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1From Value to Advantage: Exploiting Information

With more than 2,000 members worldwide, 

Gartner Executive Programs (EXP) is the world’s 

largest membership organization specifically for CIOs. 

Designed to enhance senior-executive productivity

and professional development, Gartner EXP provides 

a single source of research expertise, one-to-one

counsel and the shared intelligence of thousands

of senior IT executives.

CIO Signature is the most exclusive tier within Gartner EXP. Exclusive to CIOs of major 
enterprises, it offers highly customized membership privileges, strategic research and valuable 
peer-group networking.

About Gartner

Gartner, Inc. is the leading provider of research and analysis on the global information technology
industry. Gartner serves more than 10,000 clients, including chief information officers and other senior
IT executives in corporations and government agencies, as well as technology companies and the
investment community. The Company focuses on delivering objective, in-depth analysis and actionable
advice to enable clients to make more informed business and technology decisions. The Company’s
businesses consist of Gartner Intelligence, research and events for IT professionals; Gartner Executive
Programs, membership programs and peer networking services; and Gartner Consulting, customized
engagements with a specific emphasis on outsourcing and IT management. Founded in 1979,
Gartner is headquartered in Stamford, Connecticut, U.S.A., and has 3,700 associates, including
more than 1,000 research analysts and consultants, in more than 75 locations worldwide.  

For more information, please visit gartner.com.
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Foreword

Turning information into value is a CIO’s basic

charter. Turning information into competitive

advantage is a CIO’s dream.
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3From Value to Advantage: Exploiting Information

Enterprises invest heavily in information 
systems to increase competitiveness by
improving operations and decision making. 
But in most cases, investments in operational
and higher-level information systems, like
business intelligence (BI), result in competitive
parity, not sustained advantage.

How should the CIO create and sustain
competitive advantage through information?

This research report, From Value to Advantage:
Exploiting Information, was led by Richard
Hunter (Gartner EXP vice president, research
director and Gartner fellow) and Dave Aron
(Gartner EXP research director). Many
organizations and individuals contributed to the
research, including:

• Our interviewees and Gartner EXP members:
Jeff Chasney, executive vice president and
CIO, CKE Restaurants; Ed Forman, CTO,
Targetbase; Mark Griesbaum, CIO, Career
Education Corporation; Thomas Hiew, CIO,
City of Perth; Butch Leonardson, CIO, Boeing
Employees Credit Union; Paul Martin, CIO,
Rexam; Richard Ross, CIO, Amerada Hess;
Masatsuna Seki, director, information system
division, FamilyMart; and Magdalena
Wheatland, national quality and systems
manager, Australian Red Cross Blood Service. 

• Dr. Donald Marchand, professor, IMD
International (www.imd.ch), chairman and
president, enterpriseIQ (www.enterpriseIQ.com),
and co-author with Professor William Kettinger
and John Rollins of Making the Invisible
Visible: How Companies Win with the Right
Information, People and IT (John Wiley and
Sons, 2001), and Information Orientation: 
The Link to Business Performance (Oxford
University Press, 2001).

• Colleagues from Gartner Research: 
Steve Bittinger, Betsy Burton, French
Caldwell, Regina Casonato, Howard Dresner,
Kathy Harris, Debra Logan, Michael Smith
and Kevin Strange.

• Other members of the Gartner EXP research
team: Marcus Blosch, Mark McDonald,
Patrick Meehan, Andrew Rowsell-Jones,
Chuck Tucker and adjunct researcher,
Barbara McNurlin.

• Other colleagues from Gartner EXP: 
Kris Barondess, Judy Carr, Ione de Almeida
Coco, Heather Munoz and Ellen Whitin.
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Executive summary

To create sustained competitive advantage via

information, the enterprise must value information 

in new ways. Building acceptance of a new

information orientation is the CIO’s role. 
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5From Value to Advantage: Exploiting Information

Competitive advantage is more
than better information

Our case studies show that CIOs are building
systems that improve operations and decision
making. 

According to Gartner research, nearly 80
percent of organizations in the U.S. and 53
percent in Europe use business intelligence (BI)
software. But most (over 70 percent) use it for
strictly tactical, usually departmental, purposes,

such as simple “data mart” reporting systems.
And even when successful, these BI systems
usually result in competitive parity, not sustained
competitive advantage. 

Competitive advantage is the result of
asymmetry: a capability that customers value
and competitors can’t match. Because
technology can, in most cases, be matched, 
it rarely creates asymmetry.

Sources of competitive advantage

Structural 
advantages

Examples/
Asymmetry

• Scarce assets

• Scale and scope

• Customer intimacy

• Supplier relationships

• Valuable Web 
partnerships

• Process know-how

• Operational feedback

• Core knowledge

• R&D processes

• Creativity

• Pattern identification

Privileged 
relationships

Frontline 
execution

Insight/ 
Foresight
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An enterprise management team that values
information and systematically uses it as a
competitive weapon creates business
asymmetry. The information capabilities of 
such enterprises—IT practices, information
management, and values and behaviors—are
collectively known as “information orientation.”
Information orientation, more difficult to duplicate
than technology, correlates strongly with
improved business performance. 

To promote competitive advantage through
information, the CIO must do more than deliver
solid technology. He or she must influence the
enterprise toward a higher information orientation. 

Section 1: Competitive value
requires information 

To produce competitive value, CIOs are
delivering better information, targeted to the 
right audiences.

• CIOs are improving their data architectures
and adding business intelligence (BI) to
increase the value of information.

• Successful CIOs focus on information that
drives actions and decisions.

• CIOs use different approaches to create an
agile data environment that enables actions
and decisions.

Information orientation

Business performance

Information orientation correlates to business performance

People Technology

• Proactiveness

• Sharing

• Transparency

• Control

• Formality

• Integrity

• Sensing

• Processing

• Maintaining

• Organizing

• Collecting

• Management

• Innovation

• Business
   processes

• Operations

Information

• Market share growth

• Financial performance

• Level of innovation

• Superior company reputation

Source: Marchand, D., Kettinger, W. and Rollins, J., Making the Invisible Visible: How Companies Win with the Right Information, 
People and IT, London and New York: John Wiley and Sons, 2001.
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7From Value to Advantage: Exploiting Information

Section 2: Competitive advantage
requires asymmetry

Better information creates lasting competitive
advantage only when an enterprise is ready to
use the information to support a winning
strategy. Most enterprises are not.

• Competitive advantage is based on
asymmetry: a capability that customers value
and competitors can’t match.

• Most IT systems—including data warehouses
and BI—by themselves don’t create asymmetry. 

• Lasting competitive advantage results when 
IT reinforces a business strategy that creates
and exploits asymmetry.

Section 3: Information orientation:
The gap between competitive
value and competitive advantage

Information orientation includes IT practices,
information management, and information
values and behaviors. All three combined 
are critical to sustained improvements in
business performance.

• IT practices, which CIOs strongly influence,
create the foundation for information delivery.

