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Introduction

Westpac Banking Corporation, is a large organisation with over 30000 staff across mainly Australia and New Zealand but also the Pacific, US, UK. The major groups are Retail, Business Banking and Institutional Banking. Three years ago the information services at Westpac were in the form of a traditional special library – reactive, under-resourced and under-valued. Today it functions as a Business Information Centre – pro-active and a critical part of the business, with Information Specialists working in the areas of information management, training, management of suppliers and contracts, internal communication and staff specialist consultation.
This paper traces the change from traditional reactive Corporate Library into active Business Information Centre, detailing issues and major changes plus initiatives introduced in achieving this result. The case study will draw parallels between the changes in the Information Centre and those occurring across the organisation as a whole. Links will be demonstrated between them and a rationale presented for the resulting interdependence between previously separate and independent Business Units, professional disciplines and management functions. Measurements of success are demonstrated and conclusions made as to the reasons for success.
The Business Information Centre in 2001 now functions as a pro-active information service, with Information Specialists working in the areas of information management, training, management of suppliers and contracts, internal communication and staff specialist consultation. Previously the Business Information Centre was separate and autonomous, an independent area. Now we work as part of the business and are mutually interdependent. The focus is always on meeting the needs of the business in achieving Westpac strategic aims.
Transformation

Situation and drivers of change
The changes have taken place within a broader environment of change:
Organisational 

Information viewed as competitive advantage for the organization by the executive and senior management. Westpac has strong organisational recognition of the value of information. The focus of WBC Investment Banking Group is customer knowledge: knowledge of our customers and their industries, and the urgency with which that knowledge must be applied to maximise customer satisfaction and therefore shareholder value. Frequent organisational restructure has been a feature over the last three years.
Professional

New roles, skills and competencies for Information Professionals moving from intermediaries to facilitators
Technology

Connections: technology ranging from browsers to desktop accessibility to Artificial Intelligence.....not to mention the impact of the internet on ourselves and on our clients.
User Expectations

With the technology developments have come a parallel increase in expectations of users regarding ‘information on the desktop’.
Economic Research Library was Seen as Being Ineffective 

It was not seen to be satisfying the needs of the majority of potential users. It was unable to achieve necessary service levels and was under-valued
Increasingly Competitive Business Environment 

E-Business environment is growing and changing at e-speed. There is increasing competition from overseas investment banks, as well as globalization and collapse of the dimension of time due to technology advances.
Centralized BIC Management of Purchased Information Services & Products 

The latter contribute to the strategic Westpac cost saving initiatives and not only add more value from each dollar of expenditure but also from the greatly increased access to customer knowledge. This is a direct result of the centralized facilitator, the BIC, managing the resources.
Technology

The main drivers included desktop access to external information; the internet (its reputation and perception as ‘a free source of all information’); browser interface facilitating usability; frustration of clients from information overload.
Information Centre as an ‘Agent of Change’ Itself 

As the BIC service gained momentum, it took on the role of ‘agent of change’ itself (as suggested by Stuart Basefsky in August 1999 issue of Information Outlook). It began to initiate new ideas and methods of working; to pro-actively offer new and different services to Business Units and to participate in project teams e.g. intranet, knowledge management.
Organisational Culture

Not all drivers of change are positive, some are challenges for which we needed to find the best possible solutions or compromises, for instance our extensive bureaucracy and complex processes.
Organisational Structure 

The BIC service focuses on the Institutional Banking Group, but significant work is also done for the wider bank. Layers of hierarchy in the past have compounded the difficulties in achieving change, in communicating and in gaining consensus and approvals.
Issues

This change has resulted in a central information service within the organization, essentially an electronic library - however, neither digital format nor centralization per se had been the aim. The right information for the right people at the right time i.e. meeting the business needs of our clients in achieving the strategic aims of Westpac was the aim. The means to that end was the combination of digital format and a new interdependent team or project approach. This was applied across professional disciplines and perspectives and between Business Units often having different if not contradictory agenda.
Initiatives and Attitudes to Achieve Goals

Not only weaknesses but also mistakes have been viewed as opportunities. Our attitude has been one of ‘no more mistakes and we’re through’. This is an area which often distracts and confounds librarians - instead of liberating and inspiring them!!
Initiatives to Broaden Scope of Service

