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Abstract 
The business climate is becoming more and more dynamic due to various 

factors such as globalization, multinational corporations, global value 

networks, deregulation, technology, outsourcing, and climate change. To 

survive in this environment it is crucial that companies have a stable 

business model that can be adapted to environmental changes.  

 

In order to function and to be able to sense changes companies are also 

dependent on information. However there are several challenges related to 

information. Companies are for example struggling with information 

overload or poor information quality. In some cases they do not even know 

what information they need. Information management is thus becoming 

more and more important to companies. Information as such could be seen 

as a valuable asset that needs to be managed. 

 

To be able to manage information one first need to know what information 

requirements the business has. This will in turn require knowledge of what 

the business is all about. The overall purpose of this study is thus to 

investigate how critical information needs of an organization can be 

identified and managed.  

 

The method used is a combination of literature study and cases. A 

theoretical research framework is developed to facilitate the investigation of 

the research problem.   

 

The contribution of this study is a new framework that can be used to 

identify business information needs. The framework also provides a way to 

identify and manage critical information. It is also stressed that the people 

aspect of information management should not be underestimated. Critical 

information can be a source of power. Information politics thus need to be 

managed in order for information to contribute to overall business value and 

corporate performance. 

 

 

Keywords: Business models, information need, information management, 

information politics 
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1 Introduction  
The business climate is becoming more and more dynamic due to various 

factors such as globalization, multinational corporations, global value 

networks, deregulation, technology, outsourcing, and climate change. To 

survive in this environment it is crucial that companies have a stable business 

model that can be adapted to environmental changes (Abrahamsson & Karlöf, 

2011).  

 

Zook & Allen (2011) highlight that companies struggle with two things 

today. First they have to adapt faster and faster. Second they need to deal 

with an increasing complexity. The authors mean that slow and complex 

companies will have little opportunity to grow and be profitable. To be able 

to adapt quickly and reduce complexity the people in the organization need to 

have a deep understanding of the business. In order to function and to be able 

to sense changes companies are also dependent on information. Daft & 

Lengel (1986) argue that organizations are systems that need to process 

information in order to perform task, coordinate activities or make sense of 

the environment. It is argued that the information processing is influenced by 

two major forces: Uncertainty and equivocality (ambiguity). Uncertainty 

produces questions that need information to be answered. High uncertainty 

means that more questions needs to be answered, which in turn require more 

information. Equivocality means that conflicting interpretations of situations 

are present. High equivocality means confusion. Humans and organizations 

seek to reduce uncertainty and equivocality through information processing, 

which in turn result in various structural designs, decision rules and 

information sources. These structural designs affect the amount and richness 

of information available for processing.  

 

Davenport et al (1992) argue that information is a critical resource to 

companies. The quality and sharing of information is key to business 

performance. Still it is common that managers and employees cannot get the 

information that they need. One reason for this is internal politics. To be able 

to extract the value from information it needs to be managed.   

 

Information management is becoming more and more important to 

companies. The main objective is to deliver value to the business through 

enabling decisions, improving processes, providing performance information, 

acting as organizational memory and improve the performance of managers 

and staff. Better information management can lead to more responsive and 

customer-oriented companies. Intraorganizational and interorganizational 

cooperation can also be improved by sharing information. Decreased 

information fragmentation can lead to more integrated businesses 

management (Ward & Peppard, 2002). 
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To be able to manage information one needs to know what information 

requirements the business has. This will in turn require knowledge of what 

the business is all about. One way to show how the business works is to 

describe the business model. This model shows how the business is put 

together as a system (Osterwalder & Pigneur, 2005).  

1.1. Review of previous research 

As a first orientation of previous research Linnaeus University OneSearch 

engine can be used to investigate the number of peer reviewed articles for 

different terms. Similarly Google can be used to check the Internet footprint 

of different terms. Based on the introduction above, one can distinguish at 

least three central terms. The number of hits returned for these terms are 

presented below in Table 1. It can be seen that quite some research has been 

conducted both with regards to business models and information 

management. Further it is interesting to see that the terms information 

management and business model have a similar footprint on Google but the 

term Information Management is approximately seven times more common 

than Business Model in academic research. Research on Information Asset 

seems to be less common.   

 

Table 1. Search results for different terms. 

Term OneSearch Engine 

(2012-02-11) 

Google 

(2012-02-11) 

“Information Management” 52908  38 200 000 

“Business Model” 6931 31 300 000 

“Information Asset” 43  460 000 

  

Chesbrough (2007) highlights that business models have two important 

functions: (1) value creation and (2) value capture. Osterwalder & Pigneur 

(2005) have made a review of the evolution of the business model concept. It 

started with definitions and taxonomy but is now more concerned with 

applications and conceptual tools. They mean that business models should be 

clearly separated from business process models. The business model is more 

concerned with a view of the logic for creating and commercializing value in 

the company. Business models should also be separated from strategy. A 

business model shows how the business is put together as a system while 

strategy is more concerned with execution and implementation as well as 

how this system performs in relation to competition. Osterwalder & Pigneur 

(2005) also review the role of the business model concept. They mean that it 

can be used for understanding/sharing, analyzing, managing, and patenting 

the business logic of the company. Another potential use of business models 

is to understand the alignment between business and IS/IT. Here the business 

model could serve as a tool for common language and shared comprehension. 

This is also supported by Al-Debei & Avision (2010) who suggest that 
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business models inform the design of information systems. They argue that 
the business model is a conceptual tool of alignment. It fills the gap between 

corporate strategy and business processes. It can also be seen as a mediating 

concept between technological artifacts and strategic goals. Technology 

success is dependent on business model success. The business model is also a 

strategic knowledge capital. Al-Debei & Avision (2010) mean that the 

business model should be treated as one of the organizations most important 

assets.     

1.2. Statement of the research problem 

From above it can be seen that information is a critical resource for 

businesses and organizations. A business need to have access to and manage 

information that supports its business model. The question is what type of 

information that is needed. A business most probably needs a vast amount of 

information of different quality and granularity. Using Google it is easy to 

find many examples of information or data models. These models are 

extremely detailed with complicated relationships between data. This is 

necessary for building information systems. But it is really a good way to 

facilitate more business-oriented discussions? Would it be possible to identify 

or group this information in an easier way? There seems to be a lack of good 

high level models for mapping information needs.  

 

One could assume that some information is more critical than other 

information. From the perspective of human individuals it is easy to see that 

the criticality of information depends on the tasks that are performed but also 

on the context or environment. To some degree criticality is also time bound.  

For example, if I am riding a bicycle I need to know how to ride the bike but 

I am also interested in information about the road ahead. It is critical to get 

information about potential threats on the road. However, the information is 

only critical during the actual bike ride. Further, I would not be interested in 

information about sailing at this point as this information would be of no use 

to me. Information about driving a car could be more useful as both vehicles 

are operated on roads.  

 

If the above thinking is applied to organizations one could view the business 

model as the aggregated task that is performed by the organization. This task 

(the business model) is operated for some time, in some kind of context. 

Some information is critical for operating the business model in the specific 

context. For example, it is difficult to sell if you don’t know who your 

customers are and what they want. Similarly, it is difficult to manufacture a 

product if you don’t know where to buy raw materials.   
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The overall purpose with this Master thesis is to investigate how critical 

information needs of an organization can be identified and managed. The 

problem with the term critical information is that different types of 

information can be critical, at different points in time, depending on what 

tasks that are performed, in what types of environments. To simplify, the 

term should here be seen as the information that is most important or most 

valuable to the overall organization over an extended period of time.    

1.3. Research question 

The main research question could be expressed as: 

 

”How could the critical information need of a business be identified and 

managed?”  

 

This could be divided into three parts. The first part is to find a suitable way 

to describe a business. The second part is focused on identifying the 

information need for that business. The third part is concerned with the 

management of information.    