• Information management is the mechanism
for identifying and leveraging critical business
information.

• Values and behaviors determine how
information will be used.

• The combination of solid IT practices,
information management, and values and
behaviors improves business performance.

• Few companies have a high information
orientation. The ones that do use information 
as a competitive weapon.

Section 4: Influence your
enterprise’s information
asymmetry

The CIO has many opportunities to “lead from
the back” in moving the enterprise toward using
information as a competitive weapon.

• Help clarify and strengthen corporate
strategies. 

• Ensure that IT practices are solid.

• Focus on the information needs of 
influential users.

• Model the right information management,
values and behaviors in IS.

• Look for opportunities to implement
information management outside IS.
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Data is everywhere. Executives are drowning
in it. But reliable information that matters 
is still hard to find. CIOs solve this problem
by focusing on delivering better information,
targeted to the right people. They add
competitive value by improving the accuracy,
relevance and timeliness of this information.  

1
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1
“Just because we can
make data available to
everyone doesn’t mean
it’s a good thing. We
monitor the output of
most wells in real time,
but the chairman only
needs monthly
production figures.”

— Richard Ross 
CIO 
Amerada Hess

A few useful definitions

Data warehouse: A storage architecture to hold data
extracted from transaction systems, operational data stores
and external sources. The five parts of a data warehouse 
are production data sources, data extraction and conversion,
the data warehouse database management system, data
warehouse administration and business intelligence (BI) tools.

Data mart: A data mart provides access to a few data 
sources and a data model to aid decision making for a specific
business area—in contrast to the strategic enterprisewide
scope of the data warehouse.

Business intelligence (BI): An interactive process and tools
for exploring and analyzing structured, domain-specific
information (often stored in data warehouses) to discern trends
or patterns. Information domains for BI include customers,
suppliers, products, services and competitors. 

Knowledge management (KM): A cyclical process of
identifying, capturing, distributing and maintaining unstructured,
usually narrative, information (such as a description of a
manufacturing or service best practice) that is important to
efficient execution of a business practice or process.

Competitive value: Improvements in business efficiency and
effectiveness, such as reductions in the cost of operations,
increases in revenue or market share or reductions in process
cycle times.

Competitive advantage: A significant capability that
customers value and that can’t be matched by competitors in
the enterprise’s market. The advantage is sustainable when the
company can maintain or extend its lead over competitors.
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11From Value to Advantage: Exploiting Information

Information value requires better
data architectures and BI

Transactional data runs the business. BI helps
executives understand and drive the business.
Improvements in transactional data and BI are
complementary: improved transactional data
support improves BI, which reinforces the value
of the original investment in transactional
systems. See the systems relationships in the
figure below. 

But sophisticated BI tools are often unnecessary.
CIOs with a solid understanding of the factors
that drive the business can quickly find ways 
to turn reliable operational data into useful
information. 

Career Education Corporation shows how the
right technology can provide immediate benefits
and how the right education for senior
executives can help them understand and drive
the business.

Business intelligence and data warehouse topology

Business 
intelligence

Data warehouse 
infrastructure

Transactional 
data

Extract-transform-load

BI applications: strategic, operational, analytical
Query+ reporting: standard, prepared, ad hoc

BI platforms and tools

Data warehouse

ERP CRM SCM Legacy

html_pdf.qxd  6/10/04  9:38 AM  Page 11



Gartner EXP CIO Signature12

1
“One common mistake 
is attempting to
introduce a bunch of
new tools. That forces
companies to reskill
right away. The tools—
like rapid application
development tools—
require tuning. 
You can’t have a BI 
system that’s resource-
constrained and, as a
result, sluggish. People
won’t wait two minutes
to get a response from
the screen. The BI 
team needs to know
how to design the
system to pull in the
data, aggregate it and
present the aggregated
numbers. Performance
counts.”

— Jeff Chasney 
Executive vice president
CIO 
CKE Restaurants

Focus on information that drives actions and
decisions 

Information matters only when it produces actions and decisions. The
value of a given action or decision—and of the information that enables
it—may be difficult to determine. Or it may be overwhelmingly clear. 

For example, PubCo, a medium-sized publishing company that has
chosen to remain anonymous, achieved more than 100 percent return
on investment after five years by isolating, then acting on, high-value
information from its data warehouse (see page 15).
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13From Value to Advantage: Exploiting Information

Case Study:

Career Education Corporation—Building BI from the ground up

Career Education Corporation (CEC) owns 79 
higher-education schools in France, the United Arab
Emirates, the United Kingdom and the United States. 
It generated revenues of US$1.2 billion in 2003—up
from zero when the company was founded 10 years
ago. CEC serves 80,000 students and has 5,000+
faculty staff and 50 corporate IT staff. Each school
has an IT director and up to eight IT staff.

The company grew largely through acquisition, and
information systems needed to support that strategy. 

“When I arrived four years ago, we had 23 schools and
23 separate systems. We couldn’t provide automated
information to the management team or the schools,”
says Mark Griesbaum, CIO. Each school faxed or 
e-mailed its statistics to headquarters on Monday
morning, where the numbers were manually added 
up and given to the senior executives on Tuesday. 

Building the transactional systems platform

“We decided to support growth through centralization.
In one and a half years, we converted 45 schools to 
a new, centralized student information system and 
new technical infrastructure. The CFO was a significant
supporter of these efforts because he knew that 
our growth could not be supported without a better
IT infrastructure.

“Then we built a global, Web-based system so that our
students can apply, pay online and get information on
classes, account balances, professors and so on. Our
online financial aid tool even makes it easier to get
information on federal funding into our schools. 

“Faculty have their own access, which they use to
communicate with students and take daily attendance
online. The attendance figures directly update the
student information system.” 

Leveraging the platform to produce real-time
information 

Halfway through rolling out the new system, Griesbaum
began sending a voicemail message to the chairman
and other executives every Sunday evening, reporting
on the status of conversions for the week and giving 

them metrics, such as registrants and student
populations. Those messages speeded up weekly
delivery of the information by two days. 

“I started those voicemails in the early summer of
2002. Now the chairman won’t let me stop. The
metrics have shown him the value of what we are
doing. That was the beginning of information
intelligence in our organization,” says Griesbaum.

In early 2003, the IT organization built an electronic
dashboard that showed simple metrics in real time, 
and the effect was dramatic.

“The chairman asked, ‘Where do we stand on
registrants and new starts for this month?’ We brought
it up on the screen. He asked, ‘How old is this data?’
We said, ‘It’s up to the minute.’ That was a magical
moment. Now our senior executives live on that digital
dashboard every day. It helps them manage the
business in a way they never could before.” 

Using BI analysis to expand the business 

“We have a strong marketing and sales orientation, 
and we continually send data about our schools—
who applies, who starts, which leads didn’t turn into
registrants—to our third-party marketing partners,
Datamark and Target Direct. That data helps them
market us better in major metropolitan areas and 
drives down the costs of advertising, applying and
starting a student. 

