like a kaleidoscope, shaking up the elements of the current situation and
producing a wholly new pattern which has the potential for significant progress. In
others, it has been absorbed to good effect into existing practice, has enriched
thinking, and is leading to creative new developments. For the organisations whose
main products were already electronic ones, it has been a matter of a taking
advantage of the potential of the technology to develop their offerings along
existing and new lines. Finally, there are examples of one organisation still
struggling to come to terms with the potential of the technology, and one where
the traditional culture seems until very recently to have stood in the way of

creative use of its web site and intranet.

City University. At City University the web site is becoming the means of bringing
stakeholders together in a way that has probably never happened before (see Vol. 2,
pp44-49). Professionals concerned with information products and presentation, in
co-operation with systems professionals, play a key role, with support from the top
level. The University’s World Wide Web Working group has membership drawn
from academics concerned with teaching and learning, administration, and
libraries. The composition of the web management group which reports to it is well
balanced between information and technology requirements. Web site
management is shared between Computing Services Department and the Academic
Registrar’s Department (to which the unit responsible for many aspects of
information products and presentation belongs). The recent institution of

consultation days for staff users has already shown its value in guiding policy
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development. The recommendations from the first consultation day formed the
basis for a proposed Web Strategy, which has recently been accepted, and given
the resources requested. Its objectives include integrating electronic and paper-
based publishing to improve efficiency and quality assurance, together with regular

monitoring of use and satisfaction, and performance criteria.

The Tate Gallery. The Gallery’s web site (see Vol. 2, pp332-335), established in 1997
(the first site by a major international gallery to allow direct access to its collection
image base and associated research) has been the key to major progress in the
strategic use of information. At the start of the study it was evident that the
potential for using valuable reference material in the collection records was not
and could not be fully exploited with the existing technology. Today the web site
supports research within the Gallery and outside, and plays a key enabling role in
creating information products. Support for its development came from top
management, but would probably not have been forthcoming for such a creative
application without long-term advocacy from people closest to Gallery’s resources
of information who appreciated the potential for reaching the widest possible
audience cost effectively and knew how to deploy this line of argument.

The process of setting up the site demonstrated effectively that there were
multiple stakeholders, and spread understanding of the importance of a high-
quality well-managed database as the foundation for a site that added value. The
experience of developing the web site has certainly helped to make possible the
recently adopted Information Systems Strategy and to bring together diverging
views about the nature of information and its applications, in contrast to earlier
attempts to develop policies and strategies for information which appeared to run

into the sand.

The Department of Trade and Industry. The DTI intranet, rather than its web site,
has been a focal point for progress (see Vol. 2, ppl64-168). (The web site, while very
large, still has to contend with problems arising from the autonomy of the units
which are responsible for their own parts of the site, and the consequent
difficulties of achieving consistent management by advice and persuasion alone - a
repeat of the situation with printed products in a new guise.)

MANDRIN, the DTI’s intranet, was successfully developed and launched during
the case study, on the basis of input from a combined team of consultants, working
to a project board chaired by an experienced senior DTI information manager. An
Intranet Strategy Management Board is now taking the project forward on a more

strategic basis. Information content is the combined responsibility of information
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and IT staff, including ex-librarians, and the Strategy Mapagement Board sees part
af its task as developing a furure rale for informaton managers which will be
Iavgely roncerned with promating information interactions ameong people. Fotenrial
for a new approach to informaton products, focused on whar people want ro do

with information in their work, is seen in this developmient.
Mexr, thers are examples of enrichment of exisbng practice.

The Co-aperative Bang. Alter an unsuccessful experiment in getring academics to
design a pilol web site {their imagination apparently did not extend beyond
transferring existing products as they stood), the Co-operative Bank used the
strengchs of the approach it had developed on prointed publications fo creace an
excellent web site [see Vol. 2, pp74-75]. It took advantage of an approach from an
innovative small company which had taken the initiative of designing some
specimen pages, and now works wicth chem in same way as it does with the
agencies it uses for pripted products. The site won the 1993 Financial Tiies
Business Website of the year award, Internal management of site content 15 te
responsibility of o marketing staff member, who acts as an active interface between
bank and company, with which she 15 in daily comnuepication.

The expericnce of developing the site has brought changes in ways of thinking
about the relatiye roles of printed products and the web ag vehicles for informadon.
There is now what is described as a 'whole new approach to content’, taking
advantage of the facility the web provides for creating Links 1o other existing
material, instead of repeatng it in 2 number of individual contexts. At present che
gite offers full text of some key docurnents, key sections of others; other material
complamentary o print on paper. The next step s envisaged as looking at how
printed and web versions of information products can complement one another, to
meet the variows needs of nsers.

Io a characteristic and creative use of the new medium in conjuiction with
print, the Bank recently sponsored a student information design competitdon via
its web site, in cooperadon wich the Roval College of Peychiacises. The objective is
ta influence apinion formers in e media 1o change cheir atitudes around mental
health, The broef provided by the College reguires students te create a printed
information product, based on text from a lecsure by a peycluatriscs, The winner (5
will work with the Bank's lgngstanding design consultants te carry their eniry
into production.
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The Londan Chamber of Commerse and lndustry. The Chamber set up its web site
towards the end of the case study period (see Val. 2, p189]; by that time it was able
tor Lake advantage of the advances it had made in mansging its printed products,

and o creare a well srewctured informative site, with easy navigation and acoess Lo

content, visually finked o its princed membership literature.

The Cochrane Callaboration and the NHS CRD, In the case of organizarions whose
main products were already electronic ones. the internet bas been accepted as a
lerical extension of the ways in which they make their preducts accessible. The
Cachrane Coilabaration site {see Vol. I, pp97-94) gives access to all the major
information products, with facilities for downloading and printing. The NHS Centre
Jor Bevisws gnd Dissemination offers a well structured site (see Vol 2, pp215-217),
srrong on conceptual links and navigation, which takes forward ics well developed

approach co ics exisfing information produces, boch in databace and printed form.

Catastraam internatianal. Ar the close of the study the company was completely
reworking its public web site, brosdening its seope to reflect a new organisationad
sreucture. i has had an intranet, managed by its Buginess Inrelligence unic, since
19306, wihich covers Datastoeam's own products, its coapetiters, and sorategy; and

is developing an extranet as part of the revised web site.

Finally, there are two exceprions 1o the general crend.

Actiondid. "1"11-5-: charity developed both its web sice and ity incranet during the
period of the case study [see Vol 2, pp24-25), Both are managed by the department
which has the major responsibilicy for printed publications. The web site so L
presents a contrase with che charity's well wricten and desioned printed products
for the outside world. [t gives che impression of not as yet having had much in the
way of human, fimancial oF cime fesourced invested in ic. (Tt seems that initially
there was no one with hands-on responsibility in house, and char an in-house editor
who iz only now developing the necessary rechnical skills, has been in post only
since 1998). The sice is not well structured; it is not clear who it is inrended for,
text tends to be wordy and carelessly input, with a number of literals which have
eacaped proof reading and there are lengthy pleces of seralling copy which have
evidently not been designed [or onscreen reading. Theee is a5 vet no policy for the
web site which defines its objectives, and no stakceholder management group;
howewver at the end of this study there was a view within the organisation that it
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should have a manager responsible for concent, guided by an international

stakelholder proup, and Lliassing wily designers and authors of web pages.

Marwich Uinign. For Morwich Union, setting up a welr site and ap intranet had.
until a very late stage of the research, apparently not been much of a learning
erperience [iee Vol. 2, pp236-235). The Group’s competitive echos, combined wilh
the tradirional autonomy of e individual husinesses, and perhaps with the lack of
any concept of strategic use of informatien, seemed o have resulied in a web site
and an intranet with no discernible strategy and no pverall management strucoure.

Development of the intranet was cechnology-led — 2 necessicy in thar 0 was
done in the conrexr of 2 major project for upgrading and standardising tae
Eeebinology in use througliour o business, but the creation of a robust
infrastruciure was not accompanied by any poelicy on concent. The intranet grew
rapidby, but in a somewhat haphazard way, with individual departments and
sections setdng up their own area and making their own decisions on content.
There was na policy for development, ne stakeholder group, noe Managenent
structure. Howsver, in March 1999 3 high-level strategy was agresd, and derajls of
priaricies were to he announced in midapaar,

Bespansihilicy for weh site develapmenr and maincenance remains with the
Group Interner Services deparrment. There i3 apparently no overall content
management, although named individuals, mainly in Marketing deparrinents, are
responsible for the content of spedfic pages. While thers hiag been a pecent move
towards making the site more of a vehicle for commercial transactions and less of
an information source, thers is as vet no formulated policy about the balance of

content, or about che relation begween elecronic and printed produocts,

Summary

Change is an essential and vital feature of organisations, Spreading the ressarch
over five years was valuable in chae it allowed following the changes in the cage

study organizacions that copk place aver time.

Changes with an indirect effect an information products

A variety of changes with indivect effects on information produccs took place in
the organisations. One converted from mutual to ple status, another was the
subject of & merper. In most, there were structural changes reflecting changes

in che external and internal context of thelr work and consequent policy
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changes, which affected the approach to information products. The general
effect has been to raise the profile of information products, bring them closer to
policy-making centre, or counterbalance the autonomy of individual
departments or divisions. In some instances structural change has increased the
influence of information professionals on communication in general and on
information products in particular.

Marked cultural changes occurred over the period in some of the
organisations, generally in the direction oflowering barriers to information
exchange, more cross-functional teams, better use of information resources and
better management of information products, and fuller understanding
(sometimes under the impact of a competitive environment) of the value of
information.

Growth in the scale of operations has been a feature of two youngest
organisations - both founded in the early 90s., and this has brought improved
efficiency in managing and distributing the information products which are
their raison d’etre.

A new person at the top has led to changes in some of the organisations,
which reflect the new incumbent’s background and interests and have affected
information products quite fundamentally; they include greater emphasis on
information strategy, communication and knowledge management, and
bringing a department responsible for information products under the direct
aegis of the Chief Executive.

Information management has been strengthened in many of the
organisations, leading to moves towards information strategy, and increased
numbers of information professionals, having a stronger influence on policy

making that has an impact on such information products as intranets.

Changes directly related to information products

It is interesting to note that comparatively few significant changes have taken
place in either direct responsibility for managing information products or
approaches to their design. This suggests that changes in the organisational
context which affect management perceptions of the role of information

products are probably of more importance in bringing about positive change.
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Web sites and intranets

The fiming of the research coincided wich incensive developoent of web sites and
intranets in all the case-study organisarions; chis in turn has had a strong, and
somerimes unexpectedly positve effect, on the thinking of some of them about the
management of informaton and information products. In some instances, che
process has led to a changed approach to previously incractable pegacive elemencs
in organisational culture, and 1o a pew patcern with potential for significant
progress, bringing together stakebielders b1 the whale range of informatbon
products in new and productive ways, In another. however, the longscanding
federal culture appeared until oeacly the end of the pericd to be too strong to
penmnit this kind of progress.

In other organisadions, web technology has been taken easily indo existing good
practice, and is leading to new developments which foed back ute thinking about
the whaole range of products. Organisations whose main products were already
elecoronic enes seem o have found oo difficuloy in using web technology to
develop their offecings along existing lines, with additional facilities..

Choly ame organisation, probably because of lack of suirably qualified peaple. had
nat succesded by the end of the period in producing 2 web sice of acceprable

qualicr, despite having cxcellent printed prodiists,

Reference
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Can we establish a value for information products?

Intreduction

[t was the inrencion from che start of the research to complement the main case
studies wich a furcher scage, which would vse a different methodology, wich the
peneral alin of investgariog e value effects - positive or negative - of information
products on the organisations which coeate tien, As describad in Chaprer 2, the
opportunicy arose for an experimental applicadon of a metodology devized by

) MeFherson [1994] - the Integraced Value Manager {IVM™) - in one of the casestudy
orgamsations, Korwich Union.