1.4. Delimitations/Limitations 

This study is a Master Thesis in Information Logistics. As such there is 

limited time and resources available for the study and the scope will be 

accordingly. The study will take a holistic and aggregated view of the 

enterprise so detailed processes will therefore not be investigated. It will 

mainly focus on the areas of business models, information need and 

information management. Both business model and information will be 

viewed as critical assets that need to be aligned. The task for IS/IT is to 

provide information in the most effective and efficient way. However, 

information technology will be considered out of scope for this study. The 

reason for this is that there can be a range of technical solutions to 

information related problems. The terms information asset and information 

needs will both be used interchangeably but basically represents the same 

thing. Information needs become information assets when the information is 

captured and used. A business model can also be described quantitatively but 

this study will only focus on the qualitative description. The main reason for 

this is that quantitative figures normally are confidential so it would be very 

difficult to get access to this type of data.  

1.5. Target audience  

The main target groups are academics and researchers with an interest in this 

area. This means that the thesis first and foremost will be academic. The 

target group for the study is people with interest in business models and 

information management. The main contribution is an increased 
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understanding of business information need and management. The study also 
results in a number of practical models and guidelines that can be used for 

improving enterprises.  

1.6. Disposition  

The introduction chapter is followed by a method chapter that will explain 

how the study will be performed. The theory chapter will introduce the main 

theories and the theoretical framework that will be used in this report. This is 

then followed by the empirical results and discussion.. Finally a conclusion is 

presented. 
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2 Method 
This chapter clarifies the approach used in this study. It starts with a general 

introduction to methods. This is then followed by a clarification of the 

specific design that is adopted for this study.   

2.1. Research theory and traditions 

An academic report should build on truth, objectivity and balance. The 

material included should be as correct as possible and it is the job of the 

researcher to find this information. Objectivity means that the researcher 

should portrait the research problem from as many perspectives as possible to 

minimize the risk for bias. Personal opinions of the researcher should be left 

out. A report should also be balanced in terms of disposition. This means that 

the report should focus on things that are relevant for the research problem 

(Ejvegård, 2003). 

   

Research should build on a sound method. The method describes how the 

research is approached. The method has several purposes. First the researcher 

needs to be able to explain how the research problem will be approached and 

this will increase his/her understanding. Second it should allow other 

researchers to understand and if needed reproduce the study (Ejvegård, 

2003).  

2.1.1. The research process 

Backman (2008) describes the research process as a wheel with a number of 

different steps that need to be accomplished. These research steps are not 

isolated from each other. Instead they have significant overlap. The process 

can be split in two levels: (1) the theoretical level, and (2) the empirical level, 

which is the reality.  

 

The process starts with a question. To understand the question the researcher 

need to search for knowledge. This introduces the next step which is the 

literature review. Through the new knowledge acquired the researcher can go 

back to the question and make it more specific through a problem statement 

and a research question. The next step is to formulate a research hypothesis 

which can be seen as a preliminary answer to the question. When a clear 

research question is formulated it is time to go out and observe reality. This 

involves different types of methods and it is up to the researcher to choose 

among these. After observation the data collected need to be organized and 

analyzed. The purpose of organization is to enable an overview of data. The 

analysis seeks to relate the data back to the research question. After analysis 

the researcher need to interpret the result of analysis. The interpretation gives 

meaning to data. Interpretation is the most difficult phase since data can be 

interpreted in different ways depending on the person doing the 
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interpretation. The final step in the research process is publication. The main 
purpose with research is to contribute to new knowledge and an important 

step is here to make the research available to others (Backman, 2008).  

 

Backman (2008) argues that research is a dynamic knowledge seeking 

activity. New knowledge is continuously added to the existing knowledge 

base and this new knowledge modifies old facts and truths.          

2.1.2. Research designs 

Creswell (2009) argues that there are three main designs for research. These 

are: 

 

 Qualitative – A way of exploring the meanings that individuals or 

groups assign to different problems. This is a flexible approach.  

 Quantitative – A way of testing theories by investigating 
relationships between variables. A more rigid approach.  

 Mixed methods – This approach combine both qualitative and 
quantitative ways. 

 

A research design is in turn based on three other components: Philosophical 

worldviews, Strategies of inquiry, and Research methods (See Figure 1 

below). 

 

 
Figure 1. Framework for research design  

(Based on Creswell, 2009, p.5) 

 

The philosophical worldview influences how the research is conducted. It can 

also explain why a certain research design was chosen. These worldviews are 

sometimes called paradigms, epistemologies or ontologies. A worldview can 

be seen as a general orientation of the world, a set of beliefs that shape action. 

It is often shaped by the discipline of the researcher. Creswell (2009) 

highlight four different worldviews: 
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 Postpositivism – This has been called the scientific method and is 

commonly used in quantitative methods. It is important to identify 

the causes that influence effects. The researcher believes that the 

world could be understood by testing, verifying and refining theories 

and laws.  

 Social constructivism – This view takes into account that different 
people have different worldviews. The process of interaction between 

individuals and the context of research is stressed. Meanings are 

constructed by humans and the job of the researcher is to make sense 

of these different meanings.  

 Advocacy/Participatory – This view has a more political touch. 
Specific issues like empowerment, inequality or oppression are often 

in focus for the research. The participants should be involved in the 

design and execution of the research. The purpose of the research is 

to contribute to change and development of people.  

 Pragmatic – This view is based on actions, situations and 

consequences. The focus is on problems and solutions that work. All 

approaches are allowed and the researcher is free to choose among 

methods and techniques. The researcher acknowledges the 

importance of social, historical and political context in research.    

 

Strategies of inquiry can be seen as approaches or methodologies for research 

(Creswell, 2009). The three main groups of strategies are: 

 

 Quantitative strategies – This could involve quantitative surveys or 
experiments. 

 Qualitative strategies – Common strategies are ethnography, 
grounded theory, case studies, phenomenological or narrative 

research.   

 Mixed methods strategies – The three main strategies are sequential 
(for example start with interviews and focus with a survey), 

concurrent (both qualitative and quantitative data are collected and 

integrated) or transformative (use a theoretical lens containing both 

qualitative and quantitative data).  

 

The final element in the model is specific research methods (Creswell, 2009).  

 

 Quantitative methods – Instrument based questions, performance 

data, observational data, statistical analysis, statistical interpretation 

etc. 
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 Qualitative methods – Open end questions, interview data, 
observation data, text and image analysis, themes and pattern based 

interpretation etc.  

 Mixed methods - Open and closed end questions, mixed data, 
statistical and text analysis etc.   

 

Creswell (2009) also argues that several criteria need to be considered when 

choosing a research design. First the research problem needs to be examined. 

Different types of problems might need different approaches. Secondly the 

researcher’s background will influence what type of design that is adopted. If 

you are trained in engineering and natural science you would probably use a 

quantitative approach. Finally it is important to consider the audience of the 

research as the design chosen will influence the acceptance of the study.   

2.2. Research design 

Using Creswell’s criteria one can see that the research problem is complex. It 

is a complex task to capture the information needs of a business. Information 

means different things to different people. Information can also have different 

levels of aggregation. The complexity and ambiguity of information suggests 

a qualitative approach.  

 
When it comes to the author of this thesis the background is mainly from the 

Information Logistics discipline, which in itself is a multidisciplinary field 

grounded in system science. Humans as considered to be important parts of 

systems and by default humans have different perspectives on the world and 

the things in it. The audience of this report will mainly be academics within 

informatics field but it could also be other people interested in business 

models and information.   

 

The worldview of the author is a mix between social constructivism and 

pragmatism. It is acknowledged that people have different worldviews and 

that different contexts can influence research. The author is also pragmatic in 

the sense that the aspiration is that the research should result in practically 

usable knowledge.  