“These third parties have influenced our investments.
For example, we’ve collected data on where we get
leads in major metropolitan areas. Datamark analyzes
where pockets of people are interested in our schools
but have not attended. We open a satellite to attract
them, such as a satellite in the Chicago suburbs of
our school in downtown Chicago.” 

The CEC case shows a virtuous BI cycle of improved
transactional data leading to improved management
information. CEC’s 12-month revenue and net income
growth rates are among the highest in the industry.

Based on an interview with Mark Griesbaum, CIO,
Career Education Corporation, January 2004.
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1
Tie information to users, decisions and actions

A brief survey of your executive peers can identify the information they
value and confirm the link between specific information, users and uses.
Ask the following questions to identify the value of information. If an
answer is unclear, the link between the information and decisions and
actions is weak, suggesting low potential for added value. 

Tie information to users, decisions and actions

Executive 1

Name one or more 
executives who will use 
the information to make 
decisions and take action

For each executive 
named above, describe 
one to three decisions 
that will be enabled by 
the information

Describe one to three 
actions that each 
executive might take as a 
result of decisions based 
on the information

Describe the probable 
results of these actions in 
business terms, such as 
higher revenues per sale

Executive 2 Executive 3
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15From Value to Advantage: Exploiting Information

Case Study:

PubCo—What’s it worth to you?

In late 2003, PubCo decided to assign sales personnel
to work with specific clients rather than have them
cover a geographic region. Analysis of this decision’s
consequences showed that client company size was
the single best predictor of client retention and client
sales. Companies with more than US$1 billion in
revenue, on average, spent seven times as much on
the company’s services as smaller companies and
remained clients about seven times as long.

“Our named account strategy came at the same 
time as this data,” says the data warehouse manager.
“Having the data gave us the confidence to say ‘This 
is right.’ We changed our sales force’s focus to large
accounts. We’re getting traction with these customers
and seeing the first signs of cross-selling, too.”

If the data warehouse manager had filled out the
survey, the answers might look like this:

Following this event, the data warehouse operation 
was the subject of an extremely detailed and
positive cost-benefit analysis. Factors included in 
the analysis were:

• Cost of sales index (average cost of sale from initial
point of contact with customer to termination of sales
cycle, successful or not), a leading indicator of
demand for the company’s products

• Customer retention 

• IT total cost index (captures effects of the investment
on the cost of IT at the company, including
infrastructure, operations and people)

The metrics were chosen because: 

• They were familiar to the senior management team. 

• A baseline and history were available for each metric.

• It was possible to correlate the data warehouse
project with changes in each metric over time.

A key assumption proposed by the CFO’s office was 
to attribute the results of decisions made, such as the
named accounts program, at a rate of 12 percent to
the data warehouse. This was an educated guess, 
and numbers between 5 percent and 20 percent were
considered. At 12 percent the cash flow for the data
warehouse was positive in the second year. After five
years, the data warehouse produced a 119 percent
return on investment.

The ability to tie information to specific actions and
decisions was key to the cost-benefit analysis in this
case, and to informal estimates of the value provided
by information as well.

Based on interviews with the data warehouse manager
and cost-benefit team leader, PubCo, February 2004.

Name one or more
executives who will use
the information to make
decisions and take action

For each executive named
above, describe one to
three decisions that will be
enabled by the information

Describe one to three
actions that each executive
might take as a result of
decisions based on 
the information

Describe the probable
results of these actions in
business terms, such as
higher revenues per sale

Executive 1

Chief marketing
officer

Target marketing
efforts based on
company size

Cease marketing
efforts to small
enterprises

Higher client
retention: lower
marketing cost per
revenue dollar

Executive 2

VP sales

Allocate sales
force to named
accounts

Change sales
compensation
to emphasize
cross-selling

Higher revenues
per sale/
salesperson
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1
CIOs take several paths to creating an agile data
environment for actions and decisions

Some CIOs take advantage of enterprise resource planning (ERP)
projects to drive big, rapid upgrades to their operational data quality 
and BI systems. Others use an incremental approach, building a data
warehouse system to reconcile data that was not rationalized at the
sources, or building a high-quality data environment at the sources, one
system at a time, project by project over a period of years. 

Circumstances determine the right approach. But the goal—information
that drives decisions and actions—doesn’t change. CIOs who focus on
that goal, with specific users in mind, add visible value. 

For example, information management at ServCo, a service agency in
Australia, is a priority. And no wonder. A US$7 million investment in the
data warehouse has returned almost US$150 million in revenues.

Visible value is good, but value does not equal competitive advantage.
The next section of this report shows why CIOs, in order to foster
competitive advantage using information, need to do more than deliver
good operational systems and better BI to executives.

html_pdf.qxd  6/10/04  9:38 AM  Page 16



17From Value to Advantage: Exploiting Information

Case Study:

ServCo—Big budget, bigger payoff

ServCo is an Australian service agency that has 
chosen to remain anonymous. The company’s
revenues are equivalent to $US471 million. Business
intelligence accounts for 28 percent of the IT budget,
including staff. At any one time, some 200 information
extracts are generally in the queue for processing on a
one-terabyte data warehouse running on IBM’s DB2.

The business case for making this investment is 
strong beyond argument. ServCo’s director of business
intelligence estimates that a $US7 million investment in
the data warehouse has produced a several-hundred-
percent return on investment within the last 12 months
via improved management of accounts receivable and
increased revenues.

Based on an interview with the director of business
intelligence, ServCo, February 2004.
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Lasting competitive advantage depends 
on asymmetry between a company and its
competitors. Information systems alone rarely
produce lasting asymmetry. More is needed.

2
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Case Study:

Rexam Beverage Can Americas—Using information to enhance a privileged relationship

Rexam Beverage Can Americas is a leading
manufacturer of aluminum beverage can products. 
In Making External Relationships Work, the Gartner 
EXP Club report for February 2003, we reported how
Rexam used information systems to provide enhanced
information on e-procurement solutions and supply chain
performance information to its largest customer, a 
well-known bottling company. The information Rexam
provided to the customer was not only asymmetrical in
terms of the competitor’s offerings, it went well beyond
what the customer was able to produce internally,
providing valuable insights about costs and consumption. 

By late 2002, Rexam and the customer completed
successful pilots at two of the customer’s bottling
plants. Now, all of Rexam's top nine U.S.-based
customers are online with this system. More than 19
billion cans are ordered annually through the system,
accounting for 85 percent of Rexam’s U.S. business,
and this will rise to 95 percent by year-end 2004.

Rexam’s system is an online, real-time customer portal
that delivers information about topics such as billing,

deliveries and inventory. Nearly all billing inquiries for
connected customers are handled through the system,
and Rexam’s accounts receivables were over 99 percent
current by the end of 2003, up from 85 percent in 2002:
a tremendously important number in a business where
margins are thin and managing cash flow is critical.