It should be made clear that this application of the [V had to be on a modest
scale - though it was as rigorous as possible in the clrcumstances! - because it was
not 2 high-priority project from the point of view of Norwich [Inion. None the less,
it provided vseful insights, and some relevant findings.

The purpose of this chaprer is to present the key findings. with as much
background a3 i necessary to provide a context for them, and to reflect on teir
relation to certain relevant factors from the fivse-smage case study of Norwich Union,
which have been discussed in the earlier chaprers of Part 3.

The information audit and the application of the I¥YM

The aim of the project was to try to establish the value which a spedific Nerwich
Union investrnent praducr (the Rigentenary Bond) , and the information products

associaced with it%, contributed to the business. It involved two phases:

EE TR TR Y — T T ERENERENE RN R RSN RO RROY - mimEe———

1 Bee Chapter 2 for a discussion of the methodology, and che case study in
Volume 2 {pp253-313) for a detailed aceoiint of the application and an evaluation of
the use of the IVM in this project.

2z The associated information products are both internal (Model of the product
development process, and Marketing actheity advice, addressed bo sales consultants,
covering details of the product, competitor analysis, sales aids, imecable, etc}, and
external {leaflets and application forms for customers, literature for
intermediames).
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1 Finding out how information and knowledge contributed to creating the Bond
and its associated information products by means of an ‘information audit’. The
audit (a rather unusual application of the method, but a useful one) was carried
out by interviews with a cross-section of people involved in various ways in the
development of the Bond (the manager and two members of the team, together
with five sales consultants), who completed a questionnaire3 during the
interview.

2 Using the output from the audit as input to the IVM.

The specific aim of applying the IVM was to assess:

a The value the Bond had contributed to Norwich Union in terms of money,
achievement of Group goals, reputation, etc.

b The proportion of that value which came from applying information and
knowledge.

¢ The proportion of the value of the Bond which was contributed by its associated

information products.

In the event, because of limitations on the amount of financial information
which Norwich Union was able to provide for the study, it was possible to create no
more than a minimal financial model, sufficient for demonstration of the cost-
effectiveness aspects of the methodology, but not for definitive answers on these
points. Useful results were gained, however, about the value contributions of
information and knowledge, and about the potentially critical effect of the

associated information products.

The information audit

The questions on which respondents were asked to make ajudgment related to:
1 Categories ofinformation

2 Information interactions among people

which had been identified, in discussion with the manager responsible for

developing the Bond, as essential to the process.

3 See Appendix 1 to the case study in Volume 2 for the questionnaire
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The categories of information were:

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 respondents’ 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).

For each, respondents were asked to judge:
Its importance for their own work in developing the Bond

The quality of the information they received.

The interactions were those:

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.

For each interaction, respondents were asked:
How important it was for achieving the objectives of the Bond
How well it worked

How well what they received from it matched what they needed.
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All the assessments were made on a nine-point scale - the IVM uses a linguistic

measurement procedure which allows linguistic assessment to be mapped on to a
ratio scale under controlled conditions.(For a fuller description, see Appendix 2 to
the case study in Volume 2.) The assessors were required to think only in terms of
the linguistic intervals, and in practice found no difficulties with this, as they had

experience ofresponding in a similar way in other contexts.

Results from application of the IVM

Application of the IVM to the answers from the audit combined each assessor’s
judgments to give a single importance/quality reading for each category of
information, and for each kind ofinformation interaction. These conflated results,
which in themselves provided a ranking of categories and interactions, formed the
input to the next stage of the IVM application. Here, a set of ‘referent objectives’
(derived from Norwich Union’s objectives for the Bond) was used as a criterion in
establishing the value which, according to the judgment of the respondents, the
use of information contributed in support of each objective. The objectives and the

values relating to them are shown in Table 9.1.

Table 9.1
Referent objectives and the value contributed by information

Objective Value from use1
of information
(per cent)
1 Develop Bond in alignment with NU Objectives 73 per cent

Provide HQ information to support Bond
development

2 Provide HQ information products to support 74 per cent
launch of Bond

3 Ensure HQ compliance with legal and ethical 77 per cent
standards

4 Ensure very good access to NU expertise and 71 per cent
knowledge

5 Ensure HQ intercommunications between all 63 per cent

parties concerned with Bond development;
includes provision of HQ IS/ IT systems aligned
to needs
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The sensitivity of individual categories of information and information interactions
was also identified at this stage - ie those which were most critical for achieving
value, and where improvement or reduction could add or subtract most value (as
explained in the case study in Volume 2, the determination of sensitivities results
from complicated mathematical procedures, and the outcome cannot be
influenced by the wishes or prejudices of those taking part in the exercise).

The most sensitive categories/interactions emerged as:
1 Interactions within the project team, about the associated information products
2 Information about competitors and their products

The potential market for the product

3 Compliance requirements

What do the findings allow us to say about the factors which the project

aimed to assess?

The value that the Bond has contributed

In IVM terms, cost-effectiveness analysis involves obtaining the combined value of
the financial and intangible components ofvalue (for detailed explanation, see the
case study in Volume 2). As explained earlier, there were limitations on the amount
of financial information which Norwich Union was able to provide for the study,
and these made it possible to create only a minimal financial model, sufficient for
little more than a demonstration of how the IVM can be used for cost-effectiveness
analysis, and an indication for this application, of the proportional contribution to

cost-effectiveness of intangible inputs compared to monetary ones.

The proportion of that value which came from applying knowledge and

information

The limited model based on the figures provided indicated a high overall
proportion of cost-effectiveness value contributed by intangible inputs: 0.89, as
against a monetary one of 0.53.

On the responses of the participants, information contributes a high percentage
to the value achieved in meeting the Bond objectives, ranging from 63 per cent on
intercommunications within the team (including IS/IT support) to 77 per cent on
compliance with legal and ethical standards. The figure for providing information

products to support the launch is 74 per cent.
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Interactions within the project team about the information products associated
with the Bond proved to be the most sensitive of the information categories and
information interactions considered. In other words, they are the most critical for
achieving value; improvement could add most to value, reduction in quality do
most damage. (An observation by the participant responsible for the production,
design and distribution of product literature is interesting, and possibly disturbing,
in this context: while completing the questionnaire he remarked that the
information categories were of more significance than the interactions in his work
on the Bond.) Competitor and market information come next, though they are

much less sensitive.

The proportion of the value of the Bond contributed by its associated

information products

It is self-evident that without information products, not much information would
get around, either among those developing the Bond, or between them and the
outside world of intermediaries and the customers to whom they aim to sell it.
Information products are the essential vehicles for the process.

While in this case, for reasons explained earlier (see p220) it is not possible to
show the proportion which they contributed to the value of the Bond, they are
ranked high in the conflated results on importance/quality; the objective of
providing information products isjudged to be well supported by information (it
comes second, with 74 per cent); and interactions within the project team about
information products are the most sensitive of all categories/interactions.

It can certainly be said that the results indicate a high contribution of
knowledge and information to development of the investment product considered,
and that they point to certain kinds of knowledge and information, and certain
information interactions which appear to be particularly significant for enhancing
value.

There is something of a question mark over information interactions between
the project team on the one hand and sales consultants and intermediaries on the
other. The project team tended to give a low rank to the importance of these
exchanges, while the sales consultants saw their own interactions with
intermediaries as more important than those with the project team - which
probably reflects the nature of their work. (It may also be significant that, on the
advice of the project manager, sales consultants were not asked to respond to the

full questionnaire, but only to questions about these interactions.)
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How these findings relate to those fram the first-stage case study

The importance which people responsible for developing tie Bond attached to
) various catemories of information and o inberactions over indormation, and the
contribution which information was found oo make to the value of che product,
suggest thar the Group would Denefit from investment in strategic management of
ils inlormartion resources. The firststage case study, however, rovealed no
indication that it had ever considered information as an intangible asset meriting
strategic management [Chapter 6, p154]. In the other hand, it might be argued
from the managenwent side tuar they were doing well enough in wsing information
without investing in information management to make such investmment an
UNNeCes5ary expense.
) Again, the findings from the VM applicatdon point to the importance of ready
access o a Tange of information, enhindered by boundaries between fanctions and
businesses within the Group ["Who knows what in Morwich Union’ information,
and interactions berween the project ream and managers af information resources
elzewhere in Morwich Tpion, foc instapece, were both ranked highly by respondents
[ Che questionnaice), But the Andings from che Grsistage case study sugeest thar
... fragmentation and a degree of restrictior of access is the order of the day
with regard ta the respurces of content and contextual informatien on which
infarmation products — in particular those associated with insurance and

investment products - d&p&ﬂd.' [Chapter &, 2159

This trend seems even to be intensifisd in the Geoupr's current progress towards
transferring Information b its intranel. 10 was observed [Chaprer &, pl163) thac there
is an acknowledged need to keep the droulation of competitor information B0 3
defined and limited audience wirhin each individual business, from considerations
of commercial confidentialicy, Given that compatitor information was the category
that emerged ag the second most sensitive (ie wich che greatest potential for
adding or subtracting walue) from the [VM analysis. the nature of the restriction
' wertiled appeai to mecit some critical reexamination. It is oo be hoped that it may

receive it as the recencly introduced intranet strategy is developed.

Referencze

McPherson, P F [1954)
“Accountng for the value of informabon’
Aslil Proceedings, 46 {9, 203-115
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10
The significance of the findings

Introduction

It is now time to draw together the key points from the case-study findings which
have been discussed in Part 3, in order to identify those features from the practice
of the organisations which, singly or in combination, are likely to affect the
contribution which their information products make to achieving organisational

objectives.

A fundamental distinction

The reader of Chapters 5 -8 will have observed how often a distinction is made
between the practice of those organisations which exist to create and deliver
information products, and those whose information products support other
products and/or services which constitute the core of their business.

Where survival and success depend clearly on delivering an information
product that satisfies the needs of the recipients, there is little to impede
management’s understanding of the importance of the knowledge that goes into
the product; of the range of information resources needed to support it; of
professionalism in their management; of monitoring the effectiveness of the
product and learning from experience; and of co-operation among the stakeholders.
In such organisations, a strategy for acquiring and managing the information that
goes into the products, and for managing their creation, production and
distribution, has to form a major element within the overall corporate strategy.

The three organisations in this category - the Cochrane Collaboration, the NHS
Centre for Reviews and Dissemination, and Datastream International - give
evidence of such understanding, and, explicitly or implicitly, information strategy
forms a core component of their corporate strategy.

Where other products and/or services are the main offering, and information
products have a support function, general managers are less likely to think in
terms of a strategic connection between the products/services offered, the
supporting information products, and the use of information. As we have seen,
tradition, structure and culture may operate against the development of such

ideas; on the other hand the influence of staff with a professional stake in
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information may come to prevail over tradition and move organisations closer to

acting on them.

Key points about the products

There are two significant points to note about the information products themselves.
The first relates to the distinction between those addressed to the organisations’
outside world and those for in-house use; the second to the shift in medium from

print towards electronic.

External and internal audiences

As observed in Chapter 5, all the case-study organisations set great store by the
information products which they address to their outside world; to varying
extents, they make efforts to know the audience, set standards for quality, call on
professional skills for writing and design, and make various attempts to assess the
effectiveness of the end product.

Not all them, however, devote the same care to the products destined for their
own staff, particularly those which are meant to convey in-depth information on
policy issues, or to give procedural instruction and guidance. While ‘corporate
communications’ products, such as staff newspapers, are the subject of the
occasional reader survey, those which carry information which is more critical for
the actual work of staff are often the ones where least consideration seems to be
given to the mental and visual comfort of users. In some cases the organisations
which show so little regard for their own employees’ mental digestive powers
invest a great deal of effort in their products for external audiences. The argument,
if the organisations are aware of the distinction, may be an economic one -
resources do not permit the same attention to internal products, and therefore
employees must accept the higher costs of effort to understand what is offered as
part of the job. If that is the case, it is a rather thin argument, for the costs still fall
on the organisation in terms of the effectiveness and satisfaction of those who work

for it.

