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Abstract

Investigates the feasibility of personalised information service in a government department. A qualitative
methodology explored stakeholder opinions on the remit, marketing, resourcing and measurement of the
service. A questionnaire and interviews gathered experiences of personalised provison across the
government sector. Potential users were similarly surveyed to discuss how the service could meet their
needs. Data were analysed using coding techniques to identify emerging theory. Lessons learned from
government librarians centred on clarifying requirements, balancing workloads and selective marketing.
The user survey showed low usage and awar eness of existing specialist services, but high levels of need and
interest in services repackaged as a tailored offering. Fieldwork confirmed findings from the literature on
the scope for adding value through information management advice, information skills training and
substantive research assistance and the need to understand business processes and develop effective
partnerships. Concluding recommendations focus on service definition, strategic marketing, resource
utilisation and perfor mance measur ement.
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1. Introduction

Successful professions constantlyalidénge their parameters and wadgi environments. CILIP’s report on
Future Proofing the Professiohighlights the need for library andfammation professionals to gain new
‘information territory’ and act quicklto capitalise on present opportunitief.This call for action is well-timed
with changes in information provision and empowernwrénd-users putting increaspdessure on library and
information services to justify their existence. St Clair argues that the nature of information provision has sh
from just-in-case to just-in-time to just-for-you.[2]drarians can use their prg&onal expertise to provide
timely value-added information to satisfy the needpexple who feel overloaded with information. But they
must be proactive and they must also have a firm grasp of the busioessspss within their organisation.[3]

In the UK Government sector, there is mounting pressn librarians to demonstrate the value of their
professional skills and prove to top mgement that the information servidégy provide are sgital resource in
improving organisational efficiency and effectiveness,anbixury commodity.[4] Piesure has intensified with
the Gershon review of public sectdfi@ency, aimed at cutting civil servigebs and redireatig resources to the
front line.[5] This has prompted some government tiares to identify new and innovative methods of service
delivery, offering more personalised services and workioge strategically with dlzagues to better understand
and meet their information needs.

In 2005, the Department for Education and Skills (DfEB)ary conceived a plan to develop and implement a
personalised model of service delivepyovisionally termed a ‘Business Ldmwan’ service, taun alongside the
library’s existing enquiry service, but expand on it bggmtively tailoring and deliveng information resources
and consultancy services to meet the needs of specific projects, gnoluiesams (e.g. providing tailored advice
on information and knowledge managent issues or website design, setting up communities of practice ar
offering information skills training ssions tailored to very specific needBysiness librarians would liaise with
particular teams and divisions, attend project meetimgisawaydays, build up close working relationships with
colleagues and take a highly proactive role ingsag, tracking and fulfilling their information needs.

Professional literature offers review articles, opinion piegescase studies on the changing roles of librarians ir
the academic and corporate sectors,[6-9] but theréles published evidence oradels to guide development
and change in the government sector. Although the DfeBogal had some similarities with the ‘Subject’ or
‘Liaison Librarian’ role in the academic sector ane tiClinical Librarian’ rolein healthcare,[6,10-11] the
Library’s view was that models whighvolved staff being permanently attachto particular work areas would
not suit the project-based neguof DFES work. In this context, ¢éhLibrary commissioned an independent study
to explore the feasibility afs proposed personalised seevmodel and investigate the issues arising in terms o
the remit of the serve; its marketing, resourcing and measurenieme. study thus had agmtical business aim,
but also hoped to make a contrilmmtito wider professional thinking amtactice; it was conducted over four
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months in 2005. This paper is based on an unpublistesders dissertation, whichquides full details of the
study, including the research instruments.[12]

2. Research questions and objectives

Four research questions weterived from the brief:
¢ What services should the Business hifain provide? (The service remit)
¢ How should the Library market this new seevio DfES staff? (Mrketing the service)
¢ How should the new service be oasced? (Resounag the service)
e How can the value of the Business Librarian service be measured? (Measuring the service)

Five objectives were set for the study:
1. Identify existing ideas for the serei@nd any constraints on the model.

2. Explore how the role of the librarian has changedtimer sectors, including the academic, clinical and
corporate sectors.

3. Investigate views of governmelibrarians on the DfEService proposal and identifgeas of best practice.
from those who have attempted to implement a similar model.

4. Identify expectations that will be placed the Business Librarian service by DfES staff.
5. Make recommendations on how best to devalag implement the role of Business Librarian.

3. Servicecontext

The DfES Library operates from two sites in London 8hdffield. At the time of the study it employed 22 staff,
including 20 qualified librarians. Theibrary serves c4,000 employeestbe DfES and associated agencies,
based in London, Sheffield, Darlington and Runcorn. It operatesffadstenquiry service and maintains an
intranet website, providing links to kme journals and useful websites, @ldition to information about all
library services (e.g. current awareness, documentedgligkills training, advice a@hconsultancy on copyright,
metadata and other areas).