"There are other competitors who can make a quality
can," says Paul Martin, now CIO of Rexam worldwide.
"We wanted to create a higher value-add. A Rexam
vice president recently told me that the president of our
largest customer specifically mentioned our system at
one of their internal meetings as an important Rexam
value-add. We intend to make this system our
worldwide standard for e-business.”

Rexam's ability to deliver valuable information,
otherwise unavailable, to the customer is by definition
asymmetrical, and a competitive edge that’s far less
vulnerable than price alone.

Based on interviews with Paul Martin, CIO, Rexam,
January 2003 and May 2004.

Providing information is not enough to create
competitive advantage

Asymmetry occurs when the enterprise has capabilities that customers
value and competitors can’t match. Asymmetries result from structural
advantages such as scale, privileged relationships, extraordinary abilities
in execution or unusual insight or foresight. 

Sources of competitive advantage

Asymmetry, if it is to last, must be explicitly recognized and managed 
as a source of competitive advantage. Privileged relationships are fragile.
The end of the Pixar-Disney deal shows that even mutually lucrative
relationships are vulnerable. Extraordinary execution becomes ordinary,
as competitors learn from the leader. Dell has had to innovate continually
to maintain its efficiency advantages in manufacturing and supply chain
management. Insight and foresight affect little or nothing when there’s no
systematic approach to using them. Any data warehouse manager can
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21From Value to Advantage: Exploiting Information

tell tales about important information ignored 
by decision makers. 

Rexam Beverage Can Americas is one
company that is able to achieve asymmetry
using information.

Most IT systems by themselves
don’t (and can’t) create
asymmetry 

It is simple to assume that if competitive
advantage results from asymmetry, then IT
produces lasting competitive advantage when
competitors can’t build the same systems. But
most competitors can. Many CIOs reading this
report will remember when ERP systems were
touted as a strategic advantage. Now ERP is
needed just to stay competitive. 

The CIOs we interviewed believe that their BI
systems provide their companies with a

competitive advantage. In every case it is 
clear that the systems add value by reducing
operational costs, enabling timely decisions 
and (in some cases) exposing new revenue
opportunities. But what’s not clear is whether
competitors have similar systems or are able 
to build them. 

Gartner surveys show that nearly 80 percent 
of enterprises in the U.S. and 53 percent 
of enterprises in Europe have invested in 
BI systems. It’s likely that many of their
competitors, if not most, have these systems,
too. The knowledge needed to build such
systems is not rare or unavailable.

All this begs the question, Why have some
competitors not already created BI systems to
match those built by the CIOs in our case
studies? The answer points to the most
important source of competitive advantage
through information.

Sources of competitive advantage

Structural 
advantages

Examples/
Asymmetry

• Scarce assets

• Scale and scope

• Customer intimacy

• Supplier relationships

• Valuable Web 
partnerships

• Process know-how

• Operational feedback

• Core knowledge

• R&D processes

• Creativity

• Pattern identification

Privileged 
relationships

Frontline 
execution

Insight/ 
Foresight

Value of BI • Varies by case • BI/DM to segment and 
serve customers better

• BI to create value-add 
in experience networks

• KM to capture know- 
how and make it 
repeatable

• BI/scorecards to 
monitor operational 
performance

• KM to share core 
knowledge

• BI/DM to identify 
patterns

Case 
examples

• FamilyMart

• Australian Red Cross

• PubCo 

• Targetbase

• Rexam

• FamilyMart

• Career Ed

• CKE

• Amerada Hess

• Arup

• Career Ed

• CKE

• Amerada Hess

Source: Gartner, McKinsey.
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2
Information systems amplify the effects of business
asymmetry 

Providing better information to support decisions and actions is a 
start. The big payoff comes when business executives demand, and
systematically use, information to amplify business strategies and
processes that exploit asymmetry. Wal-Mart and Anheuser-Busch 
are striking examples. 

Wal-Mart’s industry-leading data-mining program began in the late 
1980s with decisions about pricing strategy. Its “everyday low pricing”
plus guaranteed availability for in-demand items, is a winning retail
strategy. This led to a then-radical distribution strategy. Warehouses
would be cut, and Wal-Mart would replenish stores directly through its
truck fleets or its suppliers. 

The distribution strategy required a new information strategy: Wal-Mart
would leverage point-of-sale systems at each register, plus data-mining
facilities, to collect and analyze sales and trends in each store. Those
trends would then be shared with suppliers, who would be responsible
for replenishment. The result was a highly efficient distribution process
that gave Wal-Mart a competitive advantage. 

At Anheuser-Busch, the asymmetry is the company’s ability to precisely
align products and distribution with the beverage tastes of its customers.
The company analyzes demographic data to find out what stores serve
which customer demographics, and analyzes sales to find out what
those customers buy. Guided by that information, the company stocks

What about “strategic systems”?

In 1995, William Kettinger, Varun Grover and Albert Segars
published their study, “Do Strategic Systems Really Pay Off?”
in Information Systems Management. The short answer is: not
usually and not for long. The authors found that only half of
60 information systems touted as “strategic” by the business
and IT press produced lasting competitive advantage (as
measured by company profitability, and relative profitability
and market share within the industry). And we repeat: Those
were the systems that everybody cited as winners. 

“To be strategic, the
information resources
of a firm must be driven
by business strategy
and integrated with the
product and process
dimensions of the
enterprise.”

— “Strategic Information
Systems Revisited: 
A Study in Sustainability
and Performance”
W. Kettinger, V. Grover,
S. Guha, A. Segars 
MIS Quarterly
March 1994
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23From Value to Advantage: Exploiting Information

only products in demand. So its distributors
(who derive at least 95 percent of their sales
dollar volume from Anheuser-Busch products)
produce, on average, about five times as much
revenue per store as do the distributors for its
two largest competitors. 

At Wal-Mart and Anheuser-Busch, information is
a formal part of enterprisewide business
processes. It has a defined role in maintaining
competitive asymmetry, and management
knows this. Wal-Mart sued Amazon.com in
1999 to prevent Amazon from hiring several of
Wal-Mart’s key data-mining personnel.
"Wholesaler and store-level data have become
the lifeblood of our organization," said Joe Patti,
vice president for retail planning and category

management, Anheuser-Busch, in a recent
interview in Business 2.0. He was echoed 
by August Busch IV, president for domestic
operations: “Brewers and wholesalers with a
clear, data-driven focus will have a distinct
competitive advantage.” What CIO would 
not be thrilled to hear those words from a 
high-ranking executive’s mouth? 

Competitors catch up to technology. Vendors
are eager to help. It’s much harder to catch 
up to a superior organizational culture that
continually improves its use of information. The
attitudes and capabilities that drive such an
enterprise are its information orientation, the
subject of the next section. 