From print on paper to print + electronic, or print replaced by electronic

The other significant feature about the products is the change in medium over the
period. As discussed in Chapter 5, with the exception of the organisations whose

main business consisted of database-type information products, print on paper was
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the standard medium for information products at the start of the research, while

by

the end, all the case study organisations had substantial web sites and either

had or were developing intranets.

tec

Ofmore interest than the mere fact of the rapid adoption of web interface

hnology is how organisations have set about it, and the effects it has had on

their thinking about information and information products. Here, as discussed in

Chapter 8, there are important differences in approach, which appear to be

primarily related to two factors:

Organisational structure and culture - which can operate for or against
productive use

The existence and position in the organisation of an alliance of professionals
concerned with information content and IS/IT - which can counteract negative

influences of structure and culture.

Four main patterns of the process of developing web sites and intranets emerge

from the case studies:

1

2

(229]

The process supports a break with tradition, bringing together stakeholders
previously separated by organisational structure and culture, and leading to
new attitudes to information resources and information products. Web site and
intranet are seen effectively as ‘meta-information products’ which have
potential for new kinds of information products, new forms of presentation, and
integrated management of print and electronic products. The organisations
where this is happening are those (the Department of Trade and Industry, the
Tate Gallery, City University) in which some kind of alliance exists among
information professionals, such as librarians, systems experts and those
concerned with information products, who combine long experience and good
standing, with a strategic overview of the significance of information for the
organisation.

The process is absorbed into existing practice, enriches thinking, and leads to
creative new developments along the lines described above. The main example
here is probably the Co-operative Bank, whose open culture, flat hierarchy, and
strength in building alliances with outside professionals to create high-quality
information products seem to have given it a strong creative model for its
approach to developing its web site. Interestingly, this has taken place without
the benefit of any professional information managers, and through an in-
house/outside relationship with an innovative company which supplies the

technical expertise.
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3

Where the main products were already electronic, the potential of the
technology is used creatively to develop products along existing and new lines.
There are interesting differences between, on the one hand, the two non-
commercial organisations (the Cochrane Collaboration and the NHS Centre for
Reviews and Dissemination), which have concentrated on developing web sites
which take their existing electronic products forward and add diversity of
access, and do not as yet find the need for intranets; and on the other
Datastream International, which has an excellent intranet, set up in 1996, and
is currently reworking its web site to reflect a new organisational structure.
The technology is adopted, but the organisation has difficulty in taking
advantage ofit. Here, there are two variants. In one organisation (ActionAid)
weakness on the side of the technology, combined with a possible lack of
resources for managing the information content and presentation aspects has
still to be overcome, and the web site as yet fails to match the quality of its
printed products for the outside world. In another (Norwich Union), a
combination of traditional autonomy of individual businesses, territorial
guarding of commercially sensitive information, a strong initial concentration
on developing the IT and systems infrastructure, and lack of any overall policy
for the web site or intranet, appeared until the very end of the case study
(when a top-level intranet strategy was agreed on) to be standing in the way of
their productive use, even in the face of a top-level commitment to knowledge

sharing.

These observations seem to bear out Tiamiyu’s (1993) reflection: ‘In the interplay

of these technology-driven forces and the flexibility of the human mind to dream

up

new ideas for viable information products lie the opportunities for innovators.’

The place of information products in organisational strategy

The main answers which emerge from the case studies are that:
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The place of information products in corporate strategy is seldom explicitly
articulated - except in those organisations which are in business to supply
information products.

There are no examples among the case-study organisations of an information
strategy which embodies a strategy for information products, but several are
moving in that direction. The proposal for a web site strategy for City University
suggested that it should be seen as part of the University’s overall strategy, in

the context of information and marketing strategies when these are developed.
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The DTI now has an Intranet Strategy Management Board (which may make
progress while problems of printed products still await solution); the Tate
Gallery is developing an information systems/information strategy which could
well come to accommodate information products, and the London Chamber of
Commerce and Industry is launched on the same path; and ActionAid is on the
way to defining a strategic role for information products under the banner ofa
communications strategy.

e The other case-study organisations are ranged along a continuum that extends
from a fragmentary strategic role for information products (for example, a
requirement that proposals for products should be supported by a business case
linking them to specific organisational objectives; no formal standards other
than obligatory style stipulations for the corporate ID and guidance which is
advisoiy only; no cross-functional forum for stakeholders) to one which, while

clearly understood, is still implicit.

The effects of structure and culture

As discussed in Chapter 6, federal structure and the territorial culture that tends
to accompany it, place powerful obstacles in the way of an overall strategy for
information products, derived from corporate strategy. Responsibility for
information products is likely to be fragmented and distributed; the rights of
originating departments to take their own decisions may be jealously guarded; and
units with the remit of providing professional services and advice tend to lack

authority vis a vis originators of products.

Influential people

The influence exerted by information managers and systems managers towards
organisational information strategy with the potential for covering information
products has been mentioned above. Managers responsible for marketing and
communications (as in ActionAid) can have a comparable effect, and changes at the
top of the organisation which bring in people who take a closer interest in
information than did their predecessors (as at the Co-operative Bank and City

University) can move the organisation in the same direction.
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Mysteries

Finally, in this connection, there remain the interesting cases of organisations
which have an active strategic approach to their information products, but seem to
feel no necessity for managing information as a strategic resource critical to the
success both of their main products and the supporting information products. Both
Norwich Union and the Co-operative Bank can be considered as examples, which is
intriguing, because, as the case studies of both make clear, in developing high-
quality information products they actually draw rather successfully on appropriate
information resources of the kind discussed in the next section. The second-stage
case study of Norwich Union in particular, which records an application of the
Integrated Value Manager methodology, suggests the high proportion of the value
of an investment product and its associated information products which was

created by the use of knowledge and information.

Possession and use of key information resources

Eight kinds of information resource were identified in Chapter 6 as essential for the

development of successful information products which contribute to achieving

organisational objectives. They were those which keep the organisation’s

knowledge current in relation to:

1 The audience for its offerings

2 Appropriate content for the information products, and the context in which the
organisation operates

3 The response of target markets to past and current products and the lessons to

be learned

The organisation’s own products, including its information products

Competitors and their products

Its own objectives, policies, activities (present and past)

Suppliers of appropriate skills and services

L N O 1 b

Relevant developments in technologies for presenting and delivering

information products.

It is fair to say that all the case-study organisations show awareness, to varying
degrees, of the importance of these resources. The quality of resources, and
effectiveness of their management, however, varies considerably. As has become
evident from the discussion of the findings, those organisations whose information

products are their main offering to their market have the greatest awareness and
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fewest problems - which is hardly surprising, because were it otherwise they

would not long keep in business.

The audience

At the time when the study began, many organisations (the LCCI, the Tate Gallery,
and the DTI, for example) had problems in getting at essential information about
actual and potential audiences for their information products. They arose typically
from elderly technology acquired for handling simple transactions, inappropriate
for managing the kind of information required to support information product
development, and often managed by people who did not understand those
requirements. The technical difficulties are now being overcome, and the emphasis
is shifting to thinking about asking the right questions and applying the
knowledge gained from the answers to them. The problems caused by structure
and culture may well persist, and, for the time being at least, prevent some
organisations from getting full value out of the much improved technology in

which they have invested.

Content and context

Resources of information relevant to the content which organisations need to
access for incorporation in their information products, and to the context in which
the products - particularly those addressed to the outside world - will have to
make their way, are those which are most usually professionally managed by
libraries, information services, resource centres or business intelligence units in
organisations.

As we have seen, there is considerable variation among the case-study
organisations in this respect. In some, especially the Cochrane Collaboration and
the NHS Centre for Reviews and Dissemination, these resources are so critical that
a large investment is made in their management, and information professionals
have an acknowledged key role in creating the products. In others the relevant
resources are fragmented and distributed around the organisation, some
professionally managed and others not (as in ActionAid, for example), and means
are lacking to make those who should have access to them aware of the totality of
what is available. In others again, while resources exist in various parts of the
organisation there appears to be no top-level conception of the need to manage
them in order to exploit them fully (for example, the Co-operative Bank and

Norwich Union). Access to certain resources may actually be limited as a matter of
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confidentiality policy, as in the Norwich Union intranet. And there may not be full
awareness of need for context information (this is suggested by the findings from

the second-stage case study in Norwich Union, for example).

Market response

Whether information about the response of the target market to the products
exists as a useful resource depends on the policy, if any, which organisations adopt
for pre- and post-publication testing and for monitoring and evaluation of their
effectiveness - see below, p225. It would seem reasonable to combine this kind of
information, and the lessons to be learned from it, with the next essential resource
- information about the organisation’s own products, but no examples of that have

been found.

The organisation's own products (including its information products)

While some of the organisations studied have taken serious steps to put together
and manage this resource, it is unlikely that all of them are as yet getting full
value from this kind of information. The DTI is unusual in this respect. When a
consultancy study ofits publishing processes in 1993 revealed that costly chaos
reigned over most of them, particularly storage and distribution, the Department
took effective action to build up a database of all its publications, and to bring their
recording and distribution under control. ActionAid now has it as part ofits
communications policy to develop such a resource. While it would appear feasible
and useful to incorporate information about the response to products into any
database of information about the organisation’s own products, none of the case-

study organisations have taken this step.

Competitors and their products

Under this heading comes information not only about direct competitors, but also
about potential partners and collaborators (and competitors can sometimes be
that), external stakeholders, and related organisations where boundaries need to be
delineated.

Here, only those organisations which have information products as their main
offering seem to have full awareness of need for such information. Others (for
example ActionAid) have it as a policy target, but it is not yet in operation. The

Tate Gallery should solve it soon through the combination ofa unified contact list
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and tie activities ofits Corporate Information Manager. In contrast, Norwich
Union, while keenly aware of the importance of information about the
competition, may be in some danger of not using it to the full, because of

restrictions on access.

The organisation's objectives, policies and activities

All the case-study organisations recognise that they need a resource of information
about their goals, policies, procedures, and present and past actions (though one -
which sells information products - does not appear to have a formulation of its
objectives).

Those which are moving towards developing it are doing so in various ways: the
Co-operative Bank and the Tate Gallery through their web sites and intranets;
ActionAid via an internal communications strategy; DTI, very successfully, through
its intranet. It is not clear whether such a resource as yet exists for City University;
at Norwich Union, some essential procedural information currently resides, in a
somewhat disorganised state with few clues to finding it, under the misleading
title o f‘Quick Reference Library’ on the mainframe. In both these cases, the
intranet would seem the logical place and this is appears to be the direction in

which Norwich Union is moving.

Suppliers

Those organisations that need information on suppliers of specialist skills and

services, such as design groups, writers, typesetters and printers, both possess it
and manage it. The problem lies in making sure that such resources are used in
federal organisations where individual departments, businesses or management

units are at liberty to make their own arrangements with suppliers of their choice.

Technology

All the case-study organisations realise the need to keep track of the relevant
technology in all fields, including those which are significant for supporting
information products. At the start of the research, there were some that suffered
either from inappropriate applications, or from people in charge of the technology
who did not appreciate the requirements, or both. By the end, their situation had
improved in both respects, and others, already aware of the essentials at the start,

were moving forward with increased confidence and fuller knowledge.
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How the products are managed
Responsibility and decision making

Of the organisations where information products are the main offering, there is
collegial decision making in the Cochrane Collaboration and the NHS Centre for
Reviews and Dissemination - an essential for the quality of the products which
they aim to offer; in Datastream International, responsibilities are clearly
distributed and the level of interaction among those responsible is appropriate for
maintaining the quality of the products.

Improvements in general management seem to be responsible for progress in
allocating responsibility and decision making on information products, as in
ActionAid and the London Chamber of Commerce and Industry.

