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1 Introduction
This document is the Operational business information management activity manual. It provides guidance on performing operational business information activities, performed by either the position or the role of the business information manager. Basic principles for these processes include group information provisions, which involve a split of activities at a national/central level on the one hand and a regional/decentralized level on the other hand.
Principles used for this document are based on the BISL model.
Section 2 provides insights into operational business information management activities included in the BISL model and demonstrates which subject areas are involved. Section 3 provides detailed insight into the activities involved in business information management.
Lines of Communication
Since this document also discusses the separation between regional/decentral and national/central business information activities, a brief explanation of the lines of communication and the distinction between regional/decentral and national/central business information management will be provided.
Regional/decentral business information manager
Acts on behalf of the region and represents the region in Business information management meetings, i.e. the user organization. 

In order to define the various activities categorized as Regional Business information management, the regional Business information manager liaises with recipients of information provisioning through regional user meetings.
National business information manager
Acts on behalf of the regions and facilitates the <organization> in the maintenance and improvement of group information provisioning.
In order to define the various activities categorized as National Business information management, the national Functional Administrator liaises with regional business information managers on information provisioning through business information management meetings.
2 Operational Business information management Activities
The BISL model included in Appendix 1 distinguishes between various operational business information management activities. Several issues are addressed as part of these activities. Below, we provide insight into the various activities and related subject areas.
2.1 Use Management cluster
Use management reveals whether information provision is functioning effectively and whether or not there are bottle necks in the organization. This may result in change requests, i.e. requests to modify information provision or a part of the information provision.
End user Support
End user support is about the use and operation of information provision in day-to-day practice. It essentially establishes a point of contact for users, as well as communication with users.
· Call registration and resolution
· User communication
· Call reporting
Business data management
· Monitoring and verifying data integrity/data accuracy
· Providing information/reporting on operational and control data, and information provisioning.
· Changing data or control data
Operational IT Management
· Providing operational orders to IT supplier(s)
· Planning, i.e. providing information, and assessing proposals from IT provider(s).
· Verifying services provided by IT providers
2.2 Functionality management cluster
Modifications are made (change request implementation) and information provision are modified within the Functionality management cluster.
Information requirements specification
· Identifying requirements and preconditions
· Finding possible solution(s)
· Validating chosen solutions
Structuring Non-Automated Information systems
· Determining/establishing frameworks for structuring non-automated information provision systems. 

· Determining/establishing relationships with automated information systems.
· Developing non-automated information provision processes.
· Establishing new operational processes
Preparing Transition
· Drafting implementation plans
· Carrying out preparatory activities
· IT implementation
· Implementation within the user organization
· Implementation of information provisioning and Business information management
· Drafting transition plans
Review and testing
· Preparing review and testing
· Performing acceptance tests
· Performing test for accuracy and alignment with AO.
· Safeguarding implementation plans
· Determining impact of test results
2.3 Connecting Processes
Synchronization and communications between the clusters listed above, use management and functionality management, are conducted through the connecting processes, Change Management and Transition. 

Change Management
· Assessing/recording changes
· Evaluating and deciding on changes
· Monitoring and adjusting processes relating to change progress.
Transition
· Performing activities included in transition plans
· Monitoring completeness and correct performance of transition activities
· Making adjustments in response to bottlenecks identified during transition
3 Operational Business information management Activities (Detail)
The various Business information management activities are described in detail below.
3.1 Use management cluster
End user Support
	Activity
	National business information manager

	Call Registration and Handling
	…advises on the organization of incident registration and handling, and problems (calls), and liaises about these issues with various parties concerned 

	End user Communication
	…manages and maintains contact with regional system business information managers concerning communications about various subjects, including proposed changes/decisions, releases, changes (to data)…
…manages, maintains, and facilitates the maintenance of various communications channels for the above-mentioned purposes, e.g. the Intranet, newsletters, discussion forums, business information managers’ meetings, etc.

	Call Reporting
	…ensures that reports are drafted regarding the progress/process of operational maintenance (at a national level) regarding information provisions that serve as "management information.”


	Activity
	Regional business information manager

	Call Registration and Handling
	…ensures proper organization of incident registration and handling, problems and, if necessary, forwards these incidents/problems to appropriate parties.

	End user Communications
	…manages and maintains contact with system end users concerning communications about various subject areas including proposed changes/decisions, releases, changes (to data)…
…manages, maintains, and facilitates the maintenance of various communications channels for the above-mentioned purposes, e.g. the Intranet, newsletters, discussion forums, user meetings, etc.

	Call Reporting
	…ensures that reports are drafted regarding the progress/process of operational maintenance (at a regional level) regarding information provisions that serve as "management information."