Wal-Mart and Anheuser-Busch exploit asymmetry supported by BI

Pricing strategy

Wal-Mart Anheuser-Busch

Distribution strategy

Information strategy:

Point-of-sale analysis

Target marketing strategy

Distribution strategy

Information strategy:

Demographic analysis

Point-of-sale analysis

����������

Frontline execution

Structural advantages (scale)

����������

Insight/foresight

Frontline execution
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Some enterprises have advanced values,
beliefs and management processes about
information. All other things—such as
technology—being equal, these enterprises
are better able to use information for
competitive advantage. 

3
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3
In the right hands, information is a competitive
weapon

Based on research by Donald Marchand, William Kettinger and John
Rollins, information orientation (IO) measures how much an enterprise 
is prepared, with values and behaviors, and enabled, with information
management and IT practices, to use information competitively. 

Marchand and his colleagues benchmarked IO metrics for hundreds of
companies in many industries worldwide. No one of the above factors
correlated with superior business performance, but the three factors
combined correlated strongly. This is quantitative evidence that information
is a competitive weapon. The research also provides a framework for
CIOs looking to make information deliver greater competitive advantage.

But what exactly are the characteristics of an enterprise with a high IO?

What is “business performance”? 

Marchand and his colleagues define business performance
as financial results, company reputation, market share growth
and product and service innovation. Unlike traditional
financial measures, which only look backward, these metrics
look to the future as well. Companies with superior business
performance are not just more profitable right now, they’re
better positioned for future profits.
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The information orientation model

Information
orientation (IO)

Information
technology
practices

IT for management
support

IT for innovation
support

IT for business
process support

IT for operational
support

Sensing

Processing

Maintaining

Organizing

Collecting

Information
management

practices

Proactiveness

Sharing

Transparency

Control

Formality

Integrity

Information
behaviors and

values

Source: Marchand, D., Kettinger, W. and Rollins, J., Making the Invisible Visible: How Companies Win with the Right Information, 
People and IT, London and New York: John Wiley and Sons, 2001.
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IT practices are a critical starting point

The elements of the IO model that the CIO most directly influences are
shown in the top figure opposite. Success in IT practices isn’t enough for
high information orientation, but it is necessary. 

• IT operational support includes infrastructure investments, such 
as e-mail.

• IT support for business processes embraces the technology and
people that enable the management of business processes in the
company—and externally with suppliers and customers. ERP is an
obvious example.

• IT support for innovation embraces the technology and people that
support creative, collaborative activities such as new ideas and
products. Groupware is an example. 

• IT support for management comprises the technology and people that
help executive decision making, often by monitoring and analyzing
internal and external information sources. BI is an example.

The competitive value of IT practices changes, from execution at lower
levels, to insight/foresight and privileged relationships at higher levels. As
noted previously, the higher levels can’t be achieved without the support
of the lower levels. 

An information-oriented enterprise has values

Marchand’s research shows that information values and behaviors—how
the enterprise thinks about information, and the ways information is used
at personal and corporate levels—are critical to competitive advantage.
The elements of information-oriented values and behaviors are shown in
the bottom figure opposite. In many ways these values are consistent
with what most people think of as good business ethics.
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IT practices

BI

Groupware

ERP

E-mail

Examples Competitive
advantage

Insight/
foresight,
privileged
relationships

Frontline
execution,
structural  
advantages 
(scale)

IT
support

for
management

IT support
for innovation

IT support for 
business processes

IT support for operations

Source: Marchand, D., Kettinger, W. and Rollins, J., Information Orientation: The Link to Business Performance, Oxford, U.K.: 
Oxford University Press, 2001.

Values and behaviors in an information-oriented enterprise

Proactiveness

Sharing

Transparency

Control

Formality

Integrity

Source: Marchand, D., Kettinger, W. and Rollins, J., Information Orientation: The Link to Business Performance, Oxford, U.K.: 
Oxford University Press, 2001.
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Values, behaviors and organic growth

“Organic growth, in particular, demands good information
orientation across all the business activities of the company,”
says Donald Marchand, co-author of Information Orientation:
The Link to Business Performance. “Growers and customer-
facing companies require excellent customer and market
information in the hands of their people.

“Employees can’t act out the right behaviors unless managers
do. At Enron, for example, managers were distorting reality. 
The first thing management corruption does is implode values
in the work force, hurting morale, transparency, sharing and
integrity. It decreases the information orientation maturity of 
the company. In extreme cases, when company leaders
systematically violate key information values and behaviors, 
the company implodes. 

“Adhering to the right information values and behaviors results in
significant value creation and business impact. That’s where
management controls come in. You need the right recognition and
reward system cascading through all levels, so that people know
what they’re supposed to do, are encouraged to use information
effectively and are rewarded for it. The recognition and rewards
have to be aligned with the right values and behaviors for a
company to use information as a competitive weapon.”

Values resolve conflicts—Or not

At Amerada Hess, an unintended result of IS’s data mart strategy
was the elimination of dozens of departmental accountants
who had functioned as human “data marts”—taking in data,
applying business rules and producing month-end charts 
and analysis. 

“They didn’t go willingly,” CIO Richard Ross says. “As we put
in data marts, we downsized functions out of existence.” 

Strong values guided by management resolve such conflicts.
“The change was not led by IT,” Ross notes. “The IT group
only came up with the basic architecture. Implementation 
was business-led and included the heads of finance.” 

In the PubCo case (see page 15), similar conflicts occurred
between the data warehouse group and accountants in the
finance department using their own custom-built systems 
to analyze data.
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Each element of this set builds on the
preceding one:

• Integrity, the foundation, refers to information
reliability and consistent use that supports
corporate—as opposed to personal—needs.
When integrity is low, individuals manipulate
information to suit their own purposes. 

• Formality is how much the enterprise relies on
formal, “approved” sources of information,
rather than personal, or unofficial, sources.

• Control is how much information about
business performance is disclosed to
employees and used by them to guide
decisions and actions.

• Transparency is how much employees are 
free to discuss successes and failures openly
and constructively.

• Sharing is the free exchange of information,
within and sometimes outside the enterprise
(for example, with suppliers and customers). 

• Proactiveness is how employees seek and
use new information about changes in the
company’s environment and new
opportunities and threats. 

If good information values and behaviors are
critical to information orientation, does this
mean that companies acting unethically will find
it difficult to use information as a competitive
weapon? Intuitively, yes. If the information a
company needs is systematically corrupted by
management or hidden from view, how can it
be used to make effective business decisions? 

Hoarding information for personal, as opposed
to corporate, gain is a common problem that
our CIO interviewees encounter. Information
gets turned into a competitive weapon, but the
competition is internal; in some cases, jobs are
at stake.