The proposed Business Librarian service was not endsageffering any new services, but as a re-packaginc
and tailoring of existing services to meet specific custoneeds. Librarians would lneformally contracted to
particular projects for their durati@and would spend time learning about the business of the teams supportec
fulfil their information needs. The change would beoffering tailored services on a more systematic basis,
becoming more proactive and extendingaalist support to more work areas.
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4. Literaturereview

4.1. Academic sector

The role of the subject/liaison librarian in academic lilesiis changing and its future is not assured. In 199€
Heseltine predicted its demise with the convergendibmairies and IT as learning support services, and in 200%
the University of Bangor announced the redundancy of eight subject Iiis;awaose role had supposedly been
eclipsed by Google andther means of finding information on theternet.[13-14] Other evidence is more
positive, with growth in the number of such postshie@ USA and convincing arguments for development of the
role offered by Pinfield and Biddismbe in the UK, and Frank and HdWia the USA [6,15-17]. Many writers
now see liaison activity, not subject expegtias the defining characteristic of the role and the means of ensuri
its future; communication and IT skills, combined wétHlexible approach and a broad understanding of their
academic customers’ activities, are therefore mopmitant than in-depth disciplinary knowledge.[6,15-16,18]

Frank and others argue that liaisprogrammes are too passive: libraganeed to move beyond traditional
service models to become more dynamic ‘information consultants’, pngvpactive value-added customised
services. Change is required because of develdgmenscholarly communication and information seeking
behaviour, with desktop access to resources: librarianstoe@diefine their services before other information
providers take their place.[10,19-20] Commentators esipbdhe increased importance of information literacy
and development of their training/teaui role, often linking tis with involvement in e-learning and virtual
learning environments: librarians need to work moosely with academic colleagsi¢o integrate information
literacy into curricula, develop their technological and pedagogical skills, and reposition themselves as leal
support professionals and/or teachers.[16,21-22]

4.2. Health sector

Information professionals in the health sector aremitay new territory, particularly through evidence-based
practice and information literacy initiatives. Evidencedzhhealthcare is providing new roles for librarians, who
are getting involved in systematic reviews — locating @vee, filtering and appraising literature, adding value to
information and furthering knowledge.[23-24] They are alswiding information at the pot of care,n clinical
practice and in partnership with primary healthcare ises11,25] The role of thelinical librarian, first
discussed in the 1970s, has regained prominendbeinl990s, with renewed empig® on evidence-based
practice requiring high-quality up-to-da@®idence to be considered in denglimedical treatment.[11] Clinical
librarians use specialist skills ansidwledge, gained on the job, to synthesise complex information and re
package it for clinicians.[26]
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To fulfil these roles successfully @nvork across professional boundariesiditans must be fully aware of the
benefits their services caning.[27] They must work collaboratively and prove they ar&eaal business’ by
being quick to adopt new technologydaconstantly updating theskills, which they mussell to colleagues and
clients.[1] Palmer argues that changes in healthcarematoon provision reflect @nges elsewhere: users now
demand seamless access and self-service, with information customised to meet specific needs and libr
providing outreach services alongside traditional offeri@kIP’s research showed many staff were ill prepared
or reluctant to take on these roles.[1,28] User educationinformation skills training to make users more self-
sufficient have also grown in importance: a surveyclofical librarians showe®1% offered user education
sessions and many NHS libraries proviakruction on a one-to-one basis.[26,29]

4.3. Corporate sector

Similar themes emerge from the corporate sector. Witsivesses the need for librarians to keep a close watcl
on developments in their parent onggations, spend time building good winid relationships and become real
partners with their customers and colleagues: thest ikeep up-to-date with netechnology, self-promote and
add value to the information gatireg process (e.g. by providing advice kimowledge management and training
on navigating resources.[3] Specidirlrians are moving beyond the traditibimaermediary role to providing
customised information, using their knowledge of the kassirto filter, verify, analyse and summarise material,
in order to deliver it in a timely and cost-effeeivnanner — which means notsjufulfilling, but actively
anticipating, user needs.[2,30]

The key to success lies in anticipatithe needs and direction of the organisation before occurrence, which
turn depends on understanding the organisation’s businesstiops. Konieczko and Powell argue that librarians
needs to immerse themselves in business planning precagséde the library to delg tailored services that
will drive organisational productivity.[8] Barreau pantout that increased Mzlity leads to greater
accountability — and stress — fdorary and information profsionals, but the benefitscinde being more able to
define their role in the organisati@amd better equipped to meet its infation needs.[31] Ryan emphasises the
need to be proactive in suggesting resources to cus@andrtaking every opportunity ‘walk theterritory’ to
meet users, in view of the constant need to justify existence.[32] This echoes Brick’s call for business librari
be much more proactive in ideniifiy and targeting non-users, makinigis integral to their marketing
strategies.[33]

4.4. Government sector

The literature on government library amflormation services is sparseaomparison. A central theme, notably
in the journal of the Network of Government Libramydalnformation Specialists (forerly the Circle of State
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Librarians), is the need to mowewards more intensive user traininggosting civil servants’ information
literacy skills, so that they can conduct their own aiede efficiently.[34-37] Echoig academic librarians, Miller
argues that government librarians anéormation experts, not subject spdists: they shod be teaching
colleagues to search for thewn information and developing more indedent end-users, whiaowill result in a

more efficient and effective organigatiand the creation ofew knowledge.[36]