Federal organisations are now seeking to deal with the problems created by
local autonomy in this respect . Both DTI and City University were, towards the
end of the study, moving towards forums which should allow more interaction in
managing the products - the one through its intranet strategy, the other via a
World Wide Web Working Group; while in Norwich Union a Marketing Steering
Group provides a potential forum for printed products, though as yet there is
nothing similar for the web site and an intranet strategy was agreed only at the
very end of the case-study period.

In the Co-operative Bank, the main step forward is probably the recent further
development of cross-functional project teams who enjoy a lot of authority for the
products they work on, which makes for efficient management, expeditious

production, and highly effective products such as the Partnership Reports.

Specialist skills

The trend over time in most of the case-study organisations has been towards
buying in from outside, while retaining a small core of specialist knowledge in-
house - which probably represents recognition of how critical this kind of
knowledge is. In those where quite large in-house design teams used to exist, as in
Norwich Union, they have been replaced by a professional core with an advisory
and quality-control role.

Organisations such as the DTI and the London Chamber of Commerce and
Industry, where amateur DIY in the use of desk-top publishing used to exist, are
today less permissive towards it (web page design, the equivalent ego-trip for

today’s amateurs, has unfortunately not yet been brought under similar control).
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There are interesting differences i what are recognised as essential specialist
sldlls. Given that almaost all organisadons now pul out neacly all gypographic design
and much wriring and editing, it is surprising that bricfing outside contractors is
=0 little appreciated as a task requiring specialisc skili; che Co-operative Bank 15
exceptional in irs understanding of this, and the gquality of the products is in part a
tribute ro invesrment in building [ong-term insidefoutside relationships.

Actionaid is unyswal in ingizting on xeeping all its writing and design in-howse;
it does 50 on the grounds that the sigaificance and sensitivity of the content of its
informaton products demands that che specialists who create them should have
inside knowledge of the organisation; it is also unusual in having this agpect of 103
work externally audited {and finding it costeffective).

There are some interesting diffecences among rhe erganisations where
information products are the main offering. The Cochrane Collaboration pays maore
attention now than formerly to editing, to the presentation of the marevials which
support the creators of reviews, and to visual design of the maip product, The
Cockrane Library. The NHS Centre for Beviews and Dissemination makes a large
investment in writing skills and has thorough procedures for ensuring that
products are appropriate for cthe intended audiences; it uses both peer reviewing
and verdng by the Plain English Campaign for products for patients; on the orher
hand, it devotes rather less attention to tie ypography of the printed products,
Datastream International has a strong in-howse team for coeating the range of
products designed to support users of the databascs - all of whom are designated

a4 information designers,

Testing, monitoring, evaluatian

The mast consistent work in this area is done by the organisations whose
information produces ave their caison d'ecre, The management of The Cochrane
Library seeks a lor of feedback about the product from users, and the Cochrane
Collaburation conbnuously menitors the quality of reviews and encourages external
evaluation of thein as wiell, The NH3 Centre for Reviews and Trissemination —
approprately in view of its disseminaton remit - 15 outstanding in commissioning
evaluations of ics products and in having an intensive pre-publication review
process; it also supports research on the creation of information materials designed
co present research findings to consumers, Datastream International’s approach 1=
via meering vsers of customer documentation in their working environment; it also
haz a customer information forun where the seaff responsible for the produces

meet those in touch with customers for feedback,
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For the rest, there are some faicly serious pieces of research on speafic products
ez ActionAid on Common Cause, the Lopdon Chamber of Commerce and [ndustry on
Business Matters, the Co-operative Bank on the fertrership Report). There is some pre-
producton research and testing for new products (for example, the Cooperative
Bank for its student account brachure, Korwich Union for certain excernal and
intermal products]. There is, hawever, no consistent pelicy or programme, and in
somne cases nothing that can really be described as testng. monitering, or
evaluaticn has taken place, although the organisations in question acknowledge
that they cught to take the matter more seriously,

Given that it is impossible to be sure whal works and pays off in this respect
without caldng steps to get reliable information, wiich can then form a resource
for future degisions, it is interesting that se little action has been Caken, Doe has o
assume, pechaps, that where organisarions do not depend on information prodlucts
for keeping in business, and especially when top management is not particulariy
information-oriented, investigation of this kind rends not ta gat serious

consideration when resources are being allocated,

Costs and walues

[t quickly became obvious when this question was rsiged with che case-study
organisalons that everybody can tell you liow budgees are established for
informaton products; few can, or wilt, tell vou how snuch chey actually spend on
them {though it is quite a large proporton of revenue budgets in those cases where
urganizations are willing to indicate a percentage): none have as yet tried to assess
value they contribute o organizadon’s asseks,

This was one of the reasons for choosing to undertake a second-stage case study
which looked ac this area in one of the organisations. While tie WM application in
Norwich TTnion was small-scale, and low-priority for the clicnt, and while for that
reasen it was nol pussible w answer all the questions about the value conmbution
of information and information products which it ained co answer, it did provide
some wseful and reliable evidence about the contibution of informacion and
knowledge to the value of an investment product and its supporting information
praoducts, and abour the high sensivivicy of interactions among the product Tesn
over the infonnation products. The lindings are cercainly enough to suggest thac it

wionld be worth while for organisations to pursue invesUgations of this sied.



Chapree 14 The sbzifcance of the ndings

Does practice have effects on achieving erganisational ocbhjectives?

It is mat posgible, from the studies made in this research, to isolate many changes
in practice directly concerned with informacdon produces which lead straight to
arcater success in achieving objectives, of the kind documented by the
Communicarion Research Tnstitute of Awstralia for instance (the 80 per cenl
reduction in ercar rares achieved at the DT by redesigning its mavel and
subsistence form and making it electronis is a care example].

More characteniztic of the findings is 2 number of infer-related changes over
time, generally in the direction of better overall management and meore
understanding of what information means o the organisation, which in turn Lead
to making betrer use of information in planning, strecturing, prescntation and
evaluating the effectivensss of information produces, and so prime face contribuce
micre effectively 1o achieving arganizational objectives. Analysis of the findings from
the case studies suggests that key areas in cthis respect are probablhy:

v Access to appropriate and well-managed mesources of foermarion

« The management of fragmented structure)culoure

»  The influence of developing welr sites and intransts

»  The use of specialist skills

o Inforuation mteractions/professional alliances among stakeholders.

Finally, it scems likely that whenif organisations develop effective cesting,
inonitoring and evaluation practices, and espedally apply metwods which enable
them to make a raliabie assesement of the actual value contribulion ef inforinadon
products co erganisational assers, they will comwe to understand better those
aspects of information products that are important for achieving their objectives,
and to provide appropriately for their support.

The next chapter brings together the theory developed in Chaprer 4 with the
evidence from practbce, suggests modifications to the theory in the light of the
confroncarion, and proposes practical ways in which it might be used 0o help
organizations to look constroctively at how they manage their information
products.

Refergnce

Tiamivu, M A (1993}

‘Analysis of components for
designing information produges'
Aslb Praceedings, 45 (7)3) 203=214




1
Theory meets practice

introduction

The thinking about theory and the writing of Chapter 4, which deals with it, were
done during the spring and summer of 1998, at a time when the case studies, in
progress since 1994, were well advanced and nearing completion, but I deliberately
did not have the drafts of the case studies at hand during that period. I wished, in
trying to develop a theory, to relate it first to concepts which had emerged as
important from analysis of relevant research, and only then to confront it with
evidence from the actual practice of a range of organisations with a view to seeing
how well it stood up.

Of course, it is impossible to make a total separation between the two
categories of knowledge, and, as explained in Chapter 1, past experience inevitably
influenced both what I elected to read and how I interpreted it, and the questions
I asked of the case-study organisations. None the less, it was important to try to
keep thinking about a theory separate from what I had gathered from the case
studies until [ had been able to digest the findings and bring the resulting ideas to
a stage of development comparable to that reached in relation to the theory
proposed in Chapter 4.

So here, I present, first, the propositions set out in Chapter 4 , and then the
ideas derived from them about ‘What should be’, with comments based on the
matters discussed in Chapter 10, which indicate the degree of convergence/
divergence between theory and the findings from practice. The confrontation
between theory and practice leads on to a final section, which suggests how the
theory as originally formulated should be modified in the light of practice, and that
in turn leads to some ideas for how the results might be used to help organisations

improve their practice in managing their information products.

The propositions

Information products are:
1 An essential means by which the organisation’s values are expressed and

communicated, procedural information embodied, and the understanding and
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interpretations of individuals interchanged and brought into the domain of
organizational knowledge,
Comment in the ight of practice;

An goourate description of the information provuets of the case-study ergansations.

2 Tangible sxpressions of organisational knowledge; and one of the main velicles
by which information flows within the orgapisation 2nd beoween it and its
outside world (on a model of conversation rather chan message fransmission).
Cornrment in the light of practice:

Also an accurate description; probably not all fhe oasestudy orgarisations would sxpress
£ Ehelt wely, BRHOUER Enderacrive weh sites are prokably beqinning o influence them (o
Frink o & comversabionod madol,

3 The ‘containers' into which we put knowiedge when we nesd 10 communicars
it to others, supplementing and complementng conversation, and gving che
'dialogue’ berween the parties to knowledge transactions a permanent form.
Commeant in tha light of practica:

This proposition would probebly be accepted, though ot necessarily spontareausly
gupredsed in these Lerms: and while some of the ergarisatiang ate oware af the {mpartance
af maintaining and maneging this permanend rescures of krowdedge and frformation,
athers howe nat yet reacied that paing,

4 EKey contributors co organisational learning - diffizsing new knowledge within
organizsatons, and maintaining organisational memory.
Commant in the fight of practice:
The porential rey be recogrised, but the principle i nat always practized, although the
cusrrent iAterest in knowiedge mondgement and the révivel of interest in orgatisatianal

learning may lead Lo more acceptance and ackion.

5  An eszential element in transformacons of implicit to tacit bnowledge; explicit
Imowledge co information; information to bkmowledge.
Commant in the fight of practica:
Some pepple in some of the cose-study arganisatiens may be ready to think of information
products it theese terms; if there are enough of them dn suficendy influential positions they
t1ay be eble b introduse informarion products ink) corporole thinking about knowiedge.
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B A means of making invisible ascers visibie, adding value to them, and creadng
‘offerings” of the organisation’s intellectual property to its cutside world: with
potential for adding to {or subtracting from) value - financial, social, reputation, |
ete.
Cormment in the light of practice:
The thinking embiodied in this proposition iz heginning ta he recognised, in thase of the
prganisations which take invisible arers sertously, end in those whose main offering i

frifermation prodicets, thoiggh few steps have Been taken toveards its sxpresrion in practice. f

7 Part of the organisation’s information resounces, with the potential to support
organisational informabion stratemy.
Cormment i the Maht of practice:
This propasition wanld prabably be recognised 1r thase srgdnizetions which ave moving
towards tefarmation strategy, by the peaple wio are baking the imitiakives, bul not as verin

the test.

& [nformadon design as applied to information products is an integral part of
the process of information managenient. with the special function of ensuring
that products match the users and the ways in which they need to use the
informacion content, and chat presentation suppoccs their access to the
oomtent,
Commant in tha ght of practics:
Mot mary of the cesestudy organisobions would express 18 (n that way, though o number of

tiertt ectually follonw 4L it prociice,

"“What should be'

In Chapter 4, the descriptive proposidons formed the basis for a suggested sec of
condidons for the success of information produccs in contributng to organisarional
objectives. These too have 1o be broughr into confrontanon with che Gndings from
the practice of the crganisatlons smdied, Onee again, each condidon as gquoted s
followed by comumentary in the light of practice

[t was proposed that the success of information produgts in contriboting to
achievement of organisarional chjectives depends on:
1 Their integrarion inte crganisational information sirategy, and via it into the

overall straregy of Che organisacion.
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Commant in tha ight of practica;
Secting aside those where information products gre msin effermg and information strategy
o critical part of husiness stratery, which fonn @ separate set in this respect, the findimgy
show argonisetions withaut eny agparent information strategy [in porticuier the Co-
operative Tatk), that neverthefess create informadion praduss which deary contribubs
strangly fo achiewing business abjecHves. City ndversity's progosad webr strategy makes an
expiilcdt Mnk berween (€ and information stretegy (which however 15 anly in tie early stages
of developreent), Otkers, the OTT for example, aré ming comdncingly fowards informotion
strabegy, Wit 5o far withouwt much visible effoct o the contribution made by thedr
information products except, it the cose of the [ITT, fhe dntraret and distribution
Errangements fm' printed produsts,

fi this trestanice | hed (o gecusé wipsall of heing doctrinaire, (hgenistticns cen end do
midnage b hove successfil informeation producs without an informodion séradegy; dnd
having an informotion strateay is nob praven @f @ ruaorandes aF sie gua non for suocessful
mformation praducts.