Senior management values and behaviors 
are the single most important predictor of
enterprisewide values and behaviors—and
effective information use. The CIO in the
Amerada Hess case (see page 33) worked
steadily to influence values over a 10-year
period and took advantage of a shift in 
senior management.
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An information-oriented enterprise invests in
information management

Information management (IM) is a process, not a technology. The aim 
is to ensure that individuals involved in critical business processes have
the right information—structured and factual, and unstructured and
narrative—to make decisions and act as quickly and effectively as
possible. The IM process begins with sensing: identifying and selecting
important information. Sensing is followed by:

• Collecting: gathering information and converting it to a form that 
can be stored and managed 

• Organizing: cataloging the information to make it easily retrievable

• Processing: systematically applying information to a business process
or role

• Maintaining: managing the information to ensure its continuing
usefulness

The process is sequential, with each step depending on the preceding
one. Every step demands decisions on what matters, why it matters and
how it matters. These decisions are made by subject-matter experts, so
successful IM is rooted in business units, not in IS. 

IM is more than library management. The key to successful IM is a focus
on the specific information that skilled personnel need to do their jobs
better, not collecting and cataloging everything known to everyone
everywhere. Successful IM is usually process-specific or role-specific.
Gartner case studies show IM being successfully used in professional
services and design and engineering companies such as:

• Ford Motor Company, where IM was used to collect and share best
manufacturing practices at 87 factories worldwide

• DaimlerChrysler, where IM was used to collect and share best design
practices through an “Engineering Book of Knowledge” program

• Arup, profiled in the case study on page 37
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Case Study:

Amerada Hess—Building good information values, one application at a time 

Amerada Hess is a US$13 billion company in the oil
and natural gas industry. Its 12,000 employees work 
in 30 countries (6,000 in gas stations). Some 4,500 of
them are computer users.

The data architecture started with one user

Data architecture at Amerada Hess began as a
“skunkworks” project 10 years ago. The team
sidestepped funding issues by working incrementally,
growing the architecture application by application. 

“In the beginning, we found one savvy business user in
finance, so we started to implement the architecture in
the middle, building a data mart layer one application 
at a time,” says Richard Ross, CIO. “When there were
requests for systems, we told the project teams the
benefit of spending a little bit more to get something
much better: a data mart. Once we reached critical
mass, we could show the value. Users saw that they
could get a correct answer right off our portals on the
Web at any time.”

The benefits of social engineering 

“Doing the upfront social engineering work helped us 
a lot,” says Ross. By social engineering, he means
reconciling differences in data definitions and
presentation requirements.

Defining data

As an example, one group interpreted the data item
“volume sold” as a forecast, another as what was
delivered. “We brought these parties together and
asked them to reconcile their definitions. Many of 
them had been using their personal spreadsheets to
forecast. We got them to agree on one data source
and one meaning,” says Ross. “That got us single
definitions of data.” It undoubtedly increased personal
commitment to, and understanding of, the data 
among those involved. 

Presenting data

Amerada Hess executives needed to clarify how they
would use the data. “We sat down with management
teams and talked about what actions they would take
on the data on their screens—such as when a block of
data is red. We worked up a set of operating principles
so that everyone would be clear about whom the
executive might call for answers and what actions 
they might take,” says Ross. (This emphasis on the
relationship of data to decisions and actions is a critical
success factor.) 

“These operating principles helped people lower in
the organization, who had always been afraid of
providing data for management for fear of how it
might be used. The principles drove many changes 
in behavior,” he notes.

At this point, changes in information values began to
permeate lower management.

The tipping point was the arrival of new
management

A new division president, appointed in 2002, was 
used to managing by information. He wanted to look at
the division as a whole, which meant reconciling data
across the division. He estimated it had cost his prior
company US$100 million to achieve such reporting.

The proposal for a US$10 million one-year conversion
then got strong business-side support from executives
and managers who had already benefited from the
gradual architecture rollout. The credibility, combined
with the enormous cost advantage, made his proposal
a clear winner.

The new president can now do what-if scenarios easily.
He has access to most of the data he needs through his
Web portal. The groundwork laid over 10 years came to
rapid fruition when new management arrived because
changes in values were already well under way. 

Based on an interview with Richard Ross, CIO,
Amerada Hess, January 2004.
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These companies use IM to identify and catalog the best available
solutions for frequently encountered problems, and to identify experts.
Benefits include:

• Rapid access to proven solutions for problems (lower cost)

• Rapid access to experts; quick assembly for project teams (shorter
cycle time, higher revenue)

• Systematic spreading of best practices; continual updating of best
practices throughout the organization (lower cost, higher productivity,
higher revenue) 

All these benefits lead to better decisions and faster actions, which
contribute to competitive advantage.

In a company with poor information management, it’s hard for 
employees to connect information to relevant company strategies or 
their own performance. Mechanisms for finding and using internal or
external information and experts are inefficient or ineffective, especially
across business units. Effort is wasted in re-creating basic materials and
tools. Investments in IT systems create few local improvements that may
not extend enterprisewide or across time. These problems inhibit the
company’s ability to make effective decisions, move quickly or use
information for competitive advantage.

Information management is an ongoing program, not a project with 
an end date, and so requires permanent staffing. Gartner research
shows that the annual cost in companies that are serious about
information management ranges between 1 percent and 5 percent of
revenues. Two-thirds of this investment goes toward staff, with the rest
spent on technology. The Arup case on page 37 shows how improvements
in quality, productivity and cycle time justify investments in information
management. 
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Information management doesn’t
come easily or cheaply

Of the three IO factors described by Marchand,
information management is also the least
understood by senior executives. That,
combined with high expense (associated with
employing high-level people) and process
change (to incorporate systematic knowledge

capture, organization and maintenance into
business processes), makes it a hard sell in
many companies. (It’s not coincidental that
high-information-oriented companies tend 
to be large.)

Finding information isn’t hard. Finding the right
information and making it usable and relevant to
its intended audience is hard—and important.

Information management is a cyclical process

Collect

Annual cost:
1% – 5% of revenues

Cost allocation:
2/3 people
1/3 technology

Sense

Organize

Process

Maintain

Source: Gartner; Marchand, D., Kettinger, W. and Rollins, J., Information Orientation: The Link to Business Performance, Oxford, U.K.: 
Oxford University Press, 2001.
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McKinsey increased its information management
spend tenfold overnight

In late 2002, McKinsey and Co. revealed (in an article in 
the Wall Street Journal) that an unacceptable number of 
its engagements in the 1990s provided suboptimal value 
to clients, largely because of poor internal information
management practices. McKinsey immediately increased its
annual investment in information management from 0.3
percent of annual revenues to about 3 percent (US$30
million), roughly on a par with other major players in the
management consulting industry. 

If McKinsey’s investment follows other major consulting
companies, the money will be spent largely on the collection,
organization and processing elements of the information
management process. These activities are labor-intensive.
As in the Arup case (see opposite page), skilled personnel
are needed to manage and execute the process to help
personnel in the field use the information effectively. 