 

The strategy of inquiry, that will be used to investigate how the critical 

information of a business can be identified, is cases. Cases have the potential 

to give a rich and deep knowledge about a specific situation or context. The 

cases will mainly be descriptive as it makes use of different models to 

describe the situation in an enterprise.   

 

The specific research method that will be used is web analysis (text analysis). 

This means that the cases chosen will be analyzed based on information 

provided at the web pages of these organizations.    
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The study can be divided into three parts: 
 

First a literature study of theory related to business models, information 

needs/assets and information management is performed in order to deepen 

the authors understanding of these areas. Based on the theory a research 

framework is then created. The theoretical framework will serve as a 

foundation for the web analysis of the selected cases.  

 

The second step in the study is to test the framework on real business models. 

The business models of the selected cases will be described using the 

elements of the framework. This investigation will be performed through 

analyzing the web pages of the selected case companies. From the business 

model elements the key information needs/assets will then be identified. It is 

an exploratory analysis that will produce a rough picture of the information 

need for the selected business models.  

The third part of the study involves a discussion of business models, 

information needs/assets and information management. The main purpose of 

this discussion is to answer how the critical information need of a business 

can be identified and managed. 

2.3. Research environment and study object 

The main part of the study will be performed in academic environments 

through literature studies. Contact with external parts is limited to material 

available on the Internet 

 

For the second part of the study, where the framework will be tested on a real 

business model, the business models of CIL and Pressbyrån have been 

chosen as study objects. With the help of the framework the information 

needs/assets are identified and subsequently analyzed with regards to their 

management.  

 

CIL is a good example of a flexible education model that have become more 

and more popular the last years. It is a knowledge-based model producing a 

service which is interesting to investigate as we are transforming into a 

service/knowledge economy. Another reason for choosing CIL is that it is a 

relatively open model that is well described on the Internet. As a student at 

CIL the author also have some knowledge of how it works. The author is 

basically the customer of the business model.  

 

Pressbyrån is a completely different model compared to CIL. It is a retail 

business that is well-known in Sweden. The model as such is quite common 

today and the competition in this area is quite fierce. The main reason for 
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choosing Pressbyrån is that it is accessible and well-described on the Internet. 
The author of this report also has experience of being a customer.  

 

The study focuses on capturing the information needs of the selected business 

models.   

2.4. Data collection  

This study has been limited to two cases. The study objects have been 

selected based on access to information but also based on the author’s 

previous knowledge. The main methods for data collection are literature 

search and web survey (text analysis). 

2.4.1. Theoretical data collection - Literature study 

The literature study will focus on theories related to business models, 

information assets and information management. The purpose of the 

literature study is twofold. First it serves to build the necessary understanding 

to construct a research instrument that can be used for the empirical 

investigation. Second it serves as a reference point against which the findings 

can be related to.  

 

Linnaeus University Library Databases is used for the literature study. 

Google Scholar is also used to find interesting articles. Searches are 

performed for the key terms involved in the study. The search words used as 

a starting point are: Business model, information management, information 

asset etc. The initial search words are then refined based on the articles 

found.   

2.4.2. Empirical data collection – Web survey 

The web survey is performed by reviewing the web pages of CIL and 

Pressbyrån. Based on the information provided and the author’s previous 

knowledge of CIL and Pressbyrån, a draft business model with potential 

information needs/assets is described.  

2.5. Data analysis and interpretation 

Data analysis is performed in two stages. First an exploratory analysis is done 

to describe the business models. Based on the business models the potential 

information needs/assets are proposed. This stage will draw heavily on the 

author’s own interpretation as there are limited opportunities for the author to 

investigate the “real-world” information need as part of this study. The 

second stage of analysis will be presented in the discussion chapter.  
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2.6. Validity and reliability 

Theoretical material is validated against other sources to judge if the 

information can be trusted. As far as possible peer reviewed academic articles 

is used to ensure quality of the material.  

 

For the second part of the study, where the framework is tested on CIL and 

Pressbyrån business models, a first pass is done by the author of this report. 

This will not necessary represent the reality. It should instead be seen as a 

preliminary potential view of the business information needs. The focus of 

this study is more on the approach of mapping information need than the 

actual information content. To get a more reliable and detailed picture of 

information need it would be necessary to validate the mapping with several 

representatives from the selected case companies. This is however considered 

to be of scope for this report due to time limitations and difficulties to get 

access to study objects.   

 

The empirical material together with the authors own contributions is 

validated against the theoretical framework.  

 

The validity and reliability of the study will be affected by the limited scope. 

It is difficult to generalize based on two cases only. This study should 

therefore be seen as a rich description of specific cases.  

2.7. Ethical issues 

The report is based on academically published material together with the 

authors own contribution. The purpose of this study is solely academic. No 

commercial interest is involved. The report is published and accessible to 

anyone that finds it interesting.  

Currently there are no ethical challenges with performing this study except 

treating case companies with respect. The information about the companies is 

already available on the Internet so it cannot be considered sensitive. The 

critical information need of the business models is based on the author’s own 

interpretation so it should not be seen as actual information provided by the 

case companies.  
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3 Theory 
The theory used for this thesis is presented below. Selected parts of the 

theory are then used to create a theoretical research framework. 

3.1. Business Model 

There are many different views to consider with regards to business models.  

3.1.1. Definitions 

Osterwalder & Pigneur (2010) mean that “a business model describes the 

rationale of how an organization creates, delivers, and captures value”, 

(pp.14).  

 

Shi & Manning (2009) view a business model as “the outcome of 

management actions – planned, emergent, or realized” and it is “defining a 

firm’s offerings to other economic actors, the boundaries of its activities, and 

the logic for making a profit from the offerings and activities”, (p.50).  

 

George & Bock (2011) define a business model as “the design or 

organizational structures to enact a commercial opportunity” (p.99). Further 

they state that the business model concept contain a resource structure, a 

transactive structure, and a value structure.  

3.1.2. Business model concept origin 

Models as such are not new. They have been used for a long time in 

economics and biology as a way to compensate for lack of knowledge. 

However models are now increasingly used to advance business and 

management thinking. Similar to models in biology, business models can be 

used to describe taxonomies and kinds. They can also represent model 

organisms that can be investigated, tested and experimented on. In addition 

business models can function as recipes containing different ingredients 

(Baden-Fuller & Morgan, 2010).  

 

The term business model is relatively young, mainly a mainstream 

phenomenon starting in the 1990’s. It can however be tracked back to the 

1970’s where it was used in business modeling related to information systems 

(information-technology oriented) but with the emergence of e-commerce it 

was increasingly used in the management context (organization and strategy 

oriented). It is now often used as a tool to understand business, innovation, 

and value creation. The business model concept is today considered to be 

relevant for business success (Osterwalder et al, 2005; Wirtz, 2011).  
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3.1.3. Business model concept and representation 

Osterwalder & Pigneur (2010) have created a representation of a business 

model that they call Business Model Canvas (Figure 2). They argue that a 

business model concept should be simple and easy to understand so that it 

can become a shared language to be used in discussions. Their model consists 

of nine blocks that describe how the company make or want to make money. 

The nine blocks are: 

 

1) Customers segments 

This is the different groups that the company wants to reach. It is the group 

that the company needs to create value for. Some types of segments are mass 

market, niche market, segmented, diversified, or multisided.  

 

2) Value proposition 

The proposition is a solution to customer problems and needs. It describes the 

product/service that offers value to the customer. It can satisfy a new need, 

improve performance, satisfy a need for customization, reduce cost or risk, or 

increase accessibility and convenience. 

 

3) Channels 

The channel is the way that a company communicates with the customer and 

how it delivers the value proposition. It is the interface with the customer. 