All that cen safely be soid 13 that the argumends for are information strategy to suppoert
briesiness strategy are stromy omes® amd orgenivationy that kowe esteblished an information
strategy will prodobly bemefil by bringing their informabion prichicts within i soope

2 lhrawing on the organizadon’s resources of knowledge and information

Comment in the fght of practice:
This is walid 0 a peint. The case stwdy organisations ol o 50 o varvng exkends — not gl do
it as gfectively as they might, end Aot all are ewere of ell the resaurces ey cmeld draw
on, nor da all menage the ressareds so @5 o get the most potential benefit aut af them for
thetr information prdducts, The Nomwich Union skege 2 cose study certainly showed chat
respurors of knovdedere and information were critical for the development of the evestrent
products studied and the assaclated informatum praducs — and thae finding i perfops
particulatly sigrificant i1 an ergatisation which ppears aor tr manage information
YESOUTCES £ 2ty forsal Wy, and has Ao straiegy for tfaertation.

It is fair to say that this I5 @ ecessary condition, and the hetter the procoss 15 Tokeged,
the mare effective and efftcient will be the contrtbution which ressurces of knowladpe ard
infortmatisn make o informado roducts,

1 See, for example, Orna (1999), Chapter 10
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3 Awareness and conscions management of the mansformation of knowledge into
information, and informadon into knowledge
Comment o the dght of practice:
It is unlikely that many of the organisations studied would express (f in those terms, bud
that s 1k fact what those with the moss efective informatbion products ore zcually rying
to dp. Examples fnchude Actiord id with fes in-house team of wrilers and designers who
druw om deep knowdedee of the prgomisetion's acrivities ond valaes In creating informobion
products; the Conperative Bank with ity long-term codiubarztion hedween in-finuse skaf with
orpandsatianal ktawdedge and strang brigfing skills and owtsidy wrilers and designets: and
the NHE Centee for Reviews and Dissernination with (s metioilons procedoures Jor feviews
and dissetination. Malti-dieriglinary and cross-functional projeces, ke those deserihed ar
the Tate Gollery and City [Fatversity ww group, can alsa be soem os in part an etdeovour
in rids direction

4 DMatching the orpanisation's culture
Comment In the light of practice:
1 5 fair to say that all the organisations seek, i7 verions ways, & achieve this kind of
muatch. Whether they are maletain g on existing culbure or giming (0 move [0 4 wew' ORe,
they see thelr infortnation products as a critical tool in tiwe process. This perceplion émter e
in Morwich Union®s close attention b appropriate expression of the brand and corporate
filemtity in its information products; and in the Cooperative Banks use of information
products as the spearhead of developing i parinersiip approact. IFis alse ovident in
organisstions siming for cultural change, as in the London Chamber of Comirerce and
rufusiry seekime o madernise itseif and developing appropriaie membership producs o
match the desived culture charge. A similar process alse seems W epply with Actionadd,
where a rommunications strategy wiich seeks o achieve same cultural change i clearfy
linked with information prodicts, inclading thaee oddressed to internal sudienss, The (T
too priovides on exnrmple of an ergarisation where pultural chenge is being pursued and
where itrranet development bt primarily béen direcled towards supparting it with
dpproprisie indernal products.

5 Understanding who will use them, and how they will be used
Comment in the light of practice:
Thiz is a baste principle of information desigr, supported by a good deal of research {see
Chapler 3, pild ¢f zeg] whick 15 sHI not widely appregialed, oltheugh (€ geems e
COMIFHEIAL SeTiss,

Many of the case-study sreanisations racogrise this kind of knowledge as criticsl for
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the success of their iefrrmation praducts, ievest o good deal in acquiring i, and pad the
results oo gond pse The three argenisatians wihere information praducts corstiluie e
primary outpud all do se OF the pthers, Actionadd and the Conperative Bank make
poarticular efferts in this direction, 28 does Notwich Utiet

For other orgunisations, especidlly in the sarly stages of the ressarch, fhe idsa that it
wis necessaty ta understand asers and wse seemed b be on wnfemibiar one This was the
case with the London Chamber of Commerce and ndusery, for instance, aé the start of the
study, but a markad change in this respect took place during the pertnd. The DT, judging
by the report un its publishing proctives. which ferms the hazeline for the cose stdy, and
ome of the eerly products, was alse largely unavare of any sech neorssily; elikeugh
FafRe areas, sich as the directorate vesponsibie for products addressed o smail firms, pot o
iat of effett inta understending the audience atid haw they want te use the information
prodects,

6 Undemstanding the nature of the content (and wiat that inplies for
prescntation)
Comment In the lght of practice:
Another basic irformation-desich principle which it critical for successful informedion
proviucts. As indicated tn the detatled comments i the case studies, © few aof the
arganisations lacked anderstanding whe the research began, and theér printed products
reflected €6 they have generally moved forward, while athers have understoad and applied
{t from the stert, Develupment of electronic provhects kas proved another test of
appreciating the implications of content for presentation in @ medium wilk $iferent
characteristics end different requirements. Some of the erganisations have risen successfully
te the challenge. and taken advantege of the technalogy to good offect; athers, like
Actondid and Noswich Uheion, despite mascery of the prnciple i printed products, as yet
Jatl d apply 4t 40 thelr web gites,

7 Appropriare management of the processes invobved, appreciation of the
necessary professional skills and knowledge. and consrructve interactions
among the people concerned, within the etganisation and cutside it
Comment fn tha lght of practice:

The erganisations whose information products are their main offering recognise thet fe
processes wiich go tewards creation and delivery of the prochects need inbegraded
management, with full fnteraction among stakeholders, and make constant effarts &
achisve and improve i, because i is & survival essential,
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For the rest, 11 somie afher cases, improvements in genersl management have brogght
in Chedr tradime more consistent Attention to managing (nformation products. Al the Tederal®
organisations have developed forums of variows kinds, whese membership inciudes
stkehwlders in informabion praducts, which 2id net exist in the early stages of the
research, and which keve potenticl for more constructive and integrated management of
information produwcts

ANl the cose studies show growing understanding of the need for speciolist skills,
whetfiey tn-hawse or gubspureed, ond interoctians amorg the peopic toncermed, beth witkin i
the arganisetion and hetween inhaose staff wha plan informazion products omd oudside
agericies whe supply profesvionel services, The seoond-stage Norwich Union case study
provides uscful evideree of the sensitivity of interectivns amang the pecple cancerned with
information prodwcts, end their potential both to add and sebirect vadue,

Fowe can fadrly conclude thet s 45 a necessaty oondition.

8 Mansgenwent understanding of therr contribution to value and coss, and
appropriate methods of assesing their cosr-effecriveness.
Commeant din the light of practice;
Lagicelly this would seem o he an essentizl condition far the suceess of any knd of product
ot service in SUpportinE arreaisations (n achicving e abjectives, e preclics of the
orgamisakions stedicd in respect aof their informotion pradects suggests a variedy of
drderstanding wncd of forves ol work,

There is a general deareh of informadior abaud true costs, gnd no systertedc steps
tenpetriels dsmessings Hie value comtrbution of information prchicts,

Somie examples were found of cost-tutting thinking uniliumineted by understanding of
the true economics of amatearizm or by any strobrgic view of che rode af mforatian
products — for example, in the Lowdon Chamber of Commeree and Industry af the start of
the study, (n the mittal approech ta printed products in the NHS Centre for Eodews gnd
Dissemmination, and in che sicuation revedled far many ports of the DTT By the constdfancy
repiort an ity pubtishing processes, 8 i fair (o say that these appraackes no Innger existecd by
the ered of the peripd.

The DTT exerrise which provided o baseline for the case shedy octiully representad a
recognition that all aspects of reanaging (efrmaton products invalve high costs and Rave
patential for subdracting as well s addmg velue, [ resulred in g comprekensive a pichire
af what wias happening ot that poind, o wseful anabysts of where value wis bemg lost, and
sensible recommendations for attention te the points where the leakage was mast
damaging. As the findings frotn the case study shoaw, (0 prectice some recommendatians
have proved easier bo fulfid then others; the effeces of seructire and tradivional calture are
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hard o overcome, though progress may altimately oome theough ftetives trwards
strutegic monggernent of information siimulated by developrenes in the techitology.

The issue af costs, value and costeffectiveness is probably recopmised by ot gny rote
sotie perple in o pumiber af the argendsarians a5 a netle that will kave o be gresped some
time, but where lop management thinking i nol geared Lo serinusly considertng
information as an assct o distinet from repeabing fashiconable slogans akout i), wo early
action tan be expected - wnless the development of web sites anid indrdnels a0l ef a
stimuius here as ik other respects.

There 15 anather phatacle to be cansidered: the high (récllectusl ond firanoial tosts of
envesting in availalle methodologies. The expertence of the second-stege case study in
Morwich Union suggests that the JVM methodelegy 15 cepalde of being used for ossessing the
cost-cffoctiveness and the value contribution of mformation products; 7 adso skowed thad
even @ small-scale application (5 keavy on resources and nozds @ lob of tme ond sericus
coarteitrneend from people side the argenisation, fagether with professional expertise in
kandling the methadelogy,

S, while Lkis may b wn essentiad condition for gerting the fullest value fram
informotion products in ackirving argunisetional chjectives, the practioe o the
cTEanisations siudicsd suggests thot they are mostly getding by gf well below the sptimal
level.

Outeame from the confrontation of theory and practice

The: descriptive propositions

The propositions advanced to define and describe information products emerge

moderately well from comparison with practce as exemplified in the casestudy

organisations. {It should be abserved here that, as many of the case studies make

clear, practice looks a good deal better at che end of the research than it did in the

early stages, when at rimes it seemned thar little had changed in the twenty years

since [ Iad been direcdy engaged o managing information products.) In summary:

Reflected In practice, and would prabably be acceptable to the arganisations as
Formulated

An essentlal means by which the arganlsacion's values are expressed and
communicated, procedural informaton embodied, and the undesstanding and
interpretations of individuals interchanged and brought into the domain of
organisatonal mowledge,
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e Tangible expressions of organisational knowledge; and one of the main vehicles
by which information flows within the organisation and between it and its

outside world (on a model of conversation rather than message transmission).

Reflected in practice, though the organisations would not necessarily formulate

them that way

e The ‘containers’ into which we put knowledge when we need to communicate
it to others, supplementing and complementing conversation, and giving the
‘dialogue’ between the parties to knowledge transactions a permanent form.

e The role ofinformation design in information products is as an integral part of
the process of information management, with the special function of ensuring
that products match the users and the ways in which they need to use the

information content, and presentation supports their access to the content.

Would probably be recognised by some people in a number of the organisations
as sound in principle though not always practised, and as having potential for

future acceptance

e Key contributors to organisational learning - diffusing new knowledge within
organisations, and maintaining organisational memory.

e An essential element in transformations of implicit to tacit knowledge; explicit
knowledge to information; information to knowledge.

¢ A means of making invisible assets visible, adding value to them, and creating
‘offerings’ of the organisation’s intellectual property to its outside world; with
potential for adding to (or subtracting from) value - financial, social, reputation,
etc.

e Part of the organisation’s information resources, with the potential to support

organisational information strategy.