The BIC builds ‘information awareness’ in the context of critical discrimination by our newly independently searching clients. Access is not enough: the information must be timely, relevant, verifiable and in appropriate format for use.
Information Specialists are assigned to specialise in particular industry teams. This also emphasises to the bankers that the Information Service is involved in the business too.
A Pro-Active Information Service 

Current company and industry information; operates on a just in time basis; facilitates decentralized information resources on clients’ own workstations i.e. independent searchers. Makes a pro-active contribution to the Westpac cost imperative. Centralization of subscriptions and database resources and the facilitation of the sharing of these resources are key to this strategy. BIC staff fulfill the conventional roles of librarian – both technical and research - as well as taking on various extra roles as required. Stuart Basefsky writing in a recent Information Outlook Journal from the SLA, spoke of these extra roles as facilitator / consultant / trainer / reporter.
Reporting Line of BIC 

Initially the BIC reporting line was through Westpac Research. This changed to the Customer Service Group of the Institutional bank. Most recently we have become part of the new Westpac wide shared service model, Business Services Group.
Marketing & Communication
Marketing and Promotion of BIC Service

‘Connect the dots’ to ensure people understand the link between their own jobs and the organisation’s strategy and vision.Julia Bale’s comment in Online Currents (September 1999) regarding the idea of ‘out of sight - out of mind’ hit the mark. Unless what the BIC does is known, the BIC can’t get credit let alone KUDOS for it. Without recognition of the value created, it is difficult to justify expenditure for creating that value. Promotion involves both the management of the image of Information Service as seen by its clients and also senior management and the ‘champions’ of the service. It ensures the perception of the BIC function is value-add rather than cost incurred and that maximum benefit is gained from the service.
Communication with Senior Management 

Positioning to achieve attention required; packaging for value add and presentation with professional image are critical. This includes appropriate language, graphical presentation and minimal words with emphasis is on the bottom line, ROI and money saved. It is also critical to remain clear with respect to executives’ ‘big picture’ priorities, as opposed to those of the direct BIC clients.
BIC Image 

We use techniques to make our services memorable. There is a critical difference between being seen as ‘those who do filing’ and ‘those who get the right information to the right people at the right time’.
Communication of BIC Achievements 

Media used include intranet, brochure, team meeting attendance and presentations. The Business Plan is communicated and the BIC service promoted directly to management. The BIC is kept conspicuous by using the ‘in your face’ approach recommended by Susan DiMattia, former president of SLA at her presentation in Sydney in October 1999. The emphasis is on the benefits the BIC provides.
BIC Service Responds to Business Needs 

Use is made of supporting information and examples: terms such as value in preference to cost; business language; state problems and offer solutions - ask not ‘what do you think?’ but ‘how does this fit with where you’re going with this’. The terms employed relate to business process and objectives. Developments in particular areas of interest is communicated by email to identified groups. Training sessions are held for new products and services. Presentations are tailored according to the audience. It is important to be aware of assumptions related to the perception of others, and to be conscious that their perception is their reality e.g. internet as source of everything and free at that. This is very much an iterative process: discuss business process - identify needs - meet needs – evaluate.
BIC Competitors 

These include the internet, IT, research, nonusers and also competition for staff and budget within the organisation. The existence of these competitors confirms BIC moving closer to the role of facilitator and away from the role of intermediary.
BIC Business Plan

Formal Flexible Structure to Integrate and Focus Staff, Time and Dollars for Maximum Effectiveness 
The BIC Business Plan is a necessary connection between client needs and way for meeting those needs.
Aligns BIC Goals with Organisational Goals 

It commits the BIC team to the same goals as those of the organisation. The objectives of the BIC Business Plan determine the objectives of manager and staff. The plan helps to co-ordinate and focus staff efforts in a systematic way. 
Means of Communication with Senior Management

It is a form of communication for clarifying the BIC functions and role.
Management Tool 

The plan is used by BIC management for planning. It allows growth to be planned and changes to be anticipated and also clearly justifies major requirements such as budget and staffing levels while linking expenditure with value created. A clear common purpose results together with a methodology for prioritising expenditure.
Encourages Strategic Consideration of Risks and Opportunities 
The process of preparing the plan forces management to think through the BIC business in detail and to set objectives - the BIC process developed for cost recovery is a good example of how the formal structure of the business plan helped achieve an effective outcome. It identified strengths, weaknesses and priorities.
Allows BIC Performance to be Monitored 