Channels can be direct or indirect. Some examples are wholesaler, partner 

stores, own stores, web sales or sale force.  

 

4) Customer relationships   

This is the type of relationship that the company establishes with the 

customer segment. It can be personal, dedicated personal, self-service, 

automated, community-based, or co-creation.  

 
5) Revenue streams 

This is the money that the company can generate from the customer segments 

as a result of the business model. It depends on what the customer is willing 

to pay for the value delivered. Revenues can be generated through product 

sales, usage fee, subscription fee, leasing, licensing, brokerage fee, or 

advertising.  

 
6) Key resources 

The business model needs certain assets to be able to work. These can be 

physical, financial, intellectual or human.  
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7) Key activities 

This is the main activities that the company needs to perform to make the 

business model work. It could be production, problem solving, or 

networking. 

 
8) Key partnerships 

To improve economy of scale, share risk or get access to scarce resources 

companies can use partners. Common types of partnerships are alliances 

between non-competitor and competitors, joint ventures, and buyer-supplier 

relations.    

 
9) Cost structure 

This describes the cost that the business model give rise to. Cost can be fixed 

or variable.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 2. Business Model Canvas (Based on Osterwalder & Pigneur, 2010, p.44). 

 

Another view of the business model is provided by Shi & Manning (2009). 

They argue that the business model can be seen as four interrelated sub-

models (Figure 3). The exchange model describes the value that is offered to 

other actors. The business model needs to deliver value to a variety of actors 

not just customers. The value exchange is the reason why actors would like to 

participate in the business model. The organizational model explains the 

structures that allow the flow of products, information and money. It captures 

how the enterprise does things. The resource model identifies the different 

resources that are needed for the business model to function. It is the fuel of 

the business model. The financial model describes the value that is delivered 

to shareholders.        
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Figure 3. A business model framework (Based on Shi & Manning, 2009, p.53). 

3.1.4. Position of business model concept in the enterprise 

Osterwalder et al (2005) argue that business strategy, business organization, 

and information systems are linked together in what they call the business 

triangle (Figure 4). These parts are in turn constantly affected by external 

pressures such as competitive forces, social change, technological change, 

customer change, and legal change. The business model is located at the 

center of the triangle. As such it translates the business strategy into business 

organization and systems. It is linked to business strategy but it is not 

strategy.  
 

 
Figure 4. The Business Triangle (Based on Osterwalder et.al, 2005, p.9) 



 

  20 (46) 
 

 
Another perspective is proposed by Al-Debei & Avison (2010) in their 

business layer model (Figure 5). This perspective pictures the business model 

as a bridging concept between strategy and operations. According to above 

authors the business model is an alignment instrument but also a knowledge 

capital.  

 

 
Figure 5. The Business layer model (Based on Al-Debei & Avison, 2010, p.371) 

 

Casadesus-Masanell & Ricart (2010) make a distinction between strategy, 

business model, and tactics. They argue that strategy refers to the higher 

order choices that a firm takes with regards to how it should position itself in 

the market and how it should compete. In the strategy stage, a company 

chooses or designs a particular business model. The business model is then 

the logic or manifestation of how the firm will compete. It is a specific set of 

choices and consequences. As such it is the direct result of strategy but it is 

not strategy. It is the reflection of the realized strategy. When a business 

model is adopted it will restrict the number of residual choices available to 

the company. These remaining choices can be seen as tactics. The authors use 

an analogy where the business model is a vehicle. Different vehicles are used 

for different purposes. Strategy is the stage where a specific vehicle is chosen 

depending on what should be accomplished. Tactics can then be seen as how 

the vehicle is operated or driven.   
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3.2. Information Needs/Assets 

Organizations need information for different purposes. The business need to 

be governed, work need to be planned, management and staff need to be 

influenced, and opportunities for improvements need to be identified. There 

are several issues related to information. Many organizations are not clear 

about what their actual information needs are. This can result in excessive 

collection of information and measuring of performance metrics. Too much 

focus is often put on internal information compared to external information 

related to customers, markets, competitors and environment. Similarly there 

is a focus on historical data and information at the expense of more forward-

looking information. Most information and data is also collected late in 

processes. Information about research and development is less common than 

production and delivery information. Another issue is that organizations often 

tend to collect information that is easy to collect rather than information that 

is strategically important. Much of the information collected is also not 

directly used for decisions and actions (Sörqvist, 2004).   

 

Information is linked to business results, which can be illustrated by the 

DIKAR-model (Data, Information, Knowledge, Organizational Actions, and 

Business Results). Actions, knowledge, information and data are required to 

deliver business results (Ward & Peppard, 2002). 
 

Pearlson & Saunders (2010) define information resources as “the available 

data, technology, people, and processes within an organization to be used by 

the manager to perform business processes and tasks” (pp.48). The 

information resource can be separated into IT assets and IT capabilities. The 

information repository is part of the IT assets and consists of organized data 

that is accessible and usable for decision-making. Some examples of 

information assets are: market and customer information, product 

information, specialist knowledge, business process information, 

management information and plans, human resource information, supplier 

information, accounting information. The type of information has also 

changed recently. Previously it consisted of text and numbers but now it 

includes pictures, voice and video formats (Ward & Peppard, 2002). 
 

Information has traditionally been a scarce resource but with the Internet and 

the digital economy it has become abundant. The value of information is 

however still closely related to its distribution and quality. The ones that have 

the best information and know how to use it have an advantage. Compared to 

physical assets it cannot be depleted but it can lose its value over time. An 

information resource that is valuable, rare, difficult to imitate, and difficult to 

substitute can provide a sustainable competitive advantage for the company. 
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It can be especially valuable when it contains information about the industry, 
competitors or customers (Pearlson & Saunders, 2010). 

 

Information resources can create value in two ways. First it can be used to 

influence competitive forces (threats from new entrants, bargaining power of 

suppliers, bargaining power of buyers, threat of substitute products, industry 

competitors) (Pearlson & Saunders, 2010). Second it can be used to improve 

value chains. For example by sharing information between companies in a 

value chain it is easier for the participants to know what they need to plan and 

produce. Information transparency can give value chain actors access to sales 

data that can be used to govern the flow of products and services. Internal 

efficiency can be improved. Most companies do however not use these 

resources effectively (Pearlson & Saunders, 2010; Abrahamsson & Karlöf, 

2011).  

 

There are several challenges related to information. For example the volume 

of information available is increasing rapidly. Smith & McKeen (2003) 

highlight that it is common that companies struggle with information 

overload. The quality of information can also be poor. Information exists in 

different formats and can be dispersed throughout the company (Ward & 

Peppard, 2002). Wylder (2004) argue that information resources should be 

treated as strategic corporate assets that need to be managed. As such the 

company should assign ownership for the information and assess the value 

and risk attached to it.       

3.3. Information Management 

Ward & Peppard (2002) argue that the main objective of Information 

Management is to satisfy the demand for information from the business. It 

should help to deliver value to the business by exploiting the information 

asset. Information thus needs to be managed according to its value to the 

business. Value can be assessed from the price paid for information, the 

impact of loss of the information, or the potential of the information to 

increase revenue. The information assets could also be ranked in an 

information portfolio to clarify its importance or criticality (Figure 6). The 

figure can be used to clarify an information assets importance to the current 

and the future strategy. An information asset that has a high value to current 

and future strategy is considered to be strategic. If it is of high value to the 

current strategy but of low value to future strategy it is a key operational 

asset. An asset that is of high value to future strategy but of low value to the 

current strategy could be seen as high potential. Finally if an information 

asset that is of low value to both current and future strategy it should be seen 

more as a support.  
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Figure 6. The information portfolio (Based on Ward & Peppard, 2002, p.477). 