The conditions

The conditions proposed as singly necessary and jointly sufficient for information
products to contribute successfully to achieving organisational objectives stand up
reasonably well to confrontation with practice as observed in the case-study
organisations.

None of them is of an all-or-nothing kind where anything below complete
fulfilment means total failure. Information products which support other products

or services do not usually have much potential on their own for either creating
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disaster or ensuring success; their influence is more subtle. The situation is rather
that the better an organisation does in meeting the conditions, the more effectively
will its products contribute to achieving organisational objectives. Organisations
can and do get away with not performing very well on some or all of them, but if
that is the case their information products will not pull their weight in adding
value and may actually have a negative effect on achieving organisational
objectives, so that the organisation’s other products and services have to carry

them and make their effect in spite of them instead ofbeing supported by them.

One exception. The integration of information products into an organisational
information strategy is not on the evidence a necessary condition - on the showing
of some of the case studies, organisations can have information products that
evidently do make a notable contribution to achieving their corporate objectives
without having an information strategy; and there is no evidence as yet that an
information strategy which includes information products is either a guarantee or
a sine qua non for their success. The other conditions fare better, as summarised

below.

All the organisations seek to apply in practice, with fair success

e Matching the organisation’s culture

Applied in practice to varying extents; general improvement over the period of

the research

e Drawing on the organisation’s resources of knowledge and information

e Awareness and conscious management of the transformation of knowledge into
information, and information into knowledge

e Understanding who will use them, and how they will be used

¢ Understanding the nature of the content (and what that implies for
presentation)

e Appropriate management of the processes involved, appreciation of the
necessary professional skills and knowledge, and constructive interactions

among the people concerned, within the organisation and outside it.

Accepted as a desirable aim, but not much attempt at application

e Management understanding of their contribution to value and costs, and

appropriate methods of assessing their cost-effectiveness.
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Theory modified in the light of practice

In the light of the analysis made above, it seems fair to conclude that a modified
version of the propositions and the conditions could - by virtue of its having been
influenced by practice as well as by relevant theory - make the basis for helping
organisations towards fuller awareness of the role their information products can
play, and of the aspects of their practice they need to consider in order to gain full
value from them.

What follows is an attempt to present a straightforward and non-dogmatic
statement, expressed withoutjargon, which might be offered to organisations as a
‘starter’, to help them to ask and answer questions, in the light of their self-

knowledge, about their information products.

What are information products?

Organisations create information products either to support the other
products and/or services which they offer, or as their main output.

Information products can be described as being an essential means by
which organisations:

* Express and communicate their values to the outside world and internally.

They are:

«  What the organisation knows, given visible expression as information, and put
into ‘containers' from which the users can take information and add it to their
own knowledge

* A means by which information flows and dialogue takes place within the
organisation and between it and the outside world

« A resource of information from which the organisation can gain new

knowledge, and remember and learn from its history.

What is information presentation?

Information presentation is an essential element in managing the creation of
information products. It covers such activities as selection and conceptual
organisation of information, writing, editing, design and production. These

activities today are often described as the domain of information design,
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whose special function is to try to ensure that every product matches in every
way (words, expression, format, visual appearance, typography, etc):

« The users

+ The ways in which they want to use the information

+ The kind of information the product contains
so that the product gives the users maximum help, and minimum hindrance,

in making use of it.

What are the conditions for successful information products?

Information products are successful if they make the maximum contribution
to achieving the organisation's objectives; if they do that, then they add
value, in terms of cost saving, risk avoidance, allowing effective and timely
action, supporting desired change and innovation, gaining and enhancing

reputation.

They will do that if ...

The products:
+ Make good use of the organisation's resources of knowledge and information
« Match the culture of the organisation, and support any changes which the

organisation seeks to make in its culture

The organisation:

« Provides for an overall view of its information products and their place in its
activities

» Clearly assigns appropriate responsibility for managing them

» Provides an organisation-wide forum for people with this responsibility

«  Knows the stakeholders in information products and gives them a voice

» Appreciates and provides appropriately for the necessary professional skills
and knowledge

» Seeks to understand the value contribution of its information products, and

applies appropriate modern methods for assessing their cost-effectiveness

The people who are responsible for managing them understand:

+ The organisation's resources of information and knowledge

« The processes by which knowledge is turned into information products, and
by which users of the products turn information into knowledge

« The nature of the content and what that implies for presentation

[251]



Chapter 11 Theory meets practice

*  Who will use the products and how they will need to use them, and what that
implies for presentation
+ How to manage the processes, and how to interact with suppliers of

professional skills and with users.

Practicable modifications of practice

We have now to consider how a statement of the kind set out above might make a
framework within which organisations could apply knowledge of their own
situation, in order to develop an idea of what would constitute optimal
management of their information products in their own circumstances. [ have not
so far met any organisation - whether among those where case studies were done,
or elsewhere - which has taken any steps to define this, though a number would
be well placed to do so. On the other hand, many organisations have followed
processes in connection with other aspects of managing information - such as
information auditing, and development of information or information-systems
strategies - which could readily be adapted to the purpose of looking
constructively at information products.

What follows is based on an approach which I have developed and applied over
the past two or three years (it is described, with an extended example from a real
organisation, in Orna, 1999, Chapter 3). The aim is to help organisations, starting
from their key goals as they themselves formulate them, to define the knowledge
they need in order to achieve the goals, the resources of information they need to
support and maintain that knowledge in good order, and, critically, the
interactions among people (within the organisation and between the organisation
and its ‘outside world’) which are necessary in applying the knowledge.

Contexts in which this kind of analysis may be used include preparations for
information strategy development, where it can identify critical areas of
information use and indicate starting points for strategy development; and
information auditing, where the output acts as a first statement of ‘what should
be’, which both helps decisions on the questions the audit should ask, and forms a
‘template’ against which the findings o f‘what is’ can be matched. In the present
research, an analysis of this kind was carried out on Norwich Union’s key business
goals in preparation for developing the questionnaire used in the IVM application

(see Chapter 9 and the second-stage Norwich Union case study in Volume 2).
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In the present instance, let us see if the statement of theory modified in the
light of practice lends itself to forming the starting point for a similar process,

focused on information products.

Stage 1: Is the statement acceptable?

The first stage in the process is to find out, without taking too much time about it,
whether it is worth pursuing this approach in the organisation in question. The
test of that is simple: is the statement about information products and the
conditions for their success acceptable to those who take the key decisions about
information products, to those who manage them, and to stakeholders in them?
The obvious method for doing this is by a short presentation which explains the
ideas, gives examples, and allows for interchanges among the participants to clarify
what is proposed. If at the end of that, it is clear that the organisation does not
recognise the purport of the statement, or recognises it but does not find it
relevant to what it does, the process can end there, with minimal waste of

everybody’s time.

Stage 2: Define objectives for the process

If, on the other hand, it is accepted as a useful basis for investigation, the next
stage is to define and agree the objectives of the process. They might be, for

example:1

1

+ To define the role of our Information products in relation to key corporate
objectives

« To Identify the necessary information content for our information products
and the resources of information needed in order to provide it

+ To identify the audiences for the products, external and Internal

+ To define the objectives of the products In relation to
overall corporate objectives
the audiences to whom they are addressed

+ To identify the stakeholders In the products

+ To define the people who need to interact and work together to create the
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« To define the skills and knowledge they need
» To identify appropriate methods for testing, monitoring and evaluating the

products, and assessing their cost-effectiveness

2
On the basis of the results:

« To investigate the actual situation in respect of these factors

« To identify gaps and areas of unsatisfactory practice or incomplete
information; as well as areas of good match between practice what is desirable

in the light of what the organisation seeks to achieve.

and then to:
3
« Take action to rectify evident shortcomings

» Define and implement a strategy for managing our information products

Stage 3: What should the organisation be doing?

The next stage in meeting the objectives, once agreed, is to seek the answers to the

questions implied in the first set (1):

*  What information do we need to give in the form of information products, to:
a Our 'outside world' (customers, clients, members, people and institutions we
need to influence, suppliers, etc)?

b Our 'inside world' (people who work for the organisation)?

*+ Why do we need to give it?

What corporate objectives does it relate to?

* Who are the people who need it?

Outside? Inside?
 How do they need to use it?

« How do we want them to use it?
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« What are our criteria for success of the products?

* What knowledge is needed to create the products?
Of specific subjects?

Know-how, specialist skills?

»  What resources of information do we need for the content of the products?
* Who are the stakeholders in the products (the people who need them, the
people who should contribute to them in various ways?)
Outside the organisation?
Inside?

* How do they need to interact?

*  What professional skills do we need to make sure the products
a Meet our purposes?

b Meet the needs of the users?

+  What performance indicators do we need to use to judge
The success of the products in supporting our objectives and meeting users's
needs?2

Their cost-effectiveness

Stage 4: What is it doing?

The answers to these questions form the basis for the next stages, a statement of
‘what should be’ in respect of the organisation’s information products, and an
investigation o f‘what is’ (analogous to a communications audit, or an information
audit).

This part of the proposed process really represents a formalised version of what
has been done informally in the case studies in this research. There, in order to
form well-based judgments on the actual situation in respect of information
products and their presentation, I had first to make my own analysis of ‘what

should be’, in the light of the organisation’s values, objectives, activities, culture,

2 An example of guidance for organisations on testing products with users is given

as an appendix to this chapter
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history, etc. That semi-tacit knowledge was then brought to bear in formulating
questions on the key research topics in terms appropriate to the organisation, and
to developing appropriate criteria which could be applied to the findings about the

organisation’s practice.

Stage 5: Analysing the findings

The next stage is to match the statement of ‘what should be’ and the findings from
the investigation of the actual situation, in order to identify gaps and areas of
unsatisfactory practice or incomplete information, as well as aspects where
practice is in accord with what is desirable in the light of what the organisation
seeks to achieve. This is akin to the process of interpreting the results of
information auditing proposed in Orna, 1999 (see Chapter 5, Figure 5.2 for a
visualisation of the process).

Again, there is an informal and discursive parallel in the case studies in the
present research, where the identification of good and less good matches between
what is and what should be is covered partly by incidental comments in the course
of the ‘narrative’ parts of the studies, but mainly in the ‘evaluation’ with which

they all conclude, which identifies positive and negative aspects specifically.

Stage 6: From analysis to action

This stage, which in practice would comprehend another whole series of stages,
fulfils the final objectives (3) of taking action to rectify evident shortcomings and
defining and implementing a strategy for managing the organisation’s information
products.

Here too, there are informal parallels in the situations described in the case
studies; this time in the action taken by a number of organisations to rectify
aspects of the way they manage which are perceived as having a negative effect on
their information products, and in the steps which some have taken towards a
strategic approach to information products and presentation. The second-stage case
study of Norwich Union represents another aspect of movement towards a strategic
approach to information products, in this instance through a trial attempt to
identify systematically the value contribution made by supporting information

products to a specific investment product.

[256]



Chaprer 11 Thinry megrs practice

Dutcomes from the encounter of theory and practice

This chapter has done three things. It has:

1

Fxamined che tnitially proposed cheory in the lighe of the pracoce found in
arganisations

ModiGed 1t 35 a resulr, and decived from it 2 scacement that might be used to
help erganisations improve thelr praciice in managing their imnformancn
products and presencation.

Suggestad ways in which they could use it as famework wichin which they
might apply self-knowledge:

Define whar would copstitute oprimal management of their informacion
produrcts

Eceablich criteria against which they could assess their performance
Investigate what they actually do in practice

Uge the odircoines as a basis foi action which could ultimacely lead o an
prgsmsational stralegy for imformation products,

Iix the cotirse of it [ have moved ioco the realms of what sight be, and away from

plain accouncs of what i3, Bur the might be process thar | have suggested s not Too

far removed from kindred processes that many organisations teday are applying to

the wider arca of information management - a territory in which [ think it has

been adequacely argued that information produccs should find a home.