Business data management
Activities listed below relate to the following types of data:
· Business Information
· Automated information provisioning
· Operational data for process implementation
· Control data for correct operation (parameters)
· Non-automated/semi-automated information provisioning
· Forms, spreadsheets, etc.
· Information model
· Business information model
	Activity
	National business information manager

	Monitoring and verifying data integrity/data accuracy
	…ensures (coordination of) national verification efforts and adjustments (via the regions, or otherwise) in order to determine data integrity and accuracy (operational and control data) that can be stored/used as part of information provisioning.
…coordinates and facilitates the maintenance/continued development of nationally deployable/usable non-semi-automated information provisioning.
…ensures currency/maintenance of national business information models and coordinates this with regional business information managers. 

	Informing/reporting on operational and control data and information provisioning (management information)
	…organizes the provision of management information regarding national information provision usage.
…on a regular or ad hoc basis, provides information on (changes to) details, definitions, control parameters, etc. from a “national” perspective.

	Changing data or control data
	…if necessary, adjusts information provisioning in response to modified business information models within the scope of and in consultation with regional business information managers.


	Activity
	Regional business information manager

	Monitoring and verifying data integrity/data accuracy
	…ensures substantive verification of data (operational and control data) stored/used as part of information provisioning, and organizes/performs verification efforts/operations.
…ensures maintenance/continued development of nationally deployable/usable non-semi-automated information provisioning.
…ensures a contribution aimed at maintaining operational information models

	Informing/reporting on operational and control data and information provisioning (management information)
	…organizes provision of management information regarding regional information provision usage.
…on a regular or ad hoc basis, provides information on (changes to) details, definitions, control parameters, etc. from a “regional” perspective.

	Changing data or control data
	…if necessary, adjusts information provisioning in response to modified business information models.


Operational IT Management
	Activity
	National business information manager

	Issuing operational orders to IT supplier(s)
	…ensures that orders are issued to <IT supplier> (with respect to national services) for the supply of products and/or services or initiating implementation procedures.

	Providing information and evaluating proposals from IT suppliers
	…ensures the delivery of information to and the evaluation of proposals from <IT supplier> with respect to availability, capacity, and continuity, via regional business information management or otherwise.
…contributes to/facilitates the determination of needs/requirements with regard to information provisioning by obtaining/providing insight into developments in operational processes, or otherwise.

	Verifying IT services provided
	…monitors and verifies whether services provided by <It supplier> are performed in accordance with agreements. This may relate to operational verifications, orders, and/or parts of SLAs.


	Activity
	Regional business information manager

	Issuing operational orders to IT suppliers
	…ensures that orders are issued to <IT supplier> (with respect to regional services) for the supply of products and/or services, or initiating implementation procedures.

	Providing information and evaluating proposals from IT suppliers
	…ensures delivery of information to and evaluation of proposals from <IT supplier> with respect to availability, capacity, and continuity, via regional business information management, or otherwise.
…contributes to/facilitates the determination of needs/requirements with regard to information provisioning by obtaining/providing insight into developments in operational processes, or otherwise.

	Verifying IT services provided
	…monitors and verifies whether services provided by <IT supplier> are performed in accordance with agreements. This may relate to operational verifications, orders, and/or parts of SLAs.


3.2 Functionality management cluster
Information requirements specification
	Activity
	National business information manager

	Identifying requirements and preconditions
	…ensures best possible insight into reasons for proposed changes, in consultation with regional administrators.
…ensures best possible definitions of achievable objectives for changes, in consultation with regional administrators.
…ensures definition/determination of preconditions under which changes should occur, in consultation with regional administrators.

	Defining possible solution(s)
	…helps provide insight into the impact of information provisioning, size of changes, and identification of solution scope, in consultation with regional administrators.
…helps determine requirements (specifications) that IT resources must satisfy, in consultation with regional administrators.
…ensures coordinating activities for impact analyses to be performed by <IT supplier> if this relates to national IT components. 

	Validating possible solution(s)
	…ensures that possible solutions are discussed with regional administrators, assessing what solutions mean to the user organization.
…assesses whether proposed solutions meet comprehensive change requirements, together with the regional administrators.
…ensures validation of other issues, in consultation with regional administrators, such as ultimate objectives, reasons, and preconditions.


	Activity
	Regional business information manager

	Identifying requirements and preconditions
	…in consultation with end users and those with final responsibility (CIO and Process Owner), ensures best possible insight into reasons for proposed changes.
…in consultation with users and those with final responsibility, ensures best possible definitions of objectives to be achieved from changes.
…in consultation with users and those with final responsibility, ensures definition/determination of preconditions under which changes should occur.