A perennial and notorious problem of information services lies in demonstrating their achievements. Performance is very difficult to quantify. It is not necessarily a highly sophisticated search process which will lead to the best answer to a crucial inquiry at the time the answer is needed. Information gleaned from a press article or annual report can be just as important as a complex analysis of a niche industry. It is the right information for the right person at the right time that counts. The structure of the Business Plan forces alignment of objectives with goals and the consideration of achievement of those objectives. Thus the performance of the BIC may be measured
Major Changes

Implementation involved prioritizing and then juggling all of the following on an ongoing basis.
Services to Meet Identified Needs 

A preliminary information audit of purchased information products & services carried out by a consultant had identified business needs. Evaluation of various ways of meeting the needs had been completed and some recommendations made. As of January 1998, they were steadily put into effect. Negotiations involved license terms and conditions with suppliers as well as internally with relevant Business Units for sharing costs.
Management System 

This was upgraded to Windows and a new suite of interlinked databases designed and built to include details of clients, accounts, reference queries, catalogue, journal circulation, usage statistics and company document information
Staff 

Two years ago there was an interim situation with all part-time temporary staff. A strong team was necessary for commitment and optimum performance so a proposal was made to change to permanent staff. We now have a team of 6 - four qualified Information Specialists and two Information technicians. Implementation also involved influencing BIC staff to gain the necessary commitment to the BIC outcomes particularly regarding development of their own skills and actively sharing their own expertise.
Centralized Management of Subscriptions - Hard Copy and Electronic 

There are numerous diverse ‘outposts’ of information resources in an organisation as big as Westpac - current cost imperative is well served by the savings for the whole group from the BIC centralisation of subscriptions. The process has involved identification of subscriptions held, cost centres responsible, elimination of duplicates, sharing of circulation, license terms and conditions and negotiation between all involved Business Units for agreed guidelines.
Principle of User Pays 

A formula was developed for cost sharing based on the type of service used and the varying costs of different services combined with usage statistics. Overheads are fully loaded and ‘opportunity cost’ is accounted for. Usage Statistics combined with weighted costs resulted in costs allocated to various client business units.
Parallels
Within BIC

Roles are changing from intermediary to facilitator.
Across the Organization 

The focus is on knowledge; centralised management of content, contracts and projects. Management structure has developed into shared services model.
Cost Focus 

The BIC runs as a business. Time saved is money saved.
External Environment 
The internet empowers BIC specialists, clients and nonusers.
Information Specialists offer training to maximise searching effectiveness.
Information Architecture Versus Information Delivery 

Schemes previously technology driven are now being re-engineered with awareness of information architectureas a critical success factor. 
Rationale

Strategy of Information Service is aligned with that of organisation as a whole - getting the right information to the right people at the right time for decision-making.
Shared Services Model

This helps reinforce the BIC role as ‘information hub’.
Customisation of Service Increases Effectiveness 

This has required a mutually dependent approach from business units and varying professional disciplines alike: interdependence. BIC Information Specialists work as part of a common team with IT, procurement, Legal, Compliance and Web design.
Positioning 

The BIC is seen as a valuable part of the business. Lack of awareness is opportunity missed and potential value wasted.
Measurement of Success

This is how we confirm the plans are on track - the clients’ comments guide changes in service, appropriate to their needs.
Surveys

Surveys are conducted on the BIC in general by means of electronic survey and by ad hoc discussions with various key personnel. Suggestions for new or improved services are encouraged.
Vital to demonstrate that suggestions from clients in survey results are acted upon. This occurs at renewal time or when a major change in a particular service is mooted.
Written endorsement from clients is encouraged. This confirms BIC performance; contributes to confirmation of value added by BIC and helps to overcome the difficulty with quantifying this value. This is further reinforced by the inclusion of quotations of the endorsements in the Business Plan. This clarifies what it is about what the BIC does that is valued by clients and also gives new ideas of how the BIC contributes.
Promotion of Open Atmosphere for Exchange and Sharing of Ideas

Promotion of mutual support and information exchange is active within the BIC e.g. sharing expertise between BIC and clients and between the BIC and its critical support services such as IT. The success and effectiveness of management of desktop access to products depends on our relationship with IT. BIC staff attend internal training seminars and workshops are held internally on financial products such as Credit Derivatives, Mergers & Acquisitions, Syndications. They improve BIC staff subject and technical knowledge; further confirm BIC as part of business; add to BIC profile and are an opportunity for interaction with staff also attending who have not yet realised the role BIC is playing in business.
Measures