The librarian’s role in supporting knowledge managenmegross government ignother important theme.
Documented examples include the Defence SciendeTachnology Laboratory (Dstljhe Financial Services
Authority, HM Customs & Excise, HMIreasury and the Home Office.[3&] This role includes providing
advice to teams, as well as inveiment in organisation-wide nkwledge management strategy and
implementation. At Dstl, a team of information and subgegierts, known as ‘Knowledge Agents’, provides on-
tap responses to colleagues’ information-related :ie€dam members have diverse backgrounds, including
information work, but operate separately from the Ijpras a self-financing unit. They have a boundless service
remit, from basic literature searchiescomplete support for the informati needs of a major project, offering a
wide range of consultancy skilte support the business, adding valaanformation and enabling knowledge
creation and sharing.[35] At the Hon@¥fice, librarians are actively invedd in knowledge sharing initiatives
and argue that they are well placed to do so, beaafueir background in sharing information and teaching
others how to handle it effectively.[42]

4.5. Service marketing

Information professionals are taking a more strategra@ach to marketing their services, especially in the
academic and corporate sectors.[30,33,43-45] The profesamralso recognised the relatively new concept of
‘relationship marketing’ as particularly relevant to libranyd information services ithe context of developing
closer working relationships and partnerships with customers and cobeagstomer relationship management
offers mutual gain, as the processbuilding the relationspi enables the service guider to become more
attuned to and thus better placed to atisstomers’ information needs. [44-49]

Branding is another key coept gaining attention in ademic, national, public and (particularly) special
libraries.[30,45,50-54] Libraries need pmsition themselves as the primargnduits of information in their
organisations.[30,45] This includes tingportant task of naming the service. Ryan renamed his service ‘Busine:
Information Centre’ to counteract negative precotioep of the words ‘librey’ and ‘librarian’.[32]
Biddiscombe similarly believes the term ‘librarian’ushelpful, suggesting ‘learning development adviser’ as a
more accurate label for the academitiject/liaison role.[16] However, 8imel argues that the name matters
little, as long as the brand is conierst and marketed strategically.[30]
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4.6. Performance measurement

Information professionals are also adopting strategicomgpes to measuring the impadcttheir services, with
increased pressure to demonstrate value for money. iiles require new types oheasures: Scherrer and
Jacobson identify consultati, outreach and web authoring agjuieng new quantitative or qualitative
measures.[7] The pressure to demonstrate value iglarly acute in the corpate sector, where it is a
longstanding concern.[55] Ryan believes ‘time savex’'the only quantifiable measure in information
provision.[32]

Matthews reviews evaluation methods and recommen@slanced Library Scorecard’, an adaptation of the
Balanced Business Scorecard, now widely used irh prtvate and public secwr This tool connects
measurement with strategy and vision, encouraging a broexe of performance than traditional metrics.[55] It
Is gaining support within the profeesi, with a growing number afase studies of academic, national and specia
libraries.[56-62] Of partic@r interest here is thexample of a ‘Knowledge Magament Benefits Scorecard’
(including quantitative and qualitative meassjrat the Financial 8aces Authority.[39]

5. Research methods

5.1. Study design

A qualitative methodology was chosen as most suitable falanorld project with a sall-scale in-depth focus;
Its exploratory nature required a methodology sensitive todhtext and sufficiently flexible to allow issues and
guestions to be investigated they emerged. The approach was indecrather than hypbesis-led, with no
prior assumptions made, thus allowing theories to emasgihemes and patterns frahe data as they were
interpreted; the grounded theory approecparticularly suited to explarg topics ignored in the literature.

The methods used comprised a reviefnmhe literatureto explore changing roles iather sectors, including
developments in marketing and measurement; a suwfeovernment librarians, to gather experiences and
opinions of personalised service modealsd a survey of DfES employeesgather experienseand opinions of
existing and proposed services.

Questionnaires were used to gaifraad overview, followed by interviews obtain in-defh understanding.
Combining these methods allowed tbellection of some quaidtive data on servec usage to balance and
contextualise the detailed opinions mainly soughte Tulti-method approach enabled different sources of
information to be tested against each other, thugwacly triangulation and improving validity. Both face-to-face
and telephone interviews were usediriolude a larger number of geoglacally dispersed participants than
would otherwise have been possible.
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5.2. Sampling strategy

Purposive sampling was used to tangetticipants thought likely to makeuseful contribution. The government
library questionnaire was distributedttee Committee of Departmental Laésrans (CDL, representing 24 service
heads). The government interview sammiigjinally comprised five librari@s with known expgence of running
personalised services, but was latepanded to compensate for a low gimstaire response rate (four). This
enabled participation of more staftrelttly involved in serde delivery and coverageg 11 government libraries.
Within the DfES, contacts in the Libsaand the DfES Learning Academy wereddgo target likely users of the
Business Librarian service, existing usef library servicesral some non-users. The gtiennaire was sent to
45 people, obtaining 27 responses, vithagreeing to be interviewed.

5.3. Data collection

Both questionnaires used a mix of open and closed ignssto gain the desirelalance of qualitative and
guantitative data and encourage respomstisquestions that were easy aqdck to answer. Sgce to expand on
answers to closed questions wasvilled. The instruments were rigorbugiloted. They were distributed
electronically.

