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BUSINESS
INFORMATION
B MANAGEMENT

H 1.1 INFORMATION MANAGEMENT

To execute astrategy, you first need to build a foundation. Enterprises function better
when they have a sounder foundation for that execution. They have taken actions
and measures that secure efficiency and enable them to reliably execute the core
operations of the entferprise. An entferprise needs to transact business at the right
time, at the right place, and with the right information. To effectively manage the
enormous amounts of data available in the digital world of today, we need business
information management (BIM). Failure to meet the demands of those needing the
data, your customers (both internal and external), results in a negative customer
experience.

The proliferation of data, by which we mean the huge amounts of electronic
‘information’ and the never-ending push to make all information digital, means IT
is integral to success. Paper will not disappear just yetf, though the business world
(and government) increasingly drives everyone to electronic access and delivery
of data.

Arough definition ofinformation managementis the management of the information
services comprising functionality, data and technology. Information management
in general is considered to be the collection and management of information from
one or more sources and the distribution of that information to one or more sources.
In this book, the scope also includes technology since it is increasingly difficult
to separate this from information and data gathering; and the construction and
operation of software applications that process data.

Forget ‘business information’ and ‘IT"; most information is now held as bits and bytes
in massive data warehouses. Pretending that business information is a protected
species is failing to recognize the dependence (good or bad) on technology.
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2 Digital Information Design (DID®) - A Practitioner Guide

BIM is the management domain responsible for all of the tasks and activities that are
aimed at governing, defining, improving and supporting the use of the information
services needed for running the business and achieving the entferprise goals.
Most often, IT is the delivery mechanism for how business information is captured,
processed and stored; using IT means that information services are based on ITneed.
The importance of these activities demonstrates that BIM must be strategic and
underlines the recommendation that every enterprise needs a Business Information
Management Coordination, also called Coordinator (BIMC).

Success in the modern world depends on IT. Financial drivers have increased
the move to outsourcing and business success might be the result of successfully
outsourcing IT (or elements thereof) and retaining a business function to manage
the business/IT interface, or it may wholly rely on ‘in-house’ management - or any
combination in between.

IT deficiencies can stop your business operating effectively. In times of change, you
must still operate because of the need to run your business on a day-to-day basis;
operation often depends on managing small scale changes that frequently get in
the way of long-term thinking.

In 2005, the ASL BiSL Foundation created an operationally-focused first version of
the BiSL framework, based on the practical principles of ITIL, to manage day-to-day
issues. DID expands this guidance into the critical areas of strategy and design of
digital information management. This book focuses on practitioners and expands
DID Foundation guidance in the areas of applying and implementing BIM on both
a tactical and strategic level.

The guidance will cover all aspects of operational management and strategic
management, from operational management through to data governance and
strategy. The new guidance has been merged with operational practices current
in the BIM world.

To be agile in the sense that the term DID should be used in the context of best
practice, it means that you still need to know what you are doing and the potential
pitfalls which enable you, as an expert, to decide which elements of best practices
are most relevant, which can be put aside and how to accelerate improvements
without causing chaos and rework.
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1. Business information management 3

H 1.2 BUSINESS SERVICES ARE IT-DRIVEN

How many business services can you identify that are neither entirely dependent
on IT, nor at the very least IT-driven, where the critical elements of strategy and
design have been overlooked and where the daily management of data therefore
sufferse

Business information services produce and use ‘business information’ to achieve
business goals and o provide a good experience for those who need to make use
of data. Business goals differ from one market sector to another and are markedly
different between government and private sector entferprises. What is common
to both is that IT is used to collect, process and store most of the data and turn it
ultimately into knowledge; in the majority of cases IT is also needed fo keep it safe.
Think about 'the right fo be forgotten' and the consequences of when the securing
of data is overlooked. In the modern age most people are unaware of the value of
their data and how social media businesses make money from their data?.

The capabilities associated with managing any digital information assets of an
enterprise or government body, are many and diverse. Increasingly, however,
enterprises take the view that information is an asset of the enterprise and should,
therefore, not be freated differently to the financial resources, capital equipment
and building/estate assetfs of the enterprise. Digital assets, properly deployed and
employed, create additional value with a measurable and demonstrable return on
investment.