 

Another term used for Information Management is Enterprise Content 

Management (ECM). It is defined by AIIM as “the strategies, methods and 

tools used to capture, manage, store, preserve, and deliver content and 

documents related to organizational processes” (http://www.aiim.org/What-

is-ECM-Enterprise-Content-Management, 2012-02-10 19:21). Smith & 

McKeen (2003) mean that ECM is an integrated approach to managing all 

enterprise information assets through the information lifecycle (capture, 

organize, process, maintain). These assets could include documents, data, 

reports, web pages, and digital assets. The main aim with ECM is that 

information assets should be accessible and usable when needed by the 

business. ECM is closely related to Information Logistics that refers to the 

planning, control and implementation of data flows between units, but also to 

the storage and supply of data (Winter, 2008).  

 

Davenport et al (1992) give another perspective on information management. 

They call this management of information politics. It is argued that many 

information initiatives fail due to companies not managing the politics of 

information. Specific jobs or roles are often defined by the information 

needed. Information then becomes a source of power that the people of the 

organization are reluctant to share. Organizations exposed to stress and high 

uncertainty requires as much information as possible. However this 

uncertainty also drives political behavior among staff as they seek to secure 

their positions.  
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It is argued that the first step of information management should be to 

identify which model of information politics that is present or desired in the 

company. The different models of information politics are explained in Table 

2 below. The recommended approach is federalism or monarchy. Other 

aspects that need to be considered are commonality of vocabulary, access to 

information, quality of information and efficiency of information 

management. The culture of the company should also fit with the model 

chosen. Companies should also appoint information politicians that can 

improve the way information is used, shared and managed. These individuals 

should be both charismatic and skilled in the dynamics of organizations. 

Ultimately all organizational members need to be involved in information 

management (Davenport et al, 1992).  

 

Table 2. Models of information politics (Based on Davenport et al, 1992, p.55-59).  

Model Explanation 

Technocratic 

utopianism 

 Information management is technological. Technology is assumed to 

be the solution to all problems. The focus is on the technologies used 

to manipulate information.  

 Driven by IS professionals that see themselves as owners of company 

information. Politics is ignored. It is assumed that employees will 

share information.  

 Key focus on detailed information modeling and categorization.  

Anarchy  No overall information management policy. 

 Common when centralized approaches break down. 

 Everyone manage their own information. 

Feudalism  Individual managers and units control and manage their own 

information. Difficult to use information for the common good. 

 Corporate executives have limited ability to understand what is 

happening in units. 

Monarchy  The CEO dictates the rules for information management and the 

common information vocabulary. 

 Power of information is centralized and the CEO decides if 

information should be shared or not. 

 Appropriate for companies where units have difficulty to reach 

consensus. Dependent on a strong leader. 

Federalism  Rely heavily on negotiation and consensus around the organizations 

information. Recognize the importance of politics. Appropriate for 

companies with strong leadership and a learning culture 
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3.4. Theoretical research framework 

As explained in the Method chapter the intention is to create a theoretical 

framework that can be used to investigate the information need of a business. 

Based on the research question this framework should contain three parts:  

 

1. A business representation that can be used to describe the business.  

2. An information needs/assets component that can be used to identify 

the different information needs or elements that are important, based 

on the business representation. 

3. An information management component that can be used to structure 

the management of the information elements identified.  

 

The framework can be viewed in Figure 7 below. The different parts are not 

new as they build on the theory presented earlier in this chapter. It is rather 

the specific combination of theories that is new.  

 

On the left side (y-axis) the information/content lifecycle model (Smith & 

McKeen, 2003) is shown. The model contains the following stages: Capture, 

Organize, Process and Maintain. This is the information management 

component.  

 

On the top (x-axis) the elements of the Business Model Canvas (Osterwalder 

& Pigneur, 2010) are listed. This is the business representation.  

 

Below the elements of the Business Model Canvas the information 

needs/assets for each business model element can be listed. This is the 

information needs/assets component.  

 

From a practical perspective the user of the model first need to populate the 

business model elements (Who are the suppliers/partners of the company? 

What are the key activities? What are the key resources?). Next the user 

needs to identify one or more information needs/assets for each business 

model element. The third step is to consider how these information 

needs/assets are managed through the stages of the information/content 

lifecycle model. The key information needs/assets identified by the business 

model could then be managed through the lifecycle model stages.  

 

The arrows show the direction in the framework. The downward arrow 

symbolizes that an information need/asset first is captured, then organized, 

processed and maintained. The user/reader can analyze the information 

needs/assets for a specific business model element. The horizontal arrow 

symbolizes the flow from partners to revenues in the business model. It also 

symbolizes the separation between the stages in the lifecycle model. The 
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reader can for example look at all information needs/assets in the Capture 
stage. This could be useful when considering technology for capturing.     

 

This research framework should be able to give a good view of the business 

model of an enterprise, the key information needs/assets of the enterprise, and 

how these assets are managed. It could potentially answer what should be 

managed (Information needs/assets), why it should be managed (Business 

Model), and how it should be managed (Information/Content Lifecycle). A 

good view of information assets and information management strategies 

should be a good foundation for the design of information systems. For 

example could Capture stage be automated in some way? 
 

 
 

Figure 7. Theoretical research framework (Own picture).  
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4 Results and exploratory analysis 
In this chapter the results are presented. The two cases are presented through 

a business model description, an information need/asset analysis, and 

information management analysis. Business models are described based on 

information available on the company web sites. The information analysis is 

based on the author’s own interpretation of the business model.     

4.1. CIL Case – Web survey 

Centrum for Information Logistics (CIL) is a registered company mainly 

conducting education and research activities. CIL builds on cooperation 

between university, business and public sector.  

 

CIL deliver both practically and academically oriented education programs. 

Currently eight programs are offered. Many of these are delivered in flexible- 

and distance learning mode.  

 

Most of the education is conducted in Ljungby at CIL Centre but the teachers 

used mainly come from the partner universities. The main focus is on 

informatics and information logistics. The research conducted is mainly 

targeting information management. In addition to normal university 

education the center also engage in knowledge exchange with public and 

private organizations. The main vehicles for this exchange are seminars 

(http://www.cil.se/index.cfm?id=1&l=2, Accessed 2012-04-09 17:38).    

 

4.1.1. Business Model 

Figure 8 gives a rough view of the main components in CIL’s business 

model. The customer segment describes the main groups that CIL is 

targeting. Channels describe how these customers are reached. In CIL’s case 

there could be different channels depending on the purpose. Customers use 

one channel to get aware of the CIL offer. Another channel is used to apply 

for admission. A third channels is used to receive the actual offer. The 

customer relationship symbolizes the type of relation that CIL has with its 

customer segments. The value proposition illustrates what CIL offers to the 

customer. On the left hand side of the model the key partners, activities and 

resources are listed. The key partners have been grouped into academic, 

public and private companies. The financial model is presented at the bottom. 

It is split into a cost part to the left and a revenue part to the right.    

 

 

 

 

 

http://www.cil.se/index.cfm?id=1&l=2


 

  28 (46) 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 8. CIL Business Model (Based on www.cil.se).  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

http://www.cil.se/


 

  29 (46) 
 

4.1.2. Information Needs/Assets 

The webpage contains limited information that can be used to identify 

information needs/assets. This part (See table 3 below) will therefore be a 

best guess based on the above business model derived from the web page. In 

the left column the business model elements are presented. For each element 

the key information assets or needs have been listed.  

