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	Overview

Country: Canada

Industry: Financial Services

Customer Profile

Founded in 1817 as Bank of Montreal, BMO Financial Group is one of the largest financial services companies in North America with 34,000 employees across Canada and the United States.

Business Situation

Increasing volumes of data on the company intranet made it difficult for employees to quickly find information, reducing productivity and creating inefficiencies in customer service.

Solution

BMO deployed Microsoft® Office SharePoint® Portal Server 2003. Data is now targeted to employees by job role so they can more quickly find and use information needed to serve customers.

Benefits

· 25 percent higher intranet task speed 

· Customer service, loyalty improved

· Intranet administration cost down

· Content publishing accelerated

· Immediate investment impact


	
	
	“I look at the basics: customer satisfaction, employee satisfaction, and shareholder satisfaction. Without a doubt, the new employee portal is ringing up a tick on all boxes.”

Rick Loggin, Vice President, Integrated Channel Management, BMO Financial Group



	
	
	
	BMO Financial Group is one of the largest financial services companies in North America. As the volume of data on its intranet grew, front line employees in BMO’s Personal and Commercial Client Group (PCCG) found it increasingly difficult to quickly find the information they needed. PCCG deployed a new employee portal with Microsoft® Office SharePoint® Portal Server 2003. Customized information is now targeted to front line staff according to job role. Employees see a simpler interface with easy navigation and single-click access to key web-based information and applications they need from the portal’s home page. The new portal was enthusiastically adopted and is producing immediate business benefits, including an average 25 percent speed improvement in standardized intranet tasks; faster customer service; more efficient intranet administration, and standardized content publishing.
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Situation

Founded in 1817 as Bank of Montreal, BMO Financial Group (NYSE, TSX: BMO) is one of the largest financial services companies in North America. With assets of $256 billion on October 31, 2003 and 34,000 employees, BMO provides a comprehensive offering of retail banking, wealth management and investment banking products and solutions. BMO is organized into three client groups. The largest of these, Personal and Commercial Client Group (PCCG), serves more than eight and a half million customers across Canada and the United States. 

Productivity and cost control are key profitability drivers in the financial services industry. When prevailing interest rates are low and the “spread” (difference between what the bank charges its borrowers and the rate at which they can borrow capital) is limited, profit growth must rely increasingly on cost reduction and productivity gains. Rick Loggin, Vice President of Integrated Channel Manage[image: image5.jpg]Microsoft



ment, describes how improving productivity directly affects the bank’s competitive edge. “In our business, productivity means speed to get to the right information. If I can improve conditions for our employees on the front line, they will not bother their co-worker or call our help desk, which is a waste of manpower. Most importantly, they will give our customers more accurate information. Faster access to better information improves customer satisfaction and loyalty. But it also leads to better employee relations and improves shareholder satisfaction because our revenues and profitability will grow.”

PCCG’s front line staff, for example in the division’s busy call center, depends heavily on the corporate intranet to help organize their workday and serve customers. As more data and tools were pushed to them online, it became difficult to stay organized. What had been a time-saving convenience—daily flow of news, announcements, and business information—had become less helpful because it was ineffectively presented. Adam Faithfull, Senior Manager for the Intranet in PCCG, previously managed the division’s direct banking channel’s intranet. “We found employees were creating their own processes to get around failings of the way information was delivered,” Faithfull says. “For example, they would open up multiple browser windows to access separate applications, thus cluttering their desktop and slowing themselves down. This was hurting productivity.” 

A survey confirmed that finding information was challenging for most front line staff. Non-indexed content and limited search capabilities required employees to know in advance where to look. Unless they could precisely navigate to the right location, searches often failed or produced outdated results. Employees increasingly engaged their colleagues or called the helpdesk—reducing productivity for all concerned. BMO’s leaders knew an entirely new approach to employee information access was needed.

Solution

Under a previous project called Pathway Connect, BMO completed a Microsoft platform refresh and deployed Microsoft Active Directory™ directory service. This gave the company a consistently managed IT environment—based on Windows 2000 Server™, Windows 2000 Desktop and the Microsoft Office System—and a powerful tool for classifying employees by job family. The company’s next step was a multi-year initiative called BMO Connect. Focus shifted from infrastructure and technology platforms to better information management and standardized sales and service processes. A team headed by Richard Livesley, Application Portfolio Manager in BMO’s Technology Division, tackled the job of rebuilding PCCG’s intranet and creating a platform for future BMO intranet development. The team’s mission was to reduce the need for employees to sift through and organize on-line information. Their approach was to push customized information to employees according to their job role—for instance, branch managers, call center employees, and counter staff—while leaving the desktop environment as consistent as possible. Employees would see a simpler home page, with easy navigation and single-click access to only the specific information and applications they needed. 