BIM is about the governance, strategy, improvement and operation of information
services from a business perspective. The purpose is to help you manage business
information and technology securely and efficiently, control IT and to integrate it
within your business, precisely when you may feel you have other things on your
mind.

Hence BIM should encapsulate the capability of the enterprise to set up an expert
interface between all business information activities and the users and suppliers of
that information. The capability ensures strategic design for the governance and
management of the BIM organization and will require a BIM coordinator (or team)

1 In May 2014, the European Court of Justice ruled against Google in Costeja, a case brought by a
Spanish man, Mario Costeja Gonzdlez, who requested the removal of a link to a digitized 1998 article
in La Vanguardia newspaper about an auction for his foreclosed home, for a debt that he had
subsequently paid. The court ruled in Costeja that search engines are responsible for the content they
point to and thus, Google was required to comply with EU data privacy laws:
https://en.wikipedia.org/wiki/Right_to_be_forgotten

2 See for example Shoshana Zuboff, The age of surveillance capitalism: the fight for the future at the
new frontier of power, 2019.

Copyright protected. Use is for Single Users only via a VHP Approved License.
For information and printed versions please see www.vanharen.net



4 Digital Information Design (DID®) - A Practitioner Guide

that we will term the BIMC, (and after this, we will drop the ‘the’, unless it is needed
to clarify our writing style).

Focusing on business information management provides you with the opportunity

fo:

m Govern business information management;

m Concentrate on transformative data-driven services;

m Be strategic with regard to the information needs of the enterprise and networked
enterprises and to coordinate data and information services design accordingly;

m Address the development of business services that depend on information by
controlling the development of digital business services via the coordination of
information needs throughout services development using program and project
good practice;

m Ensure the required operational functionality will be delivered through the use
of good practices to address information and data management, functionality,
software and infrastructure support.

The key strategic issues for effective business information management are:

m Portfolio and program management in line with your enterprise strategy;

m Designing business information services that meet business needs (business
process developments related to information);

m Organizing your digital information needs (informatfion partner and supply chain
developments);

m Selecting appropriate technical (technology...) infrastructure (technology
developments);

m Ifyoucan't ‘doit yourself’, finding people you can trust (market opportunities and
risks).

1.3 DIGITAL INFORMATION DESIGN FRAMEWORK
FOR BIM

To support you in the area of business information management, Digital Information
Design (DID) guidance has been developed as a good practice. Af the Foundation
level (renewed in 2020 by the APM Group to reflect the need to develop strategic
thinking about data) we focused on understanding the DID framework and explored
the different subjects and key issues to be addressed in a consistent and coherent
approach. But to bring the disparate parts together it has to work as a consistent
entity. As a consequence, the DID practitioner needs to understand the confext in
terms of where BIM adds value.

Understanding the context means understanding the processes that need o be
in place in order to make something work or function optimally. For example, think
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1. Business information management 5

about a laptop, just an unremarkable little flat box that now has more computing
capability than the supercomputers of 30 years ago. But this little box only functions
because of the wider context in which it operates. Think about the capability grid
that needs to be in place, including an operating system that connects to different
surrounding assets. See for example the development of supercomputers the size
of a credit card. The supercomputer will serve high-performance applications that
are constrained by size and weight, such as small commercial robot drones, or high-
resolution industrial IoT sensors®.

Understanding the context of information needs helps you fo understand how
to execute BIM and add value. DID good practices than enable you to analyze,
organize, synthesize, and implement the appropriate solutions.

Applying this knowledge and educating the people in the enterprise how o use the

proposed solutions are the essential components that makes you a practitioner. The

overarching capability that you need to master is that of the intelligent customer.

The infelligent customer capability focuses on:

m An understanding of the information processes between demand (customers)
and supply (service suppliers).

m A BIM focus on business, data, technology and service.

m A BIM focus on business model, operating model (enterprise architecture),
operational model, service design.

m Understanding that the benefits approach appraises the fullinvestment in business
information service change and is not simply a validation of the IT components.

m Understanding contractual, performance, technology and customer issues in
relation to service delivery.

m Information lifecycle management.

m Understanding functionalmanagement, at the strategic, tacticaland operational
levels.