	Defining possible solution(s)
	…in consultation with users and those with final responsibility, ensures insight into the impact of information provisioning, the scope of changes, and identification of solution scope.
…in consultation with the users and those with final responsibility, helps determine the requirements (specifications) that IT must satisfy.
…ensures coordinating activities for impact analyses to be performed by <IT supplier> if this relates to regional IT components.

	Validating possible solution(s)
	…ensures that possible solutions are discussed with users and those with final responsibility, assessing what solutions mean to the user organization.
…in consultation with users and those with final responsibility, assesses whether the proposed solutions meet comprehensive change requirements.
…in consultation with users and those with final responsibility, ensures validation of other issues such as ultimate objectives, reasons, and preconditions.


Structuring Non-Automated Information provisioning
	Activity
	The national business information manager

	Defining frameworks for non-automated information provisioning
	…together with regional administrators, assesses frameworks (objectives, preconditions, basic principles, and overall solutions) established for non-automated information provisioning.

	Determining relationships with automated information provisioning
	…in consultation with regional administrators, ensures definition of relationships with automated information provisioning.

	Developing non-automated information provisioning
	…together with regional administrators, ensures changes to administrative processes including steps, materials required, etc.

	Recording new processes
	…together with regional administrators, ensures that solutions/changes are translated into additional documentation, manuals, etc.


	Activity
	Regional business information manager

	Defining frameworks for non-automated information provisioning
	…together with users and those with final responsibility, assesses frameworks (objectives, preconditions, basic principles, and overall solutions) established for non-automated information provisioning.

	Determining relationships with automated information provisioning
	…in consultation with users and those with final responsibility, ensures definition of relationships with automated information provisioning.

	Developing non-automated information provisioning
	…together with users and those with final responsibility, ensures changes to administrative processes including steps, materials required, etc.

	Recording new processes
	…together with users and those with final responsibility, ensures that solutions/changes are translated into additional documentation, manuals, etc.


Preparing Transition
	Activity
	National business information manager

	Drafting implementation plans
	…based on information from change processes (specifications) and required data from the business information managers’ meetings, ensures implementation plans are drafted for initiating “preparatory activities” for national transition/implementation.

	Carrying out preparatory activities
	…ensures implementation of as many activities as possible in preparatory stages of the actual national transition/implementation.

	IT implementation
	…based on implementation plans, ensures coordination/organization of all activities necessary to prepare IT transition/implementation at a national level.

	Implementation within the user organization
	…facilitates regional business information managers when implementing practical measures for carrying out changes within the user organization, and communications with the user organization.

	Implementation, information provisioning, and business information management
	…ensures preparation of required information provisioning and related changes to working methods used by Business information management, or activities to be performed by Business information management and, if applicable, advises regional business information managers on these matters.

	Drafting transition plans
	…ensures transition plan are drafted in which all activities still to be performed "during transition" are detailed at a national level.


	Activity
	Regional business information manager

	Drafting implementation plans
	…based on information from change processes (specifications) and required data from the user organization and business information management meetings, ensures plans are drafted to carry out “preparatory activities” during transition/implementation.

	Carrying out preparatory activities
	…ensures implementation of as many activities as possible in preparatory stages of actual regional transition/implementation.

	IT implementation
	…based on implementation plans, ensures coordination/organization of all activities necessary to prepare IT transition/implementation at a regional level.

	Implementation within the user organization
	…ensures implementation of practical measures for carrying out changes within the user organization, and informs the user organization about these measures.

	Implementation, information provisioning, and business information management
	…ensures preparation of required information provisioning and related changes to working methods used by Business information management, or activities to be performed by Business information management.

	Drafting transition plans
	…ensures transition plans are drafted in which all activities still to be performed "during transition" are detailed at a regional level.


Review and testing
	Activity
	National business information manager

	Preparing review and testing
	…ensures mutual coherence in the planning of acceptance tests between parties concerned: business information managers’ meetings, Application Management, IT Infrastructure Management, and the user organization.
…facilitates regional business information managers (groups) in determining test approaches/testing structures.

	Performing acceptance tests
	…facilitates regional business information managers (groups) in carrying out acceptance tests by acting as a test coordinator.

	Performing tests for accuracy and alignment with AO
	…in so far as possible, helps regional business information managers verify whether changes realized are in accordance with/correspond to user organization working methods. 

	Safeguarding implementation plans
	…ensures that national implementation plans are verified for completeness, accuracy, etc.

	Determining impact of test results
	…supports regional business information managers in evaluating test results, determining the impact, and finding possible solutions.


	Activity
	Regional business information manager

	Preparing review and testing
	…helps ensure mutual coherence in the planning of acceptance tests in which the user organization is involved.
…contributes to/ensures (by participating in working groups or otherwise) establishment/definition of test strategies, plans, and schedules for performing acceptance tests.
…contributes to/ensures (by participating in working groups or otherwise) updated and documented sets of test cases.