To achieve these objectives, the team deployed a new employee portal with Microsoft® Office SharePoint® Portal Server 2003 and Content Management Server 2002. Other tightly integrated Microsoft technologies included Windows SharePoint Services, SQL Server 2000, Microsoft Office FrontPage® 2003 web site creation and management tool, and the Visual Studio® .NET development system.

Decision for Microsoft

Technology and Solutions considered a number of portal solutions. After analyzing its options, the team chose SharePoint Portal Sever 2003 because of its tight integration with existing Microsoft products, ease of deployment, and the advantages of a uniform development platform. Ellen Liu is Senior Vice President, Technology and Solutions, at BMO. As technology co-sponsor for the BMO Connect program, Liu was responsible for implementing the employee portal in the Personal and Commercial Client Group. “One reason we chose Microsoft SharePoint [Portal Server 2003] was the close integration with Active Directory,” she says. “This was a strong advantage for us because we use Active Directory for authentication as well as for identifying the individual’s job family. This lets us target content based on the employee’s role.” SharePoint Portal Server also offered BMO a uniform platform for sharing data with the .NET environment. “We viewed this as a simpler, less costly development environment for data exchange than competing solutions,” says Liu.

Smooth Deployment

BMO deployed the employee portal (named BMO Central) in stages. In January 2004—12 months after project authorization—the portal deployed to 4,500 PCCG employees, primarily in the Direct and Business Banking Divisions and the groups that supported them. By the end of May 2004, the remaining 12,000 PCCG employees, primarily in the Retail Banking Division, were online. Says Ellen Liu: “Deployment was extremely smooth, almost uneventful. The issues that did come up were quickly resolved. Feedback has been nothing but positive.” The portal has been architected to serve all BMO client groups. Deployment to the rest of the BMO employees is greatly facilitated now that the infrastructure has been put in place. 
The core deployment team consisted of eight full time individuals from BMO’s IT group and five Microsoft support personnel including Microsoft Consulting Services (MCS) professionals and local support staff. Says Liu: [image: image6.jpg]Microsoft



“I’m very pleased with the support provided by the local Microsoft team. They understood our priorities and proactively addressed our issues. Together, we brought the project in on time and within budget.”

Low Retraining Costs For .NET

At the inception of the project, the intranet team included primarily Java 2 Platform Enterprise Edition (J2EE) and Lotus Notes developers. The new portal and its underlying technology would be based on the Microsoft .NET platform. While the transition to .NET for the employee portal caused some initial concern, major problems never materialized. Ed Mendoza, Senior Technical Specialist, IT Division, was lead developer on the project. “We still have java-based applications, but for the portal project, we had to transition to .NET,” he says. “Fortunately, the retraining for our team consisted primarily of mentoring. There was no turnover of our staff.” 
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Richard Livesley is pleased with his team’s ability to adapt quickly. “Despite our limited experience with .NET, we went through the first year on schedule,” he says. “This is a tribute not only to the team, but to the fact that SharePoint Portal Server 2003 is designed to make the Java to .NET transition relatively easy.” 

Consistent Interface with Role-Specific Information

The employee portal delivers BMO’s PCCG retail employees a consistent look and feel when they log on at the office or on the road. A login script automatically launches Internet Explorer with a default home page to the portal. The home page has the same basic structure for all employees: a Home tab (job family based), Products and Programs (bank division based), and People and Learning (HR, news, and training). 

Providing role-specific information on the employee portal—also known as audience targeting—is made possible by integrating Microsoft Active Directory with SharePoint Portal Server. Active Directory provides user authentication for the login, and uses job family data to determine the content displayed on the employee’s home page. Custom web parts are also used to retrieve and render role-specific information from existing applications or data stores. For example, a financial services manager receives service requests from the Siebel customer relation management system, while a branch manager might receive status updates on new marketing programs from a different database. Every employee sees a task bar containing icons for search and frequently used applications. Custom web parts also retrieve news and other content from a variety of sources into the portal. 

Benefits

BMO’s Personal and Commercial Client Group is already reaping handsome returns on its investment. Here are the specifics:

Rapid, Eager Adoption
Employees are enthusiastically adopting the new portal. Compared to previous intranet statistics, site hits and page views per employee are up sharply, and staff members access productivity applications more frequently. According to an internal survey covering 55 retail branches that participated in a pilot rollout, 95 percent of the respondents reported no problems transitioning from the previous portal to BMO Central, 97 percent found it easy to navigate in the new portal, and 96 percent found it easier to locate information. An overwhelming majority—94 percent—indicated they would save time using BMO Central. One respondent summed up the feeling of most: “Thank you for making our job easier.”