The intelligent customer concept is not a ‘new invention'. It is not a creation of the
DID Foundation or the authors of this book, it is in fact a long-standing and well
documented best practice created by the originators of the ITIL and PRINCE2 best
practices. We have simply followed the guidance of these practices and adapted
them for the digital age fo improve the operational management of BIM.

3 https://www.techerati.com/news-hub/nvidia-supercomputer-ai-edge-iot/
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B 1.4 MANAGEMENT OF BUSINESS SERVICES

To manage data strategically, the overarching capability can be viewed as a
variation of the intelligent customer best practices. As mentioned above, the
central topic of this book is the understanding and application of the intelligent
customer in coordinating information services, or in other words, the role of the
intelligent customer in an enterprise. Tools are provided for the correct application
of business information management (BIM) based on the necessary outcomes
of these services, which may for example (as a result of total outsourcing or the
placement of services in a shared service enterprise) be managed at a distance
from the parent enterprise.

Almost all enterprises, other than those working with small pieces of paper (or small
brain cells) and notebooks, will sooner or later have fo deal with the question of how
the tasks associated with the implementation of IT or IT service provision should be
organized.Thisconcernsboththe supportingservices (such asfacilities, IT) and (parts of)
the primary processes. Some enferprises continue fo provide these services internally,
others choose to use external service providers. The way in which implementation is
organized (and this can be done in many different ways) is called sourcing and the
‘source’ can be in-house or from a large number of different suppliers.

The reason for sourcing is almost always the need to strengthen the relationship
between the client and the service provider following some form of ‘out’ sourcing.
It often appears that problems which existed before the commercialization are still
present after the commercialization and sometimes have become even greater due
to increased transparency or the lack of substantive knowledge or lack of proper
management. The enterprise is then still responsible for managing the agreements,
for example in contract form, and for ensuring that its own customer enterprise gets
what it needs. In general, most of the tfime is spent on the sourcing process.

Too often, insufficient time is spent on thinking about the commissioning activity
and its consequences. Certainly, when the sourcing process is more difficult than
anficipated and is delayed. Only during or after the sourcing process do we
become more aware of the necessity to manage the result of the activities that are
placed at a distance and to arrange for a more business-like relationship between
client and service provider. The enterprise gradually realizes that there is a need
for a component or central point that can properly manage questions from the
business-related services that are related to quality and costs, both before, during
and after the sourcing process. More often than nof, this central point relies totally
on information and is frequently the least educated in regard to any form of BIM.

Added to this is the fact that the issues of information design and management
are generally neglected until IT is engaged fo design applications, which illustrates
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1. Business information management 7

one of the reasons why so many projects that rely on data capture, processing and
exchange either fail completely or fail to deliver as promised. For instance, in the
Netherlands the failure rate of IT-outsourcing amounts to 40%:*.

Questions that the enterprise then has to deal with include:

m How fo focus on the quality of outsourced services and how do we organize the
management function within the enterprise?

m What are the policies regarding digitization, data and information in the business?

m Do we need to manage the design of business information strategically or are we
confident it is a task that can be left fo IT2

m How do we need to design day-to-day operational data handling?

m How do we organize control and management to maintain the quality of
services?e

m What does this mean for our employees?

m And how do we deal with cultural change?

These are some prominent questions that are related to the management of
business services, perhaps arising as a result of outsourcing or internal charging o
make costs fransparent. In other words, there is a need for management to control
the result of work carried out by internal or external parties. But what is the structure
of that management and how do you organize the coordination function in your
own enterprise?

1.5 COORDINATING BIM: ‘THE INTELLIGENT
CUSTOMER’

The word coordination has many different meanings, often depending on the
context in which itis used. But all coordination functions have similar characteristics:
m Focus on resulfs;

m Ensure that the service is provided;

m Ensure coherence and offer coordination;

m Monitor quality and costs.