The CDL questionnaire had owsections: one was directed libraries offering pemhalised services, seeking
information on their remit, marketing, resourcing aneasurement, problems in gaining acceptance and lessor
learned; the other asked respondentscoaently offering personalised servidesconsider their advantages and
disadvantages. Telephone interviewish government librarians used tBame questions, but aimed for more
detailed responses from participasédected for their operational ex@ace of personalised services.

The DfES questionnaire also had two sections: a shorter first section exjpsaiggl levels for existing services;
the second explored levels of intergsthe proposed service, perceilahefits and management arrangements.
Interviews with DfES staff were semi-structured,ngsa mix of closed and open questions: some covered th
same areas as the questionnaire, retlneere new and a few related spegifiy to individuals’ questionnaire
responses. A key objective was to gain increased undénstpof respondents’ information needs and ways the
new service could meet them. An intiew script was used, which firstménded participants of the Business
Librarian concept and then ded&d two scenarios showing how the model might work in practice.

5.4. Data analysis

Detailed notes were made of telephone interviews variien up immediately; face-to-face interviews were
recorded, with additional notes also taken and written tegp. IQualitative data were analysed using the constan
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comparative method: codes and categories were adsigoastantly compared and adapted as new code
emerged, aiming to generate concepts and theatywre central to (Qunded in) the data.[63]

Raw data (questionnaire responses and interview net® first split into distinct parts using open coding.
Connections and relationships wererihdentified and assigned axial cedehich were finally grouped into
core categories with selective coding,give a higher-level piate of the research dasad emergent thinking.
Tables were used to define the codes and relationshigsccessive levels. The small sample sizes enable
relationships in the quantitaévdata (responses to clospgestions) to be identifiedithout statistical tests.

6. Results

6.1. Government librarians

6.1.1 Adoption and rationale

Four out of 11 libraries offered a personalised sentiwe, had offered one previously and two others would
consider implementing one in the future. Reasons foradopting this model were insufficient staff resources
and dispersed user bases: departments with offices affidmtead across many sitiedt it would be harder to
identify potential users and to deliver the service. Reasons for considering implementation centred or
opportunity to extend the reach, increase the impactraisé the profile of the library, in ways that the
traditional service could not do on its own.

6.1.2 The service remit

The remits of existing and previoysersonalised services were exdwe and varied, including tailored
workshops, database and thesaurus construction, camemeness, literature seaegshand in-depth research.
Two current and the two former services were basedclerry-picking’ groups towork with, rather than
opening up the service to the whole organisation. Oneyilm@centrated on working in partnership with a few
chosen contacts, rather than carryingamihocresearch requests; it providedearch to suppoevidence-based
practice, which meant building @m in-depth understanding cblleagues’ business needs.

6.1.3 Marketing the service

Marketing strategies reflected the msive or exclusive nature of thergiees. Two marketed their services
extensively, using a variety of deniques, including presentations lboisiness units and project managers,
publicising services at induction eéwts and through in-house publications, and emailing success stories
colleagues; both found word-of-mouth to be a significant way of gengrdeémand. In contrast, the cherry-
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pickers deliberately under-marketed thegrvices, to limit demand and manager expectationshey picked up
work through networking, selecévargeting and repeat business.

6.1.4 Resourcing the service

Resourcing strategies imdited different management philosophiese¢hused dedicated staff to provide the
service, with one drawing a clear tilgtion between “researchers” and fhbians”; but the others deliberately
involved all their librarians, to expit and develop expertise, and avoid an “us-and-them” situation makin
excluded staff feel deskilled. Only one had a struotdrereby individual staff built up expertise and contacts in
specific subjects/divisions. Two stressed the need toitggseoand balance workloads order to run the service
alongside other commitments. Three imposed some chaxgesally for team-spelic resources or project-
related costs; one oceasally charged back the cosikcasual staff employed tmover a librarian engaged on a
special project.

6.1.5 Measuring the service

Four libraries used performance indicators to gaugeiceeimpact and success. Measurements included the
amount of time spent on projects, numbers of enquiresivied, accolades and repeat use. Two used feedbac
forms at the end of projects and one tried to find evideridérarians’ contributiondo projects influencing
outcomes. One library was developiaglatabase to recomltcomes of enquiries undaken and another was
considering using a baleed scorecard in future.

6.1.6 Gaining acceptance

Four libraries had experienced problems in gaining geiton of their skills and services from colleagues.
Strategies to overcome this includesking the divisional head to sell thenefits to teams and getting involved
in the business planning quess, to increase visikyli and build mutual undei@nding. Two reported initial
concerns of librarians about workloads had been resdiyeal flexible approach to task allocation, with other
staff absorbing work as needed.

6.1.7 Lessons learned
The main points related to clarifying requirements, managing workloads and targeted marketing.

¢ Full involvement at the project initiation stage aeucial to ensure a clear, shared understanding of
objectives and timescales. This should be followed through with frequueninunication during the
project, to guard against inadtent changes in deliverables.

e The ability to prioritise work quickly and effectively vstal. It is also essential to have mechanisms for
dealing with staff absences, such as fact sta®iguidelines, to providentinuity of service.
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e Marketing should target knowledgealdgisting customers firsto gain some quick wins and create an
indispensable service. Early successes can providietfarm for educating otlegootential users on what
the library can do and for defending the service, if necessary.