	Performing acceptance tests
	…contributes to carrying out acceptance tests based on pre-prepared sets of test cases.

	Performing tests for accuracy and alignment with AO
	…verifies that implemented changes/information provisions are in accordance with/correspond to user organization working methods.
…ensures that procedures are verified for completeness, accuracy, etc.

	Safeguarding implementation plans
	…ensures that regional implementation plans are verified for completeness, accuracy, etc.

	Determining impact of test results
	…helps ensure that test results are assessed and helps determine impact/find possible solutions.


3.3 Connecting Processes – Operational Level
Change Management
	Activity
	National business information manager

	Assessing/recording changes
	…ensures (coordination of) acceptance and registration of required changes and collects/supplements information regarding change characteristics.
…ensures monitoring of timely decision-making, confirming status and decisions concerning required changes.

	Evaluating and deciding on changes
	…in consultation with regional business information managers, provides analysis of change requirements with respect to necessity and urgency.
…in consultation with regional business information managers, provides impact analysis of other operational processes, other organization(s)/organizational divisions, and own business information management activities.
…in consultation with regional business information managers, ensures that decisions are made on implementation/non-implementation of changes.
…in consultation with regional business information managers, ensures that changes are incorporated into proposed releases.

	Monitoring and adjusting processes relating to change progress
	…ensures change implementation monitoring.
…ensures analysis and assessment of deviations that occur during change implementation.
…in consultation with regional business information managers, ensures (if applicable) that frameworks for carrying out orders are adjusted. (lead-time, time of delivery, costs, content, etc.)


	Activity
	Regional business information manager

	Assessing/recording changes
	…ensures acceptance and recording of required changes from the user organization, collects/supplements information regarding change characteristics, and presents these to national business information managers, if necessary.
…ensures monitoring of timely decision-making, confirming status to the user organization and decisions concerning required changes.

	Evaluating and deciding on changes
	…in consultation with the user organization, provides analysis of change requirements with respect to necessity and urgency.
…in consultation with the user organization, provides an impact analysis of other operational processes, other organization(s)/organizational divisions, and own business information management activities.
…in consultation with the user organization, ensures that decisions are made as to whether changes are to be presented to the national business information management.
…in consultation with the user organization, ensures that changes are incorporated into proposed releases, taking into account national agreements regarding release schedules, etc.

	Monitoring and adjusting processes relating to change progress
	…ensures change implementation monitoring.
…ensures analysis and assessment of deviations that occur during change implementation and implications for the user organization.


Transition
	Activity
	National business information manager

	Performing activities form transition plans
	…ensures communications with various parties involved during transition/implementation processes.
…ensures supervision of IT suppliers and issues orders to IT suppliers.
…ensures that data conversions are performed for "national" (shared) components of information provisions, or coordinates this process.
…ensures distribution of materials required for regional business information managers.

	Monitoring completeness and correct implementation of transition activities
	…monitors that all preparatory activities/products are performed and completed accurately and completely.
…provides feedback on transition/implementation progress.
…ensures that information is recorded and communicates any bottlenecks.

	Making adjustments in response to bottlenecks identified during transition
	…if necessary, ensures additional measures with respect to conversion activities, documentation, knowledge transfer, aftercare, modifying IT service provider orders, etc.


	Activity
	Regional business information manager

	Performing activities form transition plans
	…ensures communication with various parties involved during transition/implementation processes.
…if necessary, ensures supervision of IT suppliers and issues orders to IT suppliers.
…ensures that data conversions are performed on "regional" components of information provisions, or coordinates this process.
…ensures distribution of required materials and procedures for the user organization.

	Monitoring completeness and correct implementation of transition activities
	…monitors that all preparatory activities/products are performed and completed accurately and completely.
…provides feedback on transition/implementation progress.
…ensures that information is recorded and communicates any bottlenecks.

	Making adjustments in response to bottlenecks identified during transition
	…if necessary, ensures additional measures with respect to conversion activities, documentation, knowledge transfer, aftercare, modifying IT service provider orders, etc.


3.4 Appendix 1: BiSL model
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4 Appendix 2: Definition of Terms
Business Information Model 

The business information model is a representation that: 

· shows the conceptual structure of a company’s desired information provisioning in conjunction with information systems and data infrastructure to be realized. 

· shows the nature and structure of information needed for operational functions taking into account priorities and areas of interest outlined in company policy. 

A business information model shows the information provisioning required for effective business operations including assessment of data categories, business functions, information systems, and IT projects, as well as their relationship to each other and to the objects in the business model. 
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