Speed to Complete Intranet Tasks Up 25 Percent

The deployment team had estimated that a simplified home page and audience targeting would save at least 10 minutes of information search time per employee daily. Not satisfied with rough estimates, PCCG commissioned a quantitative time/motion study that covered a set of search and other standardized intranet tasks. A representative group of front line employees from the first deployment completed the tasks, first on the old intranet and then on the new employee portal. The results were even better than expected: average speed to complete the tasks increased more than 25 percent. Similar improvements were experienced by call center employees in looking up information, helping to improve call handle time as well as customer satisfaction. Says Faithfull: “Employees can now find information very fast. We gave them direct access to the different applications they previously opened in separate windows, in one column of their home page. This clearly made a big difference.”

The team expects even better results from the recent (May 31, 2004) deployment to 12,000 employees in BMO’s retail branches. These employees spend considerable time servicing customers face-to-face. A time/motion study is also planned for this group. Says Adam Faithfull: “Because retail banking employees were less experienced with our old tools, we think even bigger productivity gains are possible in that channel.” 

More efficient intranet administration

Reducing the cost of intranet administration and content management were key business objectives. Standardized templates and Microsoft Content Management Server help achieve substantial productivity gains. “We think two or three templates will service 90 percent of the requests that we get for new sites,” says Richard Livesley. Need for professional designers and content managers will be reduced, and the businesses will publish their content faster and at lower cost. Previously the average time to produce a new site was about 10 days. Using customizable web templates that come with SharePoint Server 2003, the time is expected to decrease 6-fold to 1.5 days. 

Immediate Investment Impact

Six months after deployment, the company is very pleased and expects strong returns on its portal investment to continue. Executive sponsor Rick Loggin sums up the company’s bullish attitude: “Though employee portal was a small fraction of the total BMO Connect budget, it is one of the few projects that could have stood on its own. I look at the basics: customer satisfaction, employee satisfaction, and shareholder satisfaction. Without a doubt, the new employee portal is ringing up a tick on all boxes.”
Microsoft Office System
Microsoft® Office is the business world's chosen environment for information work that provides the software, servers, and services that help you succeed by transforming information into impact. For more information about Microsoft Office System, go to: 

http://www.microsoft.com/‌office/
SharePoint Portal Server 2003
SharePoint Portal Server 2003 enables enterprises to deploy an intelligent portal that seamlessly connects users, teams and knowledge so that people can leverage relevant information across business processes to help them work more efficiently. For more information about Microsoft SharePoint Products and Technologies, go to: 

http://www.microsoft.com/sharepoint/default.asp
“In our business, productivity means speed to get to the right information. If I can improve conditions for our employees on the front line, they will not bother their co-worker or call our help desk, which is a waste of manpower. Most importantly, they will give our customers more accurate information.”


Rick Loggin, Vice President, Integrated Channel Management, BMO Financial Group
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“I’m very pleased with the support provided by the local Microsoft team. They understood our priorities and proactively addressed our issues. Together, we brought the project in on time and within budget.”


Ellen Liu, Senior Vice President, Technology and Solutions, BMO Financial Group
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The new BMO Employee Portal provides employees with a simplified work environment customized for their job family.





“Employees can now find information very fast. We gave them direct access to the different applications they previously opened in separate windows, in one column of their home page. This clearly made a big difference."


Adam Faithfull, Senior Manager, PCCG Intranet, BMO Financial
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Software and Services


Products


Microsoft Office 2000 


Microsoft Office FrontPage 2003


Microsoft Visual Studio .NET 2003


Microsoft Content Management Server 2002


Microsoft Office SharePoint Portal Server 2003


Microsoft Windows 2003 Server


Microsoft SQL Server 2000


Microsoft Windows 2000 Server


Microsoft Windows 2000 �
Services


MCS (Microsoft Consulting Services)


Technologies


Microsoft .NET Framework


Microsoft Active Directory





Hardware


(8) IBM X345 with Intel Xeon processors 2.8 GHz, 2GB RAM, 2x73GB HD


(2) IBM X360 with Intel Xeon processor MP 2.8 GHz, 4 GB RAM, 2x73 GB HD�
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For More Information


For more information about Microsoft products and services, call the Microsoft Sales Information Center at (800) 426-9400. In Canada, call the Microsoft Canada Information Centre at (877) 568-2495. Customers who are deaf or hard-of-hearing can reach Microsoft text telephone (TTY/TDD) services at (800) 892-5234 in the United States or (905) 568-9641 in Canada. Outside the 50 United States and Canada, please contact your local Microsoft subsidiary. To access information using the World Wide Web, go to: www.microsoft.com





For more information about BMO Financial Group products and services, call (800) 363-9992 or visit the Web site at: � HYPERLINK "http://www4.bmo.com/" ��http://www4.bmo.com/�











“Despite our limited experience with .NET, we went through the first year on schedule... SharePoint Portal Server 2003 is designed to make the Java to .NET transition relatively easy.”


Richard Livesley, Application Portfolio Manager, Technology Division, BMO Financial Group
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