[ would certainly maintain that experiments in applying the suggesced

processes would be a worthwhile extension of the present research; indeed, even

after five vears in the company of the subiect, § would be willing to undertake

gomme of them myself

Reference

Oria, B (1999}
Practical #refertration polécies Edition 2
Aldershot: Gower
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Appendix

Testing your information products on users3

Questions you can answer from testing a draft information product on users

= Does it tell them what they need to know?

» Does it give them
The right amount of detail?
Too much?

Too little?
= Does it present information in the right sequence for them?
» Does it tell them in ways that match their own experience and expectations?
= Can they understand what it says?

» Can they apply the understanding
In making the decisions they need to make?
In extending and enriching their active knowledge?

In carrying out the actions they want to take?

» What changes would improve things for the users?

3 Part of a module on managing information products in a project to provide

guidance for non-designers in using desk-top publishing.

258]



Chapier i1 Theary el pracTice

Methods of testing and what they are apprapriate for

Product type Approoriate mathads Critaria

Read fram stast to Tosl oy 2sking users to read  Fecall of key ideas

Frush alternative versians of text Grasp af structure
and Understanding of
1 Answer queshons on LT
content ang structura Lsar profenence

2 Annotate with thair
guestions ard commants

Seannes Test alternative forms of Eaze of inding
presentation by asking users Accuracy
1 Tao find spaafic topees! Tire takan
STEmS Llser prgferenos
2 Annotate with guestions
and comments

Instructions Test alternative farms of Success in following
prresentation by asking usess instructions
1 To kailow instructions Error range
2 Annotate with questteng  Time taken
and comments User prefargice
Refarence Test alternative forms of Easa of finding
presentation by asking users required information
1 Ta look up infomartion Ease in idantifying
2 Annotate with questions  relevant iterms
and comments Tima taken

Itser prefarence
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Monitoring and evaluating the effectiveness of information products, and

getting feedback when they are in actual use

Method Useful for

Piloting on a representative and New products in which there is

interested sample of users by means of a large investment of resources,

Questionnaire4 and which will remain in use

Interviews with small sample for a long time

Observing people actually using the New products

products in the situations for which Existing products which are to

they are intended be revised or re-launched

Monitoring the number and nature Existing products which are to

of errors arising from use of products be revised or re-launched

(eg instructions that cause errors in Products designed to replace

filling in forms) them

Deriving figures for costs in terms of (Can give a figure for cost

staff time savings achieved by new
product)

Telephone interviews with sample Useful for 'before and after'

of users studies of products that are to

Fax or email questions on specific be revised or re-launched

features of products

4 Questionnaires aren’t the automatic solution to every evaluation problem; they
are difficult and expensive to compile and anlyse, and response rates are generally

low. Worth using only when a large investment is being made in a product.
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Evaluation

What is being evaluated

This chapter is a short one: a coda or recapitulation of the initial themes. Just as
each case study ends with an evaluation of how effectively the organisation which
is its subject manages its information products and information presentation, it is
now appropriate to try to apply the same process to the research of which the case
studies formed a part. The difference, and the difficulty, lies in the fact that here I
am evaluating my own work, rather than that of others: [ am trying to look from
the outside at something which has been lived from within. The results are bound
to be biased; it is, however, worth making the attempt, so as to learn what I may
from experience.

Again, the process is one of matching, and it is twofold. In the first instance the
comparison is between the actual outcomes of the research and what was
originally proposed, in order to consider how far the intention has been fulfilled in
practice. Where it has not been fulfilled, what has been at fault? - the execution?
or the thinking that led to the formulation of the original intent? Has the research
filled the perceived gaps? Has anything useful come from looking at information
products in the threefold context of organisation theory, information science, and
information design? Is there potential for practical application?

The second comparison relates to the actual process of doing research. This is a
subject on which I have been privileged to work with postgraduate students for
many years, and the experience led to a small book on the specific aspects of
managing information in the course of research, and of transforming the
knowledge gained into an appropriate information product (Orna and Stevens,
1995). While that work was based on experience as an information manager and
writer, I had not had occasion to apply the ideas I was offering in a research
context - they were far in the future when I did my MA in my early twenties! So
the present research constituted a personal trial of what [ had recommended to
others. It may be helpful to readers who are themselves engaged in research to
have an account of how well the recommendations stood up to the attempt to

apply them in practice.
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The original proposal, and what actually happened

The method adopted resembles that used in comparing theory with practice in
Chapter 11; in the present instance, the terms of the original research proposal

form the template against which what happened in the research is matched.

The underlying concept of transformation

The proposal claimed the transformation of knowledge into information as its
underlying concept, and used it in formulating definitions of the key terms of
knowledge, information, information products and information presentation.
Knowledge by this definition is the organised results of experience, which we use
to guide our interaction with the outside world. It is stored in the mind in a highly
compressed and organised form, and in order to be communicated to those who
need to use it for their own purposes it has to be transformed and made visible.

Information is knowledge put into the outside world and made visible and
accessible through a series of transformations.

The end result of the series of transformations is information products. The
activities we engage in to transform knowledge into information are what make up
information presentation.

So, in organisations, decisions about information products are concerned with
what to tell people, and decisions about presentation with how to tell them.

[ have used the definitions, and the concept of transformation of knowledge to
information and information to knowledge in practice for a number ofyears, in
writing and in teaching, and they have proved acceptable and useful to a range of
audiences. They were serviceable during the research in looking at information
products and presentation, both in the literature and in the actuality of
organisations. They were introduced in discussions with many of the people
interviewed in the case study organisations, who found no difficulty in
understanding and applying them to their own experience. The idea of these
transformations can in fact help organisations to appreciate the connection - not
always readily apparent to them - between their knowledge about themselves and

their outside world, their information transactions, and their information products.

The rationale for the research

Injustification for the proposed research, I drew on personal experience of how

organisations managed their information products to argue that:
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Few organisations have an overall policy for their whole range of information
products, related to their key strategic objectives.

Few make any serious attempt to assess the costs to themselves and their
customers/clients/public of badly presented information products.

Few have an appropriate basis for assessing the value of their information
products in relation to their objectives.

Few employ appropriately trained staff to manage this aspect of their
activities.

These propositions were examined in the case studies to see if they were still
valid. In the early stages (see Orna, 1996) it did indeed appear that not much had
changed in these respects. However, the findings as set out in Part 3, and analysed
in Chapter 10, indicate that over the period of the study the practice of most
organisations in these respects advanced to varying degrees. Costs and value -
particularly value - remain the knottiest problem; it is probably true that the
incentives to resolve it are stronger now than previously, and the means to do so
are becoming available - though applying them, as the small-scale experiment with

the IVM in Norwich Union showed, requires a high investment of time and effort.

Questions which the research sought to answer

The proposal for the research posed two questions

1 Is it possible to trace and identify links between, on the one hand:
How the processes of creating information products and presenting
information are managed and, on the other:
Consequences to the organisation, in terms of achievement of strategic
objectives in such matters as information flow, communication, cost-
effectiveness, efficiency?

2 If investigation suggests that there is a relationship, is it possible to raise
awareness of the relevant issues and achieve positive change through action
research based on principles from the disciplines of information science and

information design?

So far as the first is concerned, both the literature reviewed in Chapter 3, and
observation from the case studies, support the existence of such links. In some
instances in the research literature direct consequences can be attributed with
certainty (for example in terms of the costs of clients lost through inadequate

information products, or of staff time in rectifying errors caused by poorly designed
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forms issued to customers). While the case-study findings offer few examples of
this kind, the evidence suggests a high probability that information products have
a major contributing effect. Clearer identification of the effects, and of features
which are most sensitive in this respect, will depend on organisations developing
further their practice in testing, monitoring and evaluation.

The second question was in the event not answered in the terms proposed. As
explained in Chapter 2, the action research took a different form, which yielded
some useful insights into value, as described in Chapter 9 and in the second-stage
Norwich Union case study. In response to the question as originally posed, I had to
content myselfwith outlining (in Chapter 11) a possible way of following through
the original idea, which looks feasible in the light of the findings. The further
pursuit of this must lie outside the scope of the present research, but I hope to

follow it up.

Topics for investigation

The topics identified in the proposal as a means of gathering information to
illuminate the questions were:
« What organisations do at present in the way of presenting information:
For internal use
For communication with their 'outside world1
« Whether they have a specific strategy that relates it to their key objectives
* How they relate their information products to the management of their
information resources
* Who takes the decisions on information products
« Management attitudes towards information products and presentation
* The people who do the work of creating the products
How they are trained
How they do the job
e The technologies used
» The relationship between those responsible for in-house design and production
of information products, and those who control relevant IT systems
+ How information products are costed
* How they are evaluated
» Whether organisations lose by not exercising unified control over the quality

and appropriateness of their information products, and the nature of the loss.
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These topics formed the framework within which the case studies were carried
oyt [only the last one was omicted, ecause on reflection it seemed a quesfion
which 1 myself needed to consider in the Light of che findings, rather chae one to
address to the organisations concerned). They were given in advance (o pecple who
were 1o be interviewed o help them prepare, and wsed as an informal structure for
disgcussion, In practice, they proved o make a good framewaork for interaction, and
allowed the prople interviewed b give expression o their experience and
reflections.

It is worth nodng that che topics are related to the model of 3 threelold conlext
for informartion produces as propnsed in Chaprer 4, in that chey approach
informargion products through che perspectives of: the organisation, its objectves,
culture, and ways of managing i information resources and irs use of them; and
the specialist knowledge and skills it brings 1o bear in coeating the products. The
original topics also provided a useful basic stucture for presenting the Hndings
from the case studies [in Part 3, Chapters 3 - 9.

Methodalogy

The methodology proposed was a combination of desk research, leading 1o o review
of the ficld, case studies in a range of erpanisadons of various kinds. and action
rescarch.

It was followed in practice (wicth some modificadon of the content of the Last
clement), and [ chink it is fair oo say chac experience confirmed the validity of the
original decigion. The model used for the desk research, based on viewing
information peoducts in a triple context of organisation theory, information science
and information design {see Chapler 3. p33 of ség), turned out o be helpful in
identibving sources and managing the material, and a productive way of looking ac
the reladonship amaong thrae elemencs which are not usually brought topether.

b brought some new insights for me, especially perhaps about the place of
inforiaton design and those who exercise this discipline. Viewed in this context,
the activities that go 10 make wup infarmation design - especially those concerned
with the visual aspect of products — are as [ have lopg believed, critical and
cssental, and often poorly understood. What has becoine clearer 15 thaca
successful outcome depends on the covironment o whlcll chey are exercized.
Design of organisational information products is of 10 natuce a dependent
discipling, in chat it cannot begin without prior decisions by the crganisation in

question; it cannot makie good deficiencies in the management of the
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organisational context which are the cause of the frustrations which its
practitioners so often suffer.

The experience of carrying out the case studies reinforced the conviction, born
from experience and confirmed by the literature on qualitative research, that
detailed study, over a fairly extended period, of what a number of actual
organisations do in practice was the only feasible approach. A questionnaire survey
ofalarger number of organisations, for example, would have yielded neither the
kind of in-depth insights [ was seeking, nor the interactions over time with
contacts in the organisations, who in nearly all cases became closely interested in
the research and in some contributed from a deeper understanding of its themes.

The selection of case study organisations could and perhaps should have been
more ‘scientific’; from the outset I defined the range of organisational types that
ideally I wished to cover, and I tried to achieve it. Lacking, as an individual self-
supporting researcher, the resources to pursue the aim thoroughly, however, I had
to be fairly opportunistic and take what I could get without too much trouble, in
order to get started within a reasonable time. The major gaps are the absence of
studies ofbusinesses in manufacturing and retailing. I hope that other researchers
may perhaps take up a similar approach to looking at organisational information
products, and undertake case studies in new areas.