 

Table 3. Potential CIL Information needs/assets 

Business Model 

Element 

Key information needs (Information Assets) 

Key partners  Partner name list 

 Partner involvement and commitment level (agreements) 

 List of competence/deliveries offered by partners 

 Specific information demands from partners 

Key activities  Research – Research statement & plan, relevant publications, related researchers 

 Program Development – Industry needs, student preferences, teacher competence 

 Program Delivery – Number of students, teacher availability, facility availability, 

IT service availability, course module content,  student performance (LADOK), 

course feedback 

 Seminar delivery – Number of participants, seminar content, speaker availability, 

facility availability, seminar feedback 

 CIL Admin – Schedule of teachers and facilities, economic information,  

 Networking – News about partners, general news and trend information   

Key resources  List of current and potential teachers with competence 

 List of CIL staff (HR Info) 

 List of facilities and equipment 

 List of key IT services deployed 

Value proposition  Specification of value proposition 

 Specification of products/services 

Customer 

relationships 

 Specification of current relationship model 

 Service level statement and specification (Service level agreement) 

Channels  List of customer communication channels deployed 

 Specification of channels  

Customer 

segments 

 List of previous, current and prospective students  

 List of seminar participants (past, current, potential) 

 Segment profiles (age, gender, location, company, profession, level, background) 

 Specific information demands from customers 

Costs  List of cost objects/drivers and cost rates (staff, facilities, services) 

 Cost transaction volumes 

 Classification of cost type (fixed/variable) 

 Cost allocation (internal/external suppliers)  

Revenues  Revenue per student 

 Revenue from public and private grants 
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4.1.3. Information Management 

It is not possible to describe information management based on the limited 

information provided at CIL’s web page. This part will be discussed further 

in the discussion chapter.  

4.2. Pressbyrån Case – Web survey 

Pressbyrån was founded in 1906. It is a commercial service chain with over 

320 stores. In 2010 the revenue was 2,9 Billion SEK. The stores have a 

product range consisting of newspapers, magazines, fast food, candy, 

beverages and different types of services such as tickets, games and lottery. 

Pressbyrån is owned by Reitan Servicehandel Sverige AB but the stores are 

owned and operated according to a franchise model 

(http://www.pressbyran.se/, Accessed 2012-04-22, 15:02). 

 

4.2.1. Business Model 

The below business model (Figure 9) is based on information provided at the 

Pressbyrån web page.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 9. Pressbyrån (Franchise) Business Model (Based on www.pressbyran.se).  

http://www.pressbyran.se/
http://www.pressbyran.se/
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4.2.2. Information Assets 

Similar to the CIL case, the below information (Table 4) is a best guess 

deducted from the Pressbyrån business model.  

 

Table 4. Potential information need for a Pressbyrå franchise. 

Business Model 

Element 

Key information need (Information Assets) 

Key partners  Partner name list 

 List of approved suppliers 

 List of products/services offered by suppliers 

 Specific information demand from suppliers 

Key activities  Customer Service – Customer preferences and service guidelines 

 Sales – Total sales, sales per product category, number of sales transactions 

 Customer relations – Complaints, reactions, questions, requests 

 Staffing – Staff availability and work preferences, work schedule, competence, 

education need, staff performance and wellbeing  

 Product arrangement and exposure – Sales data depending on different 

arrangements, store layout and customer flow pattern   

 Ordering goods and services – Inventory levels, new customer requests, approved 

suppliers, delivery lead times  

Key resources  List of central services available 

 List of key resources and central services deployed 

 Staff  - Employment agreements, performance levels 

 Guidelines on Pressbyrån concept and brand (Handbook) 

Value proposition  Specification of value proposition 

 List of products/services offered 

 Specification of product/services offered 

Customer 

relationships 

 Specification of current relationship model 

 Service level statement and specification (Service level agreement) 

Channels  List of customer communication channels deployed 

 Specification of channels  

Customer 

segments 

 Buyer profiles (age, gender, ) and preferences (what and when they purchase) 

 Specific information demands from customers 

Costs  List of cost objects/drivers and cost rates (staff, services, operations etc.) 

 Purchase transaction volumes per supplier and product group 

 Cost per supplier 

 Cost per product/service group  

Revenues  List of revenue objects and product/service prices 

 Sales transaction volumes 

 Revenues per customer 

 Revenues per product/service group 
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4.2.3. Information Management 

It is not possible to describe information management based on the limited 

information provided at Pressbyrån’s web page. It is however clear from the 

web page that the cash system works as an information system where store 

staff can follow their business and find important information. A lot of 

information is also captured into the Pressbyrån standardized store concept. 

There is also a handbook with guidelines. This part will be discussed further 

in the discussion chapter. 
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5 Discussion 
This chapter presents the discussion of the findings from the exploratory 

analysis of the two cases. The chapter will first examine the business models. 

This will be followed by a discussion around information need and 

information management. Finally a new framework is proposed.  

5.1. Business Model 

This study includes two different business models. The first involves 

university education and research. The second one is based on retail.  

 

CIL is a high value, low volume transaction model. The main transactions 

that drive the business model can be described as accepting, educating and 

examining students. The number of students is quite low but the transaction 

of educating a student is a quite costly and complicated task. It requires a 

significant knowledge component. This is solved by drawing on the expertise 

of researchers at the partner universities. One of the goals of CIL is to 

provide a stream of students that are in demand by industry and public 

organizations. As such they need to educate students on topics that are in 

demand by these organizations. By using the partner universities instead of 

developing the necessary expertise themselves CIL can be flexible. CIL also 

make use of the economics of scale of the large universities, especially when 

it comes to IT resources. By providing education programs in flexible 

learning mode (limited face-to-face time with teachers combined with online 

collaboration tool) CIL can also keep down costs for teachers.    

 

Pressbyrån is a low value, high volume transaction model. The main 

transactions can be described as buying and selling inexpensive 

products/services. The cost/price of these products/services is low but the 

volumes can be high due to the fact that the stores are located in areas with a 

high volume of commuters. The Pressbyrån business model is also interesting 

as it is replicable. As a franchising model it is successfully operated by 

different people, in different cities, and in different locations. As such it can 

be seen as a rather stable business model. The basic condition for functioning 

is a high volume of customers. The centralization of certain services simplify 

for the individual franchise owner. In addition it enables economy of scale in 

operations and this could give the individual store a competitive advantage 

compared to competing non-Pressbyrån stores.    

 

With the Business Model Canvas it is quite easy to get a rough overview of 

the two business models. However it is hard to say if the business models of 

CIL and Pressbyrån are profitable. To be able to answer that question one 

would need to have access to financial data as well. The different cost and 

revenue objects need to be compared.    
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5.2. Information Needs/Assets 

It is possible to get a relatively good overview of what information that is 

important to a business by using the Business Model Canvas. One could 

however question if the critical information need is identified. Somebody 

would have to rate the information need to be able to judge exactly what 

information need that is critical. This would also differ from one individual to 

another and this indicates that a large number of individuals need to be 

involved in the rating if it should produce a reliable result.    

The general information need of the two business models is similar to some 

degree. This is probably the result of the categories/elements used in the 

Business Model Canvas. These different predetermined elements of the 

model guide/restrict the thinking of the analyzer.  

The nature of information should however be quite different in the two cases.  

As a high value, low volume transaction model, CIL need to deal with few 

transactions to the customer. The transactions are information intensive as the 

purpose is to develop the student’s knowledge. Every student has different 

background and ability to absorb these deliveries. The information of the 

delivery thus needs to be customized to fit the student. This customization 

can for example be that the teacher explains something in different ways until 

the student understands. The exchange relies heavily on the teacher’s 

knowledge and experience. Online collaboration tools are often used as part 

of the program delivery. This represents a more standardized delivery. 

Information is provided that guide the student (what should be studied, what 

questions they should answer, and what the main information sources are). 

The information in the online collaboration tool is also stored so that it can 

serve as a kind of organizational structural capital and memory that can be 

updated, reused and refined over time. The personal delivery is exchanged 

between teacher and student and if the teacher and the student leave there will 

be no information capital left. The organizational memory is developed 

within the teachers. Long term teachers should therefore be an asset in this 

type of model. Questions from students need replies from the teachers and 

this in turn forces them to search for the type of information that can help 

them to develop the knowledge that is required to answer the students’ 

questions.  