6.2. DfES employees

6.2.1 Existing service usage

Eleven out of 27 respondentsedsexisting library servicest least once per month, of whom five used services a
least weekly. Eight used it less oftend others did not use it (or did not comment). Figure 1 summarises curre
levels of usage for particular services, showing redtihigh usage of current awareness, general question:
journal consultation and book loans, with lower levelsclomsultancy services, in-dipquestions and training
sessions.

Library service

B No response

Consultancy | T

1 O Less than

Current
awareness w_ once a year

—— O Every6-12
Workshops and | months

training sessions O Every 4-6
months

Using journals ———— | B Every2-3
months

. * B More than

Book lending | ] once a month

. —

Asking an T
in-depth question

Askinga: — —

general qQUeSHoN e —

I T T
T T T

0 2 4 6 8 10 12

Number of respondents

Figure 1 Levels of usage for existing library services
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6.2.2 Proposed service interest

Thirteen out of 27 respondents saié firoposed Business Librarian serviceuld definitely be useful to their
teams and two said it might be useful. Seven said it waetldnd the rest did not rgpio this question. Figure 2
shows the levels of relevance assigned by respondergigetofic services, indicaig much higher levels of
interest in (tailored) traing sessions and (particular) consultancy sesyithan suggested by the data for current
levels of usage, e.g. Figure 1 showatthO staff said they never used dibyr consultancy services, but Figure 2
shows relatively high numbers ysag they would find advice on wesite design, metadata, controlled
vocabularies and intranet communities very or fairly useful.

Proposed service

Advice on creating
intranet communities

Advice on website design [ppmb— |

Advice on departmental
controlled vocabularies

O No response

O Don't know

| B Irrelevant/
Fairly irrelevant

O Very useful/
Fairly useful

Advice on metadata

Advice on copyright _

Attend team meetings to
assess information needs

Tailored training sessions:

advanced Internet searching [—

Tailored training sessions:

online journals searching ——|
[ I I
I T T

0 5 10 15 20

Number of respondents

Figure 2 Levels of interest proposed tailored services
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These results suggest there may be more scope fdilitay to deliver consultancy and training through a
tailored Business Librarian service thaia its traditional service moderlhis preliminary endorsement of the
service concept is reinfoed by 13 positive responses to the proposgalilicarians to attend team meetings to
assess their information needs.

6.2.3 Exploiting professional skills

Analysis of the qualitative responses to the DfESstjaenaire and interviews identified three overarching
themes. The first (labelled ‘professional skills’) highlighpetential benefits of thBusiness Librarian model in
making better use of librarians’ sp@tst professional expertise. Commerthowed many respondents felt that
the professional skills of librariar®uld significantly help DfES employees and add value to their work. Thre
key areas were identified: informatiomnagement advice, information literacgining and reseeah assistance.

On information management, four inteew respondents mentioned a needHhelp with website design (e.g. to
create metadata and improve sedattilities) and none had thought of asiithe library for assistance. Three
staff identified different ways in which a librarianudd advise teams on knowledge management: by helping t
structure and organise their infortiee, helping to organise and improve their intranet community, or helping
members cope with high volumes of email.

On information literacy, three quemnaire respondents had concerasout information overload, with
Respondent 1 highlighting amsequent failure to accesa full range of source$There is a need to make better
use of all the sources of information. At @es[the team] does not draw on all of thenkive interview
respondents identified specific training needs, suckleasing how to keep up-to-date with key authors or
journals and leading thinking in theekil; how to search for information meoefficiently; and how to judge its
quality and reliability.

On research assistance, severapaoadents were keen for librarians to rgaout research on their behalf,
particularly to scope the wider environment and hegms access a broader range of sources. Staff talked abc
the risk of civil servants being “myopic”, mentionindfatulties in keeping up witlturrent information from a
broad range of sources and a conseqtemdency to look at researcdings in isolationLibrarians could
conduct horizon scanning to help broaden their reseandhfind the most current and relevant information.
Other suggestions included assistance with researching Parliamentatio3uéRQs), evience-based policy
development and literature reviews,ax@ library expertise get the work damere quickly; and this would raise
the library’s profile, as such work aften at the cutting-edge policy level.
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6.2.4 Marketing the service

The second overarching theme was the importancenarketing the service effectively and strategically.
Respondents identified three related issues: targetirgethiee, raising & profile and defining it effectively.

On targeting, staff expressed differ@pinions on the organisational levehatich the service should be pitched,
ranging from the individual to the dotorate (the top-kel organisational unit). Bpondent 7 said the way the
library markets the service would determine its success, then obserimd | don’'t have a team, | am a
personal performer; it may relate mote subject specists than teams.”Suggested approaches included:
targeting teams at the hub of projexttivity, to raise the seice profile; géting involved in meetings at
divisional level, to make more impact, as teams aften small; and having librarians dedicated to each
directorate (adopting the ‘amgnt manager’ model used successfullydblyer teams in the Corporate Services
and Development Directorate), to become involved in higher-level discussions.