There were two crucial features about the application of the methodology: first,
as mentioned above, the case studies were designed to be longitudinal ones, so that
change over time could be taken into account, with the consequent advantages of
historical perspective and predictive potential for how matters may develop in the
future (as discussed in Chapter 8 there was a particular bonus in the remarkable
development of web sites and intranets during the period of the research). Being
compelled to go back at intervals to the case-study organisations imposed the
necessity of strict self-discipline in managing the material and updating drafts, but
that was a price worth paying for the long-term and friendly relations that it was

possible to establish with the organisations.1

1 I have to record one failure in this respect: in the case ofjust one organisation,
which had originally agreed to a case study, I paid less heed than I should have
done to the organisational culture, in particular at the top, and did not give
enough care to lines of communication. After quite an entertaining exchange of
correspondence with the chief executive we agreed to part company. I should have

known better.
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It also gave me the opportunity of asking the organisations towards the end of
the research whether the experience of taking part in the case study and/or the
report submitted, had led to any changes or initiatives in respect of information
products or presentation. In some, reading an outsider’s account of their practice
in these matters enabled them to see it from a new point of view, and they found
it encouraging in relation to changes they were already making or contemplating.
In one instance, people who were leading an initiative for fundamental change in
the organisation’s approach found that the exercise of stating their position at
intervals to an interested outsider helped them in focusing their thinking. Perhaps
most encouraging were the effects in one organisation of a reference in the case
study to the lack of any provision for information management in relation to its
web site and intranet. This was read at a point when they were starting on
developing an intranet strategy, and it coincided with the realisation by those
concerned that they had to start thinking from first principles about the
organisation’s information needs. It led to an urgent request for relevant chapters
of the thesis to support them in entering this new territory.

Second, the desk research and the case studies were pursued concurrently, and
not end-on. That meant that they could continue to illuminate one another
throughout the process (although, as explained in Chapter 11, I tried to set
experience from the case studies temporarily to one side while developing the
theory set out in Chapter 4).

The final proposed element of the methodology was action research - described
in the proposal as the ‘culminating and most important stage’, to be done in two
organisations, and consisting of developing and testing a pilot information product
designed to help people in the organisations
e To use their knowledge of their own organisation in making decisions about

information products and their presentation, and
e To draw on relevant knowledge from the disciplines of information science and

information design in carrying out their decisions.

In another organisation, a change in contact, after the original person with
whom [ had liaised had left, almost led to termination of the case study, in a way
that did not match up to the organisation’s own high standards for
communication. In that instance, an explanation to higher authority led to a

happier outcome, with excellent co-operation through to the end of the study.
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As explained earlier, the action research took a different form, with different
outcomes. The approach originally proposed was probably too ambitious, but it has
not been abandoned; some foundations have been laid for it in this thesis (see
Chapter 11) and I hope to build on them in practice in due course. I hope, too, that
others may join in the investigation of this area which I continue to find richly

interesting.

The research process: advice and actuality

In the course of teaching and writing, I have offered suggestions about such
research activities as defining the research territory, information seeking,
making the information accessible, documenting the research, through to
planning the end product, designing its conceptual and visual structure, and
finally writing it. Here, I shall outline the recommendations, and describe how

and to what extent I was able to follow my own advice.

Mapping the research territory

The book already mentioned suggests drawing a physical map as a means of
defining the territory, showing the researcher’s existing knowledge of it, and
indicating the terra incognita to be explored.

I allowed myself some short cuts on that at the start, because I had a fairly
well developed internal map. However when I came to draw a real map at an
early stage of the research as an illustration for the book, I found it helpful in
showing me where I had got to by then, and later I drew others to illustrate
talks, which showed new areas of investigation that had emerged during the

research.

Looking for information

The advice I give to students is to write a quick list of key topics for their own
research, which will act both as set o f'hooks’ when ‘fishing for information’ in
various sources, and as the start of an indexing terminology for creating records
and retrieving relevant material from what is collected and created in the
course of the research.

[ was able to derive my own first set of key terms from the database I have

maintained for more than twenty years - consisting mainly of articles relevant
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to my work interests; others were added in the course of reading in fields
comparatively new to me.

I also suggest using any personal collection of material as a starting point for
collecting information. My database proved invaluable as a initial information
source; it allowed me to identify probably relevant material quickly, to scan
and select from the actual items, and then to create a subset of records as a
research database; and the references in the selected items provided leads to

other useful sources.

Managing notes from reading

It is one thing to find good sources; quite another to find economic and
effective ways of transforming the relevant content into usable and accessible
information which will feed the researcher’s knowledge when and where it is
appropriate. This is something that many researchers find difficult, and the
level of investment individuals are prepared to make in it is variable.

I cannot claim to have found any elegant solution, merely to have gone
about it in a way matches how my mind works and that allowed me to find
what I needed. It more or less followed my recommendations. Hand-written
notes taken in libraries were then input, with not too much delay, to word
processed files, which were printed out. They were initially filed by subject and
arecord for each set of notes was input to the database. When ideas about
structure into chapters had developed, the chapter number was added to the
records and to the printed-out notes, so that they could easily be resorting by
chapter when I was ready to write. It was fairly laborious, and it had a good
deal of what might be called redundancy in it, but it worked and for me it
repaid the effort. I did not use software specifically designed for creating
reference lists; as I cited sources in the course of writing, I simply copied the
relevant bibliographic details across from the database record to the end of the
file for the chapter.

This part of the research process throws some interesting light on finding
the appropriate combination of paper-based and computer-based writing and
document management. I find, for example, that I prefer writing notes on
paper when reading from printed texts, and that nothing can substitute for the
convenience of being able to physically handle and arrange documents on paper
- for instance in preparing material to cite when writing a chapter. On the

other hand when it comes to actually composing I am much happier
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keyboarding, though [ prefer to do the editing on hard copy [Harper, in a
farrhooming hook on The Myth of the Paperless Office, makes interesting

abservations on the role of paper in knowledge work, based on research in the [

IME)

Documenting the research

My o, practice m this respect was fairly informal and much less deratled than ‘
rhe recommendations in Managing infirmation for resenrch, pactly becawse Ciry
University's requiremments are less scringent than those of some other ingtiraticns.
However, | found the Universicy's requirement that candidaces shouid
present a paper on the results of Uue ficst vear's worke really useful; preparing
for it alerted me to aspects of documentation that larer proved helpful. In
parcicular, careful documentation of dealings with casestudy orzanisations
proved vital in one case where my initial contaer left and further cooperabon
was at one point refused by the suecessor member of sraff, because Twas able to
quote what had been agreed, it was possible o circumvent the obstacle, and co

continue the concact at 2 higher Llevel

Farning the product

[sugpest o cliecklist of guestions dar regearchers can ask chemselves in
planning the end product of their regearch, starting wich questions about the
users (Ora and $tevens, 1995, ppd3-06). In writing the book, T took the
oppartunity of applving the checklist o my own cesearch as an example. and
answered the questlons af & pomnt when it had besn in progress for a year - [
aim mel sure I would have done it so folly if it had not been for writing the boolk,
but 1 learned a good deal from it

A repertoire for presenting information

The advice offered to other researchers is to make their decisions on how @
present information in their dissertation or thesis in the light of the answers t0
three key questions: Who will use it? How will they want to use it? What kind
of information is it? The underlying aim is to promaorce a sadsfactory
‘conversation’ witls readers whick helps them o understand whar the
researcher seeks to ell chem.
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In promoting that copversation, I found most difficulty with Part 3 of the
thesis: the chaprers presenting the findings itom the case studies. The problem
lay in how o show the differing practice of ren organisarions on a variety of
ross sections through the Andings, 1T is analogous ca that of soructuring and
presenting ideas from the research of other people [as in Chapter 3), bat I think
it is mare difficult.

[ did nat solve ic well, [ hecante aware, in rereading these chapters some
months after writing chem, of the difficulties they were likely to present to
readers who had net lived through the case studies from the inside, That led
me to try to offer some diagrams to help in visualising the content, togeler
with end-cfchapter summaries.

Ideally the development of decisions about content, verbal and visual
presentation, and standards should maowve forward interactively from an carly
stage, [ was fortunare in being able (o deasw on che experience of the co-awthor
of Monaging mfermadion fur resesroh 1o estalblishing a visual soructure which
comlprtably accommedated all the clements of infonnation and provided
consistency combined wich wisval distincdon of different clements.
Unforcunately che advice could not ke given until a fairly late stage, and I was
forced to defer typographic decisions till much lacer than [ woeld have wished.
Thae meant [ was able oo devore less time than desirable to the fnal stages of
reformatting files to the soyle - and o learning several things abowt MEWord
that [ should have learned much carlier. A painful cemiinder of the warning 1
liave oflen given to students that fnal Gdying up takes much mare time than

mizht be imagined.

‘Dezigring yaur writing’

The advice alxout writing is based on what T have learned from the approach
witich good designers of visual or marterial products cake o their work, an
approach which ‘plans the end product to meet the needs of those who will
use it [and| seeks a strong and elegant structure appropriate to fose needs’
[Oma and Stevens, 1995, pla2).

I followed it in writing che present thesis; when [ compare the experience
with that of writing my master's thesis, I realise that designing structures To
write into is 2 much more enjoyable experience than knitting long scolps of
words. Perhaps this is because the scares of the designing process leading up o

actual writing, especially visualising and drawing, approximate more closely Lo

(=]
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knowledge structures in the mind, and so form an intermediate step in the
transformation o f'3D’ knowledge to ‘2D’ information.

Having to write a plain account of the IVM methodology for the Norwich
Union participants in the experimental application, and for the thesis, to my
own satisfaction and that of the originator was particularly valuable; it gave me
an understanding of the methodology that I could never have gained in any
other way.

The occasional opportunity to take specific sets of material and concentrate
on structuring and writing sections of the thesis, away from the normal work
environment cluttered with other jobs, allowed concentration and rapid
progress at times when that was of great value.

The fact that I was combining the research with other work, however, did
contribute to a spiral of action and reflection - the times when other work
meant the research had to move to ‘the back of the mind’ proved actually
helpful; when I got back to it, though time had to be spent on thinking myself
back into where I had left it, that was compensated for by the ‘unconscious
reflection’ which had often moved my thinking about the research forward

without my being aware of it.

Trying it out

[ have mentioned elsewhere (Ch2, p42) the benefits of discussion with people
professionally concerned with information in various ways, and from writing
about the research while it was in progress. When the main work was
completed, and my ideas about how it might be applied had developed to the
extent outlined in Chapter 11,1 was fortunate in being able to try them out in
an informal workshop with information professionals from a variety of
backgrounds, who brought their knowledge of their own organisations to bear,
and provided some interesting ideas to take forward. Further opportunities for
this kind of co-operative development of ideas are in prospect, and they may

give pointers to an information product that could be of real use.

Managing case studies

The opportunity of maintaining contact with case-study organisations over a
period of five years was even more valuable than anticipated. The advantages of

observing change and the factors that influence it have been discussed in

[272]
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Chapter &. Bevond that, there was the value both of developing understanding
with the people who remained my point of contact with the project
throughout - especially sharing their satisfaction in positive developments; and
of encountering new playvers who ook over the duringthe course of the study
and exchanging information and ideas with them. My respect for particpants’
knowledge of their pwn crganizarions increased during the research. I hope that
as my own knowledge increased [ hecapie more aware of my own prejudices
and preferences, and the effect chey could have on my incerprecations

Tearned ope other tiing ar fiest hand in the course of talking wich a
nurmber of people in cach cascstudy organisation: che same question an bring
answers that reveal as many different perspectives ac there are people
interviewed. Bach of us sees a different arganisation according o our placs in
it, our experience there, what we bring feom past experieince, oul exergal
reference points clo. The perspecdves may be of varying validity, some may b
farrgoy lunnel visions, some may cast a broad beam of light, and zome may be
an the under-illuminated side; but none should be discounced. Tt is by bringing
them togecher and tryving oo understand what influences the differences that
we learn abour the organlsation, and stand a chisnce of seeing the topic o

which we are interested in the round.
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