Pressbyrån (low value, high transaction volume model) on the other hand 

needs to deal with a high number of transactions. The transactions are highly 

standardized. The information content delivered to the customer is limited. 

This could for example be a receipt. For the business it is however vital to 

keep track of all transactions so the main information volume is concerned 

with information about the transactions (type of product, price, time sold, 

sales staff etc.).   
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The main differences between the two business models can be seen under 
Key Activities. Different businesses build on completely different activities 

and these activities do in turn generate different needs for information. To get 

a more detailed view of information need a next step could be to continue to 

investigate the information needs based on the company activity/process 

model. This would however require a considerable effort.  

Another thing that is visible when comparing the mapping of the two cases is 

the information need related to different stakeholders (suppliers, internal 

staff, customers etc). There is however no specific element in the model that 

include internal stakeholders. Instead internal staff could be parts of 

activities, resources, customer relationships, and channels. Another group of 

people that is not clearly visible in the model is owners and management. 

These groups would for sure demand information about the business. They 

will also establish goals, targets and various policies for the business. Staff 

will need to know about these guidelines and they would also have to report 

information to managers and owners. A more specific information need 

mapping of stakeholder or business roles would therefore be a good 

complement to the business model mapping. It is the stakeholders that deal 

with different tasks and the associated uncertainty. This will result in 

questions that need to be answered (need for information).  

Information need mapping based on the Business Model Canvas have limited 

reach. A degree of networking is implied in the business model as suppliers 

and customers are included. However external factors such as competitors 

and society are not covered in the model. To map information need with 

regards to these one would need to use additional models.  

5.3. Information Management 

Based on the web analysis performed it can be seen that it is difficult to 

identify how information is managed just by observing a business model and 

identifying the information involved. The Business Model Canvas thus seems 

to be insufficient to capture this information. However if the business model 

and its information needs was described by the staff working in the business 

they would probably also be able to describe how the information is managed 

(capture, organize, process, maintain). For example in the Pressbyrån case 

one could assume that sales data is captured by the cash information system. 

It is probably also organized, processed and maintained in a certain way with 

the help of the cash information system.  

 

If one was evaluating a new business model not yet implemented one could 

use the framework to discuss how information should be managed and this 

could serve as a foundation for selection or design of information systems. 

For example should we capture product sales by writing the product sold and 
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the amount on a piece of paper? It might be sufficient for capturing but this 
information will be difficult to organize, process, and maintain when 

thousands of transactions are executed. Or should we key in the product 

number in a cash information system? This would simplify the organization, 

processing and maintenance of information. Or should we use a handheld 

scanner that captures the bar code information? It means that information can 

be captured quickly, which is interesting in high transaction volume business 

models. There are many ways to manage information.   

 

The Pressbyrån case is interesting from an information policy/politics 

perspective as it is a franchise that is successfully replicated in different 

locations and run by different people. To be able to replicate a business one 

could assume that the information need is quite well captured in Pressbyrån 

store concepts, policies and training. There is for example a standard 

handbook and regular trainings for staff that help them to understand how to 

behave. Further, franchise owners are obliged to adhere to the Pressbyrån 

code of conduct. By accepting the Pressbyrån business model the franchise 

owner also accept limited freedom of action. The franchise owner is not 

allowed to change the model. The range of tasks that staff performs are 

limited and probably quite standardized. The locations are extensively 

researched before a new store is established so the main uncertainty present is 

probably the day-to-day variation in the volume of customers. The overall 

level of uncertainty should therefore be quite low, which in turn would 

indicate a low information need during normal operations. In the Pressbyrån 

case it is also quite obvious that Reitan Servicehandel Sverige AB is dictating 

the conditions related to information. The franchise owner has to use the 

Pressbyrån store concept, the cash information system, and the central 

services. The franchise owner should also adhere to the Pressbyrån way and 

vocabulary. This could be related to the information monarchy model, which 

means that the power over information is centralized (see information politics 

in theory chapter page 23-24).    

In the CIL case it is more difficult to distinguish the model of information 

politics. However CIL is a small player compared to the large university 

partners. It is not realistic that CIL would be able to dictate the information 

policy for the universities. CIL is using the resources of the large universities 

and this means that CIL probably have to accept that these are managed in 

different ways using a policy and vocabulary that is optimized to fit the 

different universities. This would suggest a feudal or a federal model 

depending on how much CIL is able to influence its partners. For some 

information resources, like the web page, CIL are probably more 

independent.    

As an outsider it is quite easy to understand the overall business model in the 

two cases. Maybe this understanding would even be enough to be able to 
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copy it. The question is if it is as easy to copy the way information is 
managed. Staff needs access to information to be able to do their job. If they 

can’t access information or if it takes too long to get or find the information it 

will cause confusion and indecisiveness which in turn will delay their work 

and affect performance. On the other hand if the information needs of staff, 

management, suppliers, and customers can be quickly satisfied it should have 

a significant impact on business performance. Maybe then the competitive 

advantage lies in how information is managed. Companies that can capture, 

organize, process, and maintain information in a more efficient way than its 

competitors could have an advantage, especially in turbulent and uncertain 

environments. There could be a significant benefit in having a clear view of 

the critical information of the business. When the information scope is 

understood one could investigate how it should be managed in the best way 

to deliver value to the business and help to improve business performance.    

5.4. Proposal of a new framework  

Based on the above discussion it is clear that the business model concept does 

not capture the complete information need of a business. Further there is a 

limitation as the model not necessary will help to identify the critical 

information need. To be able to this one needs to prioritize or categorize the 

different information needs in some way.  

 

As explained in the theory chapter there is a difference between strategy and 

business model. The business model represents how the business is operated 

and the strategy is more concerned with how the business model operates in 

relation to competition and business environment. The business model is the 

result or consequence of a number of strategic choices. Strategy is used to 

build and improve the business model. Therefore there seems to be other 

information needs when it comes to dealing with strategy. For example:  

 

 What options do we have and what are their consequences?   

 What are the important trends in business and society?  

 Who are the competitors and what are they doing? 

 What are the emerging technologies?  
 

In the theory it was also highlighted that there is a difference between 

Business Model, Process Model, and IS/IT. The business model contains 

aggregated tactical information and is useful to get a quick overview of the 

situation. For operationalization of detailed processes and IT solutions there 

is probably a need for other types of models that can capture more details.  

 

The above types of information needs cannot be captured by the Business 

Model Canvas. However the Business Model Canvas could be a useful 
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starting point to examine a current or proposed business model and its 
information need. If staff is involved in the mapping it could also contribute 

to an increased understanding of the business and this could in itself 

contribute to better performance. The main benefit with the business model 

concept is that it is easily understandable and prevents discussions from 

going too much into details. As such it could be an important tool to gain 

commitment for initiatives from both senior management and staff.  

 

Based on above it seems necessary to make use of other types of models in 

order to capture business information need. Figure 10 below describes one 

potential high level framework that could result in a more comprehensive 

understanding of the organizations information need. It could be divided into 

three parts: Business information need, critical information need and 

managed information.  
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Figure 10. A proposal of a framework to identify and manage critical information.  

 

Part 1 – Business information need 

The business model concept in itself is not enough so different models are 

used as lenses through which information needs can be identified. The 

models or perspectives proposed are presented more in detail in Table 5 

below. The models are based on the authors own belief of the perspectives 

needed in order to cover the information need of a business. The models 

guide/restrict thinking so it is important to include the right models. There 

probably exist different models for describing for example business 

environment. It is therefore up to the user of this framework to choose or 

design specific models that can fit within the framework. It is also important 

to understand that there is some degree of overlap between the models. 