On profile-raising, several respondents felt the proposedeinvould increase awareness of the library and its
services, by improving rapport with caigues, establishing points of cordaeeping the libny in people’s
minds and encouraging more exfive usage. Respondent 3 ndtedt is not high up in people’s consciousness,
even though the library always helps wheeytlare approached and provides a good servideiio respondents
wanted named business contactslie with other central services,..not to do every bit of research, but
someone to turn to with more expertise to dig things out quigRgspondent 3). One respondent mentioned
using contacts in Analytical Services to track doreports, which could probably have been located more
efficiently via the library.

On defining the service, one explanation for non-wses found in low awareness services, typified by
Respondent 9] don’t know what serwies you can provide thatould be helpful to me"Respondents were also
confused by perceived overlaps between library services and those of other units, such as the Learning Ac:
and Press Office. One acknowledged the potential in tlsen8ss Librarian service, but emphasised the need fo
librarians to make contacts, raise their profile and kttwevbusiness: people neededunderstand exactly how
these services could help them in their work and fians needed to understandaetty what they required.
Closer seamless working was needatbng the central servicaad the proposed information needs assessment
could support this process.

6.2.5Logistics

The third theme running throughsponses covered the praatiaspects (or ‘logisticsdf delivering the service.
The main issues discussed were timescales and timingvolvement, channels of communication and the use
of service level agements (SLAS).

The variety of work made it difficulio generalise about timing of enganents. Many people wanted librarians
to have inputs to projects for short periods and spquifiposes, but to build relanships encouraging repeated
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involvement. The majority view favoured involvementoatnear start-up, when @gle are thinking about the
kind of information needed; one saidstiplanning phase woulddatwo or three weeks at least; another said it
could be useful for librarians to come in again rlate projects. For other undertakings, involvement after
foundations had been laid might be a better usenaé.tiThree respondents estimated a librarian might be
involved with meetings, phone calls and emails for oneidaotal, but spread across a three-month project.
Other work could be time-consuming with tight deadlines, such as gathering information for a Bill, having ju:
few hours to research a PQ, or foays for a literature review.

Four respondents identified emailtagir preferred form ofommunication, but advised combining it with face-
to-face discussion through individuabntact and/or team meetings, and backing up discussions with writte
communication. Project start-up meetingsre mentioned as a way in for Erans, but it wa also suggested
they should take the initiative andvite teams to meetings to discuss skills and services on offer; informatic
needs assessments were also seen as a useful wagkitstart relationshipsOne respondent suggested
designating one of his team as thened contact (liaison) for the Buss®Librarian service, building on his
previous suggestion that the library should desigmaeed contacts for teardivisions. Communities of
practice were the least popular madeeommunication: not alitaff belonged to one anldose who did felt their
communities were under-utilised and not fggly embedded into working practice.

Opinion was split on whether an SLA would help to defamal tailor services to needs: nine questionnaire
respondents answered positively, 11 negéti and one said ‘Possibly’. terview responses were similarly
mixed: some felt SLAs were restrictive, bureaucratiti unnecessary for a proactiservice; others were in
favour and saw them as potentially useful. In contraspondents generally welcomed the proposed informatior
needs assessments, which could sengefast step towards a more fornzaistomer-provider understanding.

7. Discussion

7.1. Feasibility of the model

The literature showed a shift towards providing tailored, personalised information to combat informat
overload. In the academic and heaklectors, subject and clinicalbtarians still have an important
liaison/consultancy role in meetingethinformation needs of particularayps.[15-16] Clinical librarians are
supporting evidence-based practice tgliag value to information through tegstematic review process.[23-24]
Corporate librarians are using their specialist infdroma skills in consultancy and partnership roles.[2-3]
Government information services are increasingly mowvgards tailored services, with a particular focus on
information literacy [34-36]ad knowledge sharing [38-42].
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Government participants in this study confirmed rthieterest in providing personalised services, through
increased liaison and consultancy roles, contributing prefessional expertise to specific projects and building
up closer working relationships within their organisasi; one said it was “imperative” to move beyond purely
enquiry-desk based servicesftdfil the information needs of their ganisations and ensure their own survival.
Wider research also suggests it is not only feasihidlilfoarians to offer a morgersonalised service, but
essential if their skills are to be recognised and ¥B]82] There are significant opgunities to manage and add
value to information and empower the end-user withrmédion literacy skills; but librarians need to be more
proactive, to understand thenaplexities of users’ specific informatiareeds and raise thestatus within their
organisations.

The DfES survey confirmed this pice, showing a majority of respondeniere keen to use the Business
Librarian service and interested kanow how it could help their day-tcaglt work. Most respondents used the
Library sporadically and it was not strongly embedded in their consciousness as a primary information reso
Some used inappropriate or inadequate sources, whidt bmit the scope and effectiveness of their research;
many also suffered from information overload. Despite Usage of existing servicestaff responded positively

to receiving these servicélsrough a more tailored Business Librariarve® and were keeto receive tailored
training and advice on website design and metadata. dlseysaw librarians’ skills as useful in supporting
evidence-based policy making, by providing informatiteracy training and currémwareness services.