Information management for border guards

In February 2004, the director of intelligence for the U.S.
Federal Bureau of Investigation (FBI) spoke about the recent
shift in the intelligence community, from gathering facts to
providing relevant, tailored information. As an example, she
described the dilemma facing a border guard who must
examine car trunks for illegal contraband. If a “collar bomb”
is known to be in transit to the border, what does the border
guard need? A three-page Teletype in block caps, most of
which describes the sources for the information? Or a color
photo of a collar bomb? Intelligence analysts now provide
the first; what’s needed is the second. 

There is a usability dimension to this story, but usability isn’t
the main issue. The issue is the ability of the intelligence
community to rapidly identify important information and
channel it to the people who need it to act and make
decisions. The information management processes of
sensing, collecting, organizing, processing and maintaining
information for role-specific uses provide potential
competitive advantage over terrorists—or not.
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Case Study:

Arup—Information management enables rapid response to opportunities

Arup is a multidisciplinary engineering and planning
consultancy firm that employs over 7,000 staff in 70
offices across 32 countries. Some of Arup’s better-known
projects include the Sydney Opera House, London's
Millennium Bridge and JFK International Airport. 

The company has been collecting data on its projects
since the 1960s. In early 2003, Arup’s “Ovabase”
knowledge base included records of more than
120,000 projects. Ovabase, organized and cross-
referenced in a sophisticated taxonomy, is reached
through a Web-based search tool.

Content and structure require human expertise

Like Yahoo! and Google’s classification schemes, 
the Ovabase system’s taxonomy is maintained by
professionally trained classification staff. It relies on 
four underlying thesauri that cover:

• Geography and locations

• Clients, contractors and architects

• Arup’s internal organizational structure

• Keywords and semantic equivalents

New project records are scanned by Ovabase staff 
for new terms, company names and other items to
update the thesauri. Users can enter project records
without worrying about terminology. All new project
records are automatically parsed and indexed for 
every term they contain.

Value delivered

Ovabase delivers value to Arup in many ways:

• References: When bidding for business, Arup’s
Ovabase system allows the company to build detailed
references to clients, project types and geographies
within minutes. For example, a salesperson can
quickly identify every project Arup has designed and

built on behalf of a university in the United Kingdom—
and every Arup person associated with those
projects, and their expertise. 

• Provisioning teams: Ovabase captures “explicit”
knowledge (project documentation, including
participants) and “tacit” knowledge (names and
locations of experts in different engineering 
disciplines) from billing data for every Arup project. 
By tracking employee skills and experience
worldwide, Ovabase reduces the time needed to
provision teams—from weeks to days. Team skills 
are more precisely matched to project requirements.
Costs and delays are reduced and quality is
improved, increasing client satisfaction.

• Problem solving: Skills and experience tracking
enables rapid solutions to problems. For example,
when a project team needs to know how long
concrete takes to set in Saudi Arabia in January, 
it can identify, in only a few minutes, every 
Arup engineer who has worked on a project in 
Saudi Arabia.

• Strategic business development: Strategic 
business development begins with relationships 
and outcomes—where Arup has worked, for 
whom, with what partners, its roles and the results.
Ovabase makes all these available to Arup’s sales 
and marketing personnel on demand.

Any business can answer such questions on a local
basis, using personal knowledge. Few businesses
capture that personal knowledge and make it available
throughout the company. The value of Ovabase to Arup
is that it makes it simple for any Arup employee to find
and use any resource in the company to solve a
problem or contribute directly to an opportunity
anywhere in the world, anytime. 

Based on a case study by Debra Logan, vice president
and research director, Gartner Research, September 2003.
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Few companies have a high information
orientation—The ones that do are competitive 

Because high-information-oriented companies use information more
effectively, they tend to make better decisions consistently. These
companies are recognized for their sustained success in highly
competitive markets. That success comes in part from information
supporting their business asymmetries and overcoming operational
barriers, such as scale. 

Most companies have BI tools, but even more lack a high information
orientation. That doesn’t mean they can’t compete. It means that they’ll
be hard-put to use information to amplify asymmetry. The issue for many
CIOs then, is how to foster a high information orientation in their
companies. That’s the subject of the last section of this report.

3
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High-information-oriented/highly competitive companies: A sampling

Information focusCompany

Wal-Mart

Capital One

Anheuser-Busch

eBay

Sales by item by store

Customer demographics/ 
credit behavior

Customer demographics/ 
beverage preferences

Customer trading 
behaviors

Stable pricing, high 
availability, low capital 
allocation

Maximize profitability 
through right-pricing 
consumer credit risk

Right beverages to right 
stores for right customers

Create trusted 
community of traders

Structural advantages 
(scale), frontline execution 
(distribution cost)

Frontline execution (loss 
rate/customer retention 
and profitability), insight

Frontline execution, 
privileged relationships 
(distributor lock-ins), insight

Structural advantages 
(scale), privileged 
relationships, insight

Strategy Asymmetry

Frito-Lay Customer 
demographics/food 
consumption

Right foods to right stores 
for right customers

Frontline execution, 
insight
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CIOs control how IT is deployed, but don’t
control how it is used. To support using
information as a source of competitive
advantage, CIOs must use their influence 
to increase the information orientation of 
the business. 

4

41From Value to Advantage: Exploiting Information

html_pdf.qxd  6/10/04  9:38 AM  Page 41



Gartner EXP CIO Signature42

4
“We need IT staff with
business savvy who can
advise managers on
what they need. I
anticipate recruiting
many people from the
business into the data
management side, or
else putting a lot of IS
people through business
training and putting
them into business units
for a while.”

— Richard Ross 
CIO 
Amerada Hess

Help clarify and strengthen corporate strategies

Executives who understand the information needs of their strategies
amplify competitive asymmetry with information. It follows that a lack 
of clarity in corporate strategies inhibits reliance on information. So 
CIOs should do what they can to increase the strength and clarity 
of strategies.

A proven tactic for clarifying strategy is to present your understanding 
of strategy to peers and to the CEO, ask if it is correct and request
corrections if it isn’t. No executive will resist the opportunity to correct 
a statement of strategy once it’s presented. 

Ensure that IT practices are solid

Every successful CIO understands the importance of IT support for
operations and business processes. 

If a piece of information’s value comes from enabling decisions and
actions, it follows that the most value comes from enabling the decisions
and actions of the most influential executives. 

At CKE Restaurants the CIO took care to start the BI rollout at the top
and to work down. The tactic had the desired effect. When the CEO
became a devoted user of the BI system, so did everyone else.
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Case Study:

CKE Restaurants—Selling BI from the top down

CKE Restaurants owns three major restaurant chains in
the U.S.: Carl’s Jr., Hardees and La Salsa. With 29,000
employees, 100 in IT, it has more than US$1.4 billion in
annual revenue. 

The company is in the midst of a major turnaround,
especially at Hardees, which was in deep trouble. BI
use began four years ago with the CEO, the COO and
about 100 mid–to-upper-level operations people. 

“I gave our CEO a summary of the key items from
every report, such as theft and performance problems.
He wanted to know how I got this information,” says
Jeff Chasney, executive vice president and CIO. “Once
he started asking questions about the information,
everybody had to have the system.”