Stakeholder model, process model and system model can be seen as more 

detailed views of the business model. Stakeholder and goal models are also 

closely related. It is people that develop goals, depending on what they judge 

to be important for the business. Business strategy and goal model are also 

related as the strategy will determine what goals that is reasonable.  

 
Table 5. Information needs models. 

Model Main question Explanation 

Business 

Environment 

 

What do we need to know 

about the business 

environment?   

This could be factors and trends related to 

politics, economy, environment, society, or 

technology.  

Competitor 

Model 

What do we need to know 

about our competitors? 

It should answer questions about competitor 

positioning, competitor products etc. 

Business 

Strategy 

 

What do we need to know 

to be able to create and 

maintain our strategy? 

Information related to options, consequences, 

and decisions. It could concern strategic 

position of the business. 

Goal      

Model 

 

What do we need to know 

to be able to establish and 

update our business goals? 

Goals and objectives might also raise 

questions that need to be answered. 

Fulfillment of goals and objectives need to be 

tracked and followed up. 

Business 

Model 

 

What information do we 

need to know to operate 

our business model?  

The business model will require certain 

information for its functioning. Information 

about costs and revenues need to be generated 

to be able to judge if the business model is 

profitable. 

Stakeholder 

Model 

 

What information do the 

different stakeholders 

need? 

 

Different people in the business have different 

information needs. The needs depend on their 

roles and what type of tasks that they are 

involved in. It could depend on their 

knowledge background but also on the level of 

uncertainty present in their work environment. 

Business 

Process 

Model 

What information is 

needed in our processes? 

This is a detailed mapping of the activities 

included in the Business Model. It represents 

the business process information needs. 
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System Model 

 

What information is 

needed to operate our 

information systems? 

The business might also have existing systems 

that require certain information to function. 

Status and performance of systems also need 

to be tracked. 

Part 2 – Critical information need 

The main purpose with this part is to ensure that the information needs/assets 

identified really reflect the critical information need. Critical information 

need to be separated from non-critical. The original framework (Figure 7) 

lacked the prioritization component that is necessary to be able to identify the 

critical information need. The second part of the new framework thus 

involves categorizing the information from Part 1 in order to find out what 

data/information elements that can be considered critical to the business. The 

users of the framework should decide on how they want to prioritize the 

information. Several different models/tools for prioritization and valuation 

could be used but one suggestion is the information portfolio as it helps to 

assign value to the information (Figure 6). Strategic information elements 

have a high value both for current and future strategy. Key operational 

information elements mainly have a high value for the current strategy. At 

least these two types or categories of information could be considered critical 

(Please also see theory chapter page 23 for more information about 

information portfolio). Another important aspect here is the number of 

individuals that are involved in the categorization. More people give a better 

view but could potentially slow down prioritization. Further it is important to 

have a good mix of people so that the full enterprise is represented.   

 

Part 3 – Managed information 

The final step starts with the information policy. The policy should sort out 

the political aspects of information (see also page 23-24). This could include 

the company’s view on the ownership of information, the organization 

around information, how it should be shared, quality of information, 

information security etc. The critical information needs/assets that were 

identified in Part 2 should now be listed so that they can be analyzed with 

regards to information management. This means that the actual information 

management (capture, organize, process, maintain) of each element is 

specified (see also page 23). The information management should follow the 

guidelines set up in the information policy. In addition one could assign 

specific ownership of the critical information to different stakeholders. 

Further one could perform a more specific cost and risk assessment of the 

information assets. If information is critical to the business it can have a 

significant impact if it is not available. Certain processes might stop or 

quality of output might be affected negatively. Strategic information may also 

be of value to competitors as it can be used it to block initiatives or enable 

them to move faster.  
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5.5. Final reflections 

The main challenge with this study has been to stay on an aggregated level. It 

is easy to jump into the details of information but as soon as this is done one 

is faced with questions about the meaning and value of different information 

elements. Often information only makes sense to the one that actually uses it. 

These people are also the ones that can judge if the information is critical and 

if it is of sufficient quality or not. Information is thus tightly linked to the 

stakeholders of the business and this takes us back to information politics. If 

the stakeholders are not willing to share their knowledge about what 

information that is critical it would be impossible to do such a mapping. The 

information policy therefore has an important role to play. Management need 

to decide on how important information is to the future existence and growth 

of the company. If it is judged to be important the company should actively 

work to improve information culture and information management. The 

information imbalances in the company need to be identified and managed. 

This work will involve information systems but even more important is the 

organization and its stakeholders. Stakeholders need to be encouraged to 

share critical information if this can improve overall performance of the 

company. Information should support the operation of the existing business 

model but it should also enable the company to improve its competitive 

position.  

 

This study has some limitations when it comes to reliability and validity. The 

preliminary framework was tested on company web pages. The information 

in these web pages is of relatively low quality with the main purpose to 

describe the business to customers, investors and potential employees. As 

mentioned in the introduction and method chapter it would require a 

relatively high number of people to be able to collect enough information to 

give a reliable picture. However it was judged that the web page information 

would be sufficient to test the framework. As previously explained the 

purpose was not to produce a 100% accurate picture of the information needs 

of CIL and Pressbyrån. The purpose was instead to find a suitable high level 

approach to the identification and management of critical information needs. 

As a result of testing the preliminary framework on the web pages it was also 

possible to identify some shortcomings. The testing thus served to advance 

the framework and from that perspective it could still be seen as successful.               
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6 Conclusion  
The research question for this study is:  

 

”How could the critical information need of a business be identified and 

managed?” 

 
The above question was divided into three parts. The first part was to find a 

suitable way to describe a business. The second part was focused on 

identifying the information need for that business. The third part was 

concerned with the management of information.    

 

Based on the theory a preliminary research framework was developed. The 

Business Model Canvas was used as a part of the framework to serve as a 

model to describe a business. With the help of the model it was possible to 

identify some of the business information needs. However it was discovered 

that the Business Model concept only captures a part of the total business 

information need. Further the framework would not necessary help to identify 

the critical information need. The initial framework was therefore expanded 

with additional models to be able to capture more of the information needs. It 

was also expanded with a part for identifying the critical information.   

 

The final framework (Figure 10) is the answer to the research question. The 

framework basically tells the user that in order to identify and manage critical 

information he/she needs to first identify the information (Part 1) then 

prioritize it to find the critical information (Part 2). Finally the user should 

review information management policies to specify how the critical 

information should be managed (Part 3). The framework consists of a number 

of different lenses or models through which the information need could be 

identified. The framework also includes a way to categorize and manage 

critical information. The models are high level and just suggest the different 

perspectives that the user needs to consider to capture business information 

need. The user still needs to select specific models that could fit into the 

framework. 

 

Another important conclusion from this study is that people are needed both 

for the identification, valuation and management of information. Information 

politics therefore need to be managed. 

 
There are a number of different things that would be interesting to investigate 

further. First and foremost, the framework proposed in Figure 10 should be 

tested on a real case. This would require access to basically all information 

sources in the company. The mapping would also require a substantial 

amount of time from different stakeholders. The framework proposed is high 



 

  43 (46) 
 

level so some of the different models in the framework need to be further 
clarified to reach the same level of specification as the Business Model 

Canvas. This is quite important as disagreements about terms and meanings 

of the models could slow down the mapping effort.   

 

For companies that already have a good view of their information and 

actively manage it, the next step would be to improve information 

management. This is where information logistics come into play. Another 

research area would thus be to identify or develop models and procedures 

that could be used to improve information flow in the company. The 

proposed framework could help to identify areas to focus on. Whatever the 

approach chosen it should have a focus on corporate performance. The 

company should aim for better performance, preferably at lower levels of 

business risk. 
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