Measures include endorsement by clients for service quality; increasing service demands; recognition from senior management and the recent invitation to the BIC to be the internal adviser on information architecture for the intranet re-engineer project.
Critical Success Factors 

Staff Roles

The major functions performed by the BIC include research, issue of Alerts, reference (electronic & hard copy), centralized management of subscriptions and specialised consultation to the business. The actual roles involve facilitation; being a point of contact between known experts or resources across Westpac; training; expert internal consultation and reporting.
Management of Staff 
In the context of both internal and external change, significant demands have been made on staff in terms of flexibility, commitment to BIC goals and sharing of their own expertise. The solution adopted follows the ‘leading by example’ principle, combined with incorporation into each person’s objectives of the particular and specific goals to be achieved. Clear feedback on performance ensures a consistent focus and emphasis from all parties. It has been important to remember that one can train for skills and educate for competencies but attitude can not be changed.
Opportunities 

Opportunities abound at Westpac for each of the staff as individuals, as well as for the success of the BIC. Education is the foundation for knowledge and Westpac encourages stimulation of new ideas in order to leverage knowledge. There is genuine opportunity for career growth, in practical terms of budget and also from numerous learning programmes. The opportunity to develop new services by the BIC is actively encouraged.
Skills and Competencies

Not all skills and competencies needed in managing an Information Centre are taught at library school. There is emphasis at Westpac on the development for all, so we work on identifying and developing new skills and competencies. It is necessary for the manager to actively manage this with staff. As manager I therefore need such skills and competencies as running a commercial business; delivery of effective presentations; negotiation of licenses and contracts to get the best deal and giving effective feedback to staff.
Interdependence

The BIC depends on other Business Units at a business level (with Information Specialists assigned to industry teams), technology level (intranet, projects) compliance level, management level (advice directly to senior executives) and across business units (dealing with change management to encourage a culture where information is shared and centralized management of information resources). Business Units depend on the BIC for provision of the right information at the right time. Thus the BIC relies on the Legal, Financial Control, Strategy, Compliance, Information Technology Departments as well as the business itself. They all rely on us for expert facilitation of access to external information; centralised management of information resources and for expert consultation on the management of internal information.
Technology – Benefits and Distractions 

The growth of e-Business at e-Speed must be balanced with the infrastructure – some now call it e-Infostructure – to support viability and success. Management of the Information Centre gives daily examples of the confusion between roles of IT and of Information Professionals; IT innovation often distracts from the BIC focus of client need; preoccupation with delivery to the detriment of content quality. There are competing agenda for speed vs verifiability of hits from search engine; number of hits from a search vs relevance of hits. High quality means accurate, relevant, complete and available on demand. A balance between timeliness, accuracy and relevance must be struck. IT is a critical means to an end and we work in partnership to ensure the best result. 
Internet vs desktop products - gathering vs analysing and the time spent on each.
The final test is whether it is the right information for the right person at the right time……..not the number of results from a search or the speed of delivery of those results, but has the question been answered to the satisfaction of the client?
Conclusions

Not only is the BIC offering more diverse expertise to more and more areas of the bank, but the areas themselves are offering their own contribution to the BIC and its successful function within the business. We are interdependent.
The focus on clients’ needs is of primary importance. The provision of information clients need in order to most effectively do their work will achieve organisational objectives. Format and delivery must satisfy criteria of the users’ need, not dictate the need. The need will determine the format and delivery. Technology does not dictate - technology offers choices and provides a means to an end. The needs focus is combined with the building of management perception of the value of the information service. Once again it comes back to the right information for the right people at the right time.
Change is certain - capitalize on it! Take advantage of it! The only certainty is change. Some change is imposed, some is chosen. In this Case Study alone, change in the following areas has been seen: change of focus of former Economic Research Library to current Business Information Centre; technology; globalization; organisational restructure; co-operative interdependent approach across disciplines and areas of expertise; increasing independence in searching by clients themselves; information overload is now seen as problem by most in the business.
Information Managers need to deal with change. We need skills in the area of change management and competencies to allow us to benefit from change. While change is a continuing certainty, the focus and priority of all of us as information professionals will remain the satisfaction of user need.
Helping decision-makers make informed business decisions
Leveraging organisational expenditure in external content
Increasing usage and accessibility
Saving employee time
Active interdependence needs to be promoted to achieve success. The keys to success come from flexibility and strategic thinking in alignment with organisational strategy combined with information management skills, risk taking, innovation and recognition of opportunities.
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