BIM coordination is no different. Various labels are used within enterprises for
coordinating or assembling services. For example, we hear about the retained
enterprise, commissioning, demand and supply bundling and confrol, contract
holder consultation, service management, contract management, demand

4 Delen, G.P.A.J., Peters, R.J., Verhoef, C., & Van Vlijmen, S.F.M. (2016). Lessons from Dutch IT-outsourcing
success and failure. Science of Computer Programming, 130, 37-68 and Delen, G.P.A.J., Peters, R.J.,
Verhoef, C., & Van Vlijmen, S.F.M. (2019). Foundations for measuring IT-outsourcing success and failure.
Journal of Systems and Software, 156, 113-125.
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management, management office, intelligent customer function, technical
coordination feam or service integration team, and vendor confrol.

Each enterprise, therefore, may use a different name for coordinating and controlling
both internal, and remote services, or parts thereof. The term infelligent customer
is the one used most often to cover the activities and is now so well understood
that current publications as diverse as the Guardian and Private Eye use it without
any explanation. Although primarily created to assist in managing the complexities
of outsourcing, most of the intelligent customer guidance is generally applicable
to any strategic management function. In particular, it is applicable where the
strategic function is central to the business, as is the case with the issues facing
modern business regarding the huge amounts of data that must be processed.

Figure 1.1 helps you understand the position of BIM in the context of the supply
and demand of information services needed to manage enormous amounts of
data. In this book we have adapted the intelligent customer guidance to suit the
tactical coordination and strategic support of all business information activities and
processes. We will demonstrate how to use the DID model, and provide guidance
on how to build and operate a tactical BIM coordination role as well as perform a
strategic support and advisory role.

go‘maﬂon mang

05\0 K
) [ I Implement BIM management
structure on all levels of the
enterprise: strategic, tactical

and operational

Demand “‘ Suppl Implement BIMC to connect
. ’ PRl operatonal BIM to strategic BIM

Apply DID on BIM issues

©
)

Figure 1.1 Organizing BIM in the context of the supply and demand of information services

As ever, the role can be created in many ways to suit your enterprise; it might be one
person or a team of 20 in a purpose-built office as discussed in the next section; it
might be a part time role or all consuming. It is up to the enferprise to execute the
role depending on its specific needs. We will introduce the role of BIM Coordinator,
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BIMC; it is up to the enterprise to decide how best to deploy that role once its value
is understood. BIMC might be one person or a team; it is the role that fakes all
responsibility for business information in the enferprise and where BIM and intelligent
customer expertise is to be found.

In all cases, the measures required to fulfill the associated management duties must
be enacted as roles in different places, in different departmental units. Effectively
coordinating outsourced implementation requires insight into the measures to be
taken, into the resulting roles and the coherence of measures and roles within the
enterprise. This also is frue wherever business information is involved, for example
in the supply chain, and leads fo an issue in relation fo the scope of the intelligent
customer function. It is recommended that information and data policies that
require DID processes (we believe this to mean all business processes) should be
brigaded under intelligent customer auspices to ensure consistency.

Effective coordinating both strategic and tactical information management, on a
daily, weekly, monthly orannual basis, is carried out by BIMC. BIMC is the intermediary
between the enterprise with its internal customers on the one hand and the suppliers
of service on the other. BIMC can be considered as operational management on a
tactical and strategic level, and a means of ensuring that operational activities are
carried out as contracted or agreed. Effective here does not necessarily mean a
fully formal approach. In fact, when an enterprise struck a balance between formal
and informal decision making, it increases the odds of IT-outsourcing success®.

BIMC should be set up with a clear goal: effective management of the results of
both infernal and remote BIM services throughout the business. This applies both
on the demand-side, where demand bundling takes place within the enterprise
and demand management, and on the supply-side, where requested services are
bundled and managed using internal or external service providers.

1.6 WHO SHOULD READ THIS BOOK?

This book is primarily about the design and functioning of enterprise-wide business
informatfion management using intelligent customer principles, with particular
regard to digitization. The DID framework is used to describe, position and provide
tools for the design of the BIMC function focusing on the enterprise information
assefts. This framework has been set up to effectively shape BIM within an enterprise,
with the aim of ensuring a better use of information and technology in the enterprise.

5 Delen, G.P.A.J., Peters, R.J., Verhoef, C., & Van Vlijmen, S.F.M., Demystifying a priori ITO-success
determinants (unpublished manuscript, 2023).
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