Library services were highly valuedhen used, but needed to be re-pagd and deliveredifferently to
increase usage levels. There was kmareness of the types of servicailable and limited understanding of
many specialist services. The Businedsraiian service has the potential ttseaawareness of librarians’ skills
at an individual, team, divisiondifectorate level. The model algeflects wider government thinking on
streamlining and efficiency: it would rke better use of librarians’ professibeapertise and helPfES staff to
manage knowledge, become information literate and tuilise all the research sources available to them.

7.2. Defining the service remit

DfES services reflect those offered by other governnidméries and in other sgialist library sectors.
Konieczka advises special libraries movittgga more proactive role not toytto be all things to all people,
underlining the need for a well-definsttategy and targets.[8] The DfESbkary must consider whether it has
the capacity to take up gpondents’ suggestions that librarians should carrysabstantive research work:
should it follow the government library which draws a clé@tinction between “researers” and “librarians”,

or follow Miller's advice and concergte on information literacy training to make (non-library) researchers mor
able and independent?[36]

There is a clear need to define the service offer, ag/ msers are unsure what it ©is need for clarity also
applies to specific project engagengras one lesson learned from goveminiérarians was the importance of
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defining and confirming requirements, objectives andvdedibles at the start amfiliring projects. While there
was a mixed response to SLAs for thesBess Librarian service, respondentse consistent ivanting further
guidance on the service scope, including its relationshipther central services. They also supported the
proposed information needs assessments — which couldsrtie of the usual SLAuhctions — and specifically
advocated documenting the outcomes of discussions with individuals/teams about their requirements.

7.3. Marketing the personalised service

Library marketing is about predictirand satisfying customers’ needs profitably — in a mutually beneficial way -
rather than trying to sell them things they do not ndé&ll According to Soules, librees perform such a diverse
role that it is often difficult for people to know whtitey offer.[44] This proved the case at the DfES, where
usage of training and consultancy seeg was low (Fig.1), but demand foe#ie services was identified when
presented as specialist tailored supbig.2). The Busineskibrarian model has thpotential to market and
deliver these services more effectively and defining thacgeneeds to be part tfe marketing strategy, which
must also extend to non-users.[33]

The research reinforced the professional literaturejshasis on marketing the ses®istrategically. Government
librarians favoured targeting services at particular ptejand business units; one had sought assistance from
divisional head in selling the service to teams. DfEe® sionfirmed project teams dlse core constituency for
the service, but also suggested engaging more strdtggitahe divisional/directiate level, providing named
contacts or ‘account managers’ and working moreetyosvith other staff in the Corporate Services and
Development Directorate.

DfES respondents advocated a mix of email and fadae® communication, espediaproject/team meetings,
to build the service and manage customelationships. The brary had suggested mariet the service through
existing intranet communities, but responses reveslath communities were not sufficiently embedded in
practice for this to work, though they could be used ¢atifly project teams and groupsth shared interests.

The Library evidently needs to build a stronger brand, as it is not currently seen as the primary condui
information in the department.[30,45] However, the antipathiyie terms ‘library’ ad ‘librarian’ met elsewhere
does not seem to be an issue here, as the nameéBsidiibrarian’ was only qued once in discussion.[16,32]

7.4. Resourcing a successful service

If the proposed service is as suctalsas the results suggesit could be, this wouldnean increased library
workloads, with a requirement to engage with projettshort notice and deliver woto tight deadlines. The
Library has indicate it does not have the resourt® operate like dedicateculgject/liaison librarians in a
university, nor to embed librarians into particular tedonsextended periods. Lack efaff resource was one of
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the main reasons given by government librarians nfariofy personalised service and those operating one
highlighted workload management as a key issue. stimeey revealed two distinct operational models: the
dedicated research team, where librarians specialisieisnservice; and the unified whole-service approach,
where all librarians participate in itklivery. The second model offers mdiexibility, pooling staff expertise,
developing more people and guarding against silosqltires close monitoring andigritisation of workloads,
but seems better suited to the circuanses and ethos of the DfES Library.

Government librarians make limitedeusft charges to finance their semsc The only relevant self-financing
service identified (Dstl) operated outiwvthe library.[38] There are thus fgwecedents for charging; the internal
situation at DfES does not seem oppod for introducing chargeservices and any clygas made by the Library

would need to be clarified in magting the service, as one respondent identified this as a likely deterrent.