More than 1,000 CKE employees now use the BI
system, including store managers and franchisees. But
only the CFO and CEO can get detailed information
about the entire company. Storeowners get information
pertinent to their span of control.

CKE Restaurants has not formally measured the 
value of the BI system, but executives consider it
instrumental in their efforts to turn the company
around. For example, the system reports daily on
product introductions, including products in test. It
identifies the “contribution margin,” the percentage of
sales generated by a given product. The CEO and
CMO examine daily sales figures to determine whether
a test product is meeting the minimum sales needed to
go to full rollout. Depending on sales, decisions are

made to accelerate product introduction in key
markets. A $6 burger introduced by the Carl’s Jr. 
stores went to full rollout rapidly because of the BI
system. CKE’s “Low Carb” line was rapidly introduced
because of immediate feedback from the BI system,
making CKE outlets the first to offer a low-carb food
option nationwide.

The system can track the daily impact of specific
advertisements, which allows rapid switching to
backup advertising where spots fail to deliver. The 
CEO can also identify excessive discounting at the
store level and stop it immediately. 

The BI system includes a forecast model. The most
widely used models for forecasting are regression
models, which also are explanatory models. So 
if company sales are up 8 percent for the week
compared to a year ago, the model can explain the
contributions of weather, holidays and other factors
that influenced the results. And these factors can be
carried forward to make predictions. 

The BI system provided critical guidance to a major
strategic directional change, the “Hardee’s Revolution.”
The system tracked new product sales daily to swing
resources behind winning products and away from
losers. Management expected that the “revolution”
would take four years; in fact, sales have grown at
double-digit rates, well ahead of schedule. 

Based on an interview with Jeff Chasney, executive vice
president and CIO, CKE Restaurants, January 2004.

Stage 1CEO

Stage 1.5
100 mid-level

managers

Stage 2
1,200 district/store

managers
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4
Model the right values, behaviors and information
management in IS

Values and behaviors flow from the top down. In the IT organization,
the CIO must set a high standard for values and behaviors, including: 

• Integrity: basing decisions on known facts and using information for
corporate, rather than personal, advantage 

• Formality: encouraging reliance on qualified information sources and
applying resources to strengthen them

• Control: providing information that IT personnel can use to guide their
own performance, such as the connection between IT projects and
corporate strategies and priorities

• Transparency: accepting bad and good news, and treating both as
opportunities for improvements

• Sharing: encouraging information sharing across organizational units
and discouraging information hoarding for personal gain

• Proactiveness: encouraging personnel to seek new sources of
information to fill gaps in current knowledge

Information management succeeds best when it is process-specific or
role-specific. There are many opportunities for information management 
in the IT organization, such as project management offices, IT metrics,
application development methodology, and application and data
architecture management.

Spreading the right values and behaviors

Butch Leonardson, CIO of Boeing Employees Credit Union
(BECU), uses a principled approach to conflict resolution.
When conflicts arise between organizational units over
technology priorities, Leonardson asks, What’s the best
choice to serve the customer better? The question forces
integrity in the discussion by removing personal gain as a
basis for decisions and focusing attention on the customer’s
view—and on the greatest value for BECU as a whole. 

Based on an interview with Butch Leonardson, CIO, Boeing
Employees Credit Union, January 2003. 
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Defining and implementing the information
management process for these initiatives—or
others critical to IS and its customers—create a
useful model for information management in
other parts of the enterprise.

Look for opportunities to
implement information
management outside IS

The first step in encouraging information
management is to find a business unit that wants
it. Because the activities that make up information
management—sensing, collecting, organizing,
processing and maintaining—are mutually
dependent, they must be implemented as a
complete process to succeed. This can’t be done
without the business unit actively cooperating. 

Focus on goals

A business unit that needs information
management has a problem to be addressed 
or an opportunity to seize. In either case, 
the workers involved are typically skilled
personnel performing complex tasks in a
complex environment. Failures or bottlenecks
occur when information is unavailable or hard to
find. The information is often unstructured and
narrative—like a description of a best practice—
and usually resides in someone’s head, not in 
an information system. 

At Hoffmann-LaRoche the problem and
opportunity revolved around the extremely long
cycle time for achieving regulatory approval for a
new drug: between three and seven years. The
problem was that each day spent waiting for

approval cost the company US$1 million in lost
sales. The goal was to achieve US$500 million
minimum additional revenue per approved
product by cutting the regulatory approval cycle
to 18 months. The workers involved were
scientists and external regulators, who needed
to share complex information and find relevant
experts quickly to achieve results fast. Identifying
the right expert for a given problem was a
bottleneck, which Hoffmann-LaRoche solved 
by documenting experts and their expertise,
creating a directory and giving regulators access
to the directory. 

Identify users and the business process

Successful information management tends to be
process-specific and role-specific. If the goals
are clear, the next questions are:

• Who are the users? (For example: project
managers)

• What is the problem the users are trying to
solve? (For example: rapidly identifying
appropriate team members and adjunct
experts in a worldwide organization) 

• What information will make it easier for them 
to do that? (For example: up-to-date skills,
experience and assignment inventory) 

• How will the new information sources 
change the business process? (For example:
Employees must identify and update their skills
and experience after each project; project
schedule updates must feed the inventory;
project managers must use the new system 
to provision teams.)
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4
Define the support process

Information management takes resources. How will the support team
collect, organize and manage the information? What are the various roles
and responsibilities?

The DaimlerChrysler Engineering Book of Knowledge (BoK) program
defined roles and responsibilities that included contributors, reviewers and
managers for “Books of Knowledge” covering every aspect of automotive
engineering. 

Roles, as shown in the figure opposite, included:

• Readers: used the BoK as a source of solutions; contributed new
materials

• Book authors: reviewed, edited and packaged new contributions

• Book owners: took responsibility for entire contents of a given BoK

• Technology club coordinators: managed operations and resources for
many BoKs

• Executive level: managed high-level direction and support for the
program

Information management is a process, so defined roles, responsibilities
and activities are essential.

Identify the technology

What technology will be used to collect, organize and deliver information?
In most cases, advanced or proprietary technology is not required; off-
the-shelf groupware often does the job. An exception is when the
technology is intended not only to inform participants in a business
process but also to control the process. 

Implement and monitor 

Does the process work? Does the system have the desired effects on
performance, as defined by goals? 
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The goal is competitive advantage
from information asymmetry

CIOs can’t drag their enterprises into
competitive advantage through information
single-handedly, but they have many
opportunities to influence the organization
toward better values and behaviors, and better
information management. 

You can lay the groundwork by building strong
information technology practices. By delivering
value and using influence, you can pave the
way for changes in values and information
management. The goal is an enterprise that 
is prepared to use information to create and
amplify competitive asymmetry. 

DaimlerChrysler Book of Knowledge roles and responsibilities

Executive
level

Technology club
coordinators

Book owners

Book authors

Readers
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