7.5. Measuring the value added

The importance of libraries adding proven value to theirrosgéions is a burning iss@aeross all sectors. It has
particular significance for governmelibraries in a climate of efficiencgains and publiexpenditure cuts.
Personalised services can exploit professional skills teaserorganisational efficiency, but their worth needs to
be measured in ways that are recognised by senemagers. Most libram& accept the importance of
measurement, but identification of suitable measuretalyged behind service develoent, with key areas such
as outreach and consultancy still lagk adequate performance indicatpfs Some libraries are now moving
their measurement activity on to a more sgyai¢evel with Balanced Scorecards.[56-62]

The DfES Library plans to measure itew service by recording activity its customer enquiries database and
collecting feedback through end-of-project interviewsngigjuantitative and qualitagvdata. Both approaches
reflect existing practice among governmébtarians, who also mentioned &nspent, repeat use and accolades
as indicators; only one was considerafjalanced scorecard. In the corpersdctor, time saved for the firm has
often been cited as the key measumat increasing numbers of organieas, including both corporations and
government agencies, now favour the broader view affbyethe balanced scorecavedhich is an argument for
libraries to considethis system.[32,55]

7.6. Limitations of the study

Only two out of 27 respondento the DfES survey were not existing lityraisers and all theswho agreed to be
interviewed were frequent users. Theulés were thus not fully representative of the potential user base for tt
proposed service. Although the respmmate to the CDL survey was poekpansion of the government library
interview sample achieved an acceptaldvel of participatin (11 out of 24 departments). Nevertheless, non-
responder bias needs to be borne in mind vdogisidering the findings from both areas.
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The particular focus of the study limits value in terms of generalisabjliits main aim was to provide context-
specific recommendations to the EH Library, but it has drawn onitiking and practice across the UK
government library sector and may in turn influence futhirgking and practice in thaector. The findings have
been related to the wider library and information sewienvironment and the key messages may be relevant at
transferable to prackcin other sectors.

8. Conclusions and recommendations

This study explored the feasibility af personalised model of service deatwéhe ‘Business Librarian’ model)
for the DfES in the context of changes in informatprovision, empowerment ohe users and pressures on
information professionals to demonstrate the value @f #pecialist skills to theiorganisations. It adopted a
qualitative methodology, using an indueigrounded theory approach, to explthe opinions of DfES staff and
government librarians on the remit, marketing, resogr@and measurement of tipeoposed service. Primary
research data were analysed systematically usinggaoechniques to identify keye¢mes, which were discussed
in relation to developments in academic, healthrpaxate and government information services. Although
conducted within a specific contextetfindings should be of interestather information service managers.

The main finding from the study was that the proposed Bssih#orarian service is nainly a feasible model,
but a necessary development, to ensure effective amteatfuse of information anekpertise within DfES. The
research showed low levels of usage and awarenese spdtialist library services currently provided, such as
information skills training and information management attascy, but high levels of need and interest in these
services when presented as elements of a paakéged by a Business Librana The Business Librarian
service could help to solve these problems, by advisaffy@t information managemeritaining them to search
effectively and assisting with their research activities.

The survey of government librarians itiied similarities in the style angpes of personalised services offered,
with consistent emphasis on working in partnership alting value, but variations in their specific remits and
the methods of marketing, resourcing and measureusaat, although there was alsignificant unanimity on
lessons learned arourtarifying user requirementsnanaging staff workloads andleetive service targeting.
The field research echoed the literature surveyanfioming librarians’ roles in both training end-users as
searchers and acting as expsgairchers contributing substially to research, esgally to support evidence-
based practice. It also reinforced published messagethe importance of nurturing customer relationships,
understanding the business and delivguick, flexible responses. Masispondents recognised the importance
of performance indicators, but like the rest of phefession were still trying to find definitive measures.

The study identified specific, interdement issues for the DfES Libramglating to the nmit, marketing,
resourcing and measurement of the prepgoservice, which can be seeniserent tensions and management
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challenges of the model. In particular, it raised qoastiabout the extent to whi@ Business Librarian would
undertake substantive research work and includeaarotint management’ or ongoing liaison role: there are
precedents in other government libraries and speciafistmiation services, but this type of work might be
difficult to resource through the flexiblbrary-wide staffing arrangement envisdgét also drew attention to the
dilemma facing librarians who want to position themsesteategically, but must takeare not to over-promote
their services and create expectations they cannot meet.

The following recommendations to theEs Library emerged from the study:

1.

Define the service boundaries — identi®&ationships and overlaps with ottgarts of the Corporate Services
and Development Directorate; decide whether liaisomtacts or ‘account management’ forms part of the
role; clarify customer requirements in relation teadfic engagements; and establish any limits to work
undertaken (e.g. carrying out research).

Market the service strategically — build a strong brand to reclaim information territory; promote Informati
Needs Assessments to target grogies;involved in businesand project planningommunicate the services
offered and policy on charging; exjtl Customer Relationship Management tools and techniques; and u
established channels of commeation (e.g. meetings and email).

Use staff resources effectively — work collaborativehith other areas of the Corporate Services and
Development Directorate; maintain flexibility istaffing the service; and develop the competence anc
independence of end-users.

Develop strategic performance indicaterinvestigate measures used by @i the Corporate Services and
Development Directorateind consider the use afBalanced Scorecard.

The study also identified issues related to theggmt which would benefit from further research:

e Training and development needs of staff offering pers®ed value-added serviceghis was highlighted
in the literature and could include investigatioh skills used by consultants in the wider business
environment.

e Performance measurement and metrics for the vadiged by personalised librasgervices — this was
revealed as a weakness and comdude exploration of practicalmplementations of the balanced
scorecard.

e Models of service delivery for us@opulations that are geographicatlispersed — this was cited as a
problem for implementation by two government librarigng does not seem to have been discussed in th
literature.
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