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Abstract

’

“If there was only one truth, you could not paint a hundred canvases on a single theme.’

Pablo Picasso, 1966

Companies are faced with changing markets, stiffening competition, increasing uncertainty
and as a result are thus confronted with a situation that makes it ever more difficult to keep
abreast of the latest developments in technology and trends in society. Market intelligence
as a methodology of practice provides an organisation with the opportunity to capture
competitive information and to transform it into valuable intelligence in order to identify

opportunities and threats at an early stage.

Systematically reviewing the existing literature on market intelligence and related concepts
has shown that, apart from a fragmented state of research worth its while to reconsider, no
conceptual framework on market intelligence in the plant building industry is available.

An exploratory and qualitative case study that used semi-structured interviews with experts
from the industry has led to negotiating a shared sense of understanding and to a refined
conceptual framework on plant building market intelligence. The conceptual framework
developed consists of three pillars: (1) central intelligence, (2) decentralization to
operational divisions and (3) inter-departmental intelligence communities influenced by the

characteristics and peculiarities of the very industry.

This framework allows for a conceptualization that connects market intelligence to many
organizational units and layers, therefore supporting diffusion of intelligence throughout the
company. It furthermore fosters exchange of information and knowledge by looking beyond
computerized databases, connects with learning processes and builds on integrated analysis

frameworks based on social networks as an organic strategy.

Significantly, inter-departmental intelligence communities are well suited to provide the
connection between intelligence, reflection, action and learning. This is deemed particularly
valuable in times where decision making has become ever harder due to turbulent
environments, reducing the relevance of plain cost-benefit and probabilistic reasoning

approaches.
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1. Introduction

1.1 Structure and Outline

The overall objective of this research is to construct a conceptual (theoretical) framework on
plant building market intelligence (see Appendix No. 8). The systematic literature review
carried out, did not indicate that a conceptual framework has been prepared specifically for
the plant building industry. The review, however, did identify the need to further develop

the existing frameworks.

The changing nature of the plant building industry’s environment (SBB, 2011), market
structures (Eberle, 2008), customer expectations (Kuerbisch, 2007), legislative parameters
(Kuerbisch, 2007), global reach and competitive intensity (SBB, 2011) shows that a
systematic process that constantly reviews such a complex and demanding external
environment, fostering awareness of emerging opportunities and threats as soon as possible,
and basing strategic planning as well as decision making on firm evidence, is indispensable
(Lackman, Saban and Lanasa, 2000). This thesis reports on how such processes unfold in a
setting that may be regarded as uniquely challenging. Suggestions for new directions in the

field of market intelligence are also addressed.

Starting from the overall research topic as stated above, a systematic literature review was
conducted. This review informs and integrates the state-of-affairs of research in the field of
industrial market intelligence. The main findings from the review are synthesized into an
initial conceptual framework which serves as the basis and starting point for the empirical

study.

The decision to review research from industrial market intelligence rather than from plant
building market intelligence was taken due to lacking material dealing exclusively with
market intelligence in the plant building industry. The scarcity of literature portraying
management topics and concepts in plant building is subject to a separate appraisal and

discussion in section 1.4.

In general, the literature review revealed that market intelligence is a well-studied topic. A

substantial number of researchers and practitioners have contributed to this field of study
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and the continuing popularity of the concept, made evident by the large number of
consultancies offering services in the area, has contributed valuable results. Contributions to

this topic are located in form of empirical, as well as, theoretical research.

The literature review has revealed a number of weaknesses and contradictions in existing
literature. According to Flick (2009) and Thomas and Linstead (2002), such contradictory
results can be taken as the starting point in empirical research. Based on the findings from
the review, the research questions were formulated. The review revealed, that it is
particularly important to conduct research on the methods of indirect information gathering
and information analysis and interpretation in more depth, as well as, to do research on how
the intelligence process unfolds in practice in particular industries. Advancing the
understanding of market intelligence in plant building required to modify the initial
framework constructed from literature evidence, by negotiating a shared sense of
understanding together with knowledgeable experts, in order to establish a refined

theoretical framework.

Figure 1: Main steps in the research process (author’s own scheme)

Scoping studies

Terminology reviews

Research proposition

Research guestions

Initial conceptual
frarmewark

Systematic literature
review

Philosophical stance
and methodology

Research methods
and research design

Clualitative case study

Refined conceptual
framework

The exploratory study will follow a purely qualitative inquiry strategy. This approach is
preferred in cases needing answers to how and why questions. According to Saunders,
Lewis and Thornhill (2007) this research method can be applied when the focus lies on a

complex, contemporary phenomenon within a real-life context, which is the case in this
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contribution. In addition, the research draws from a considerable basis of existing industrial
market intelligence literature, which relies on quantitative, qualitative and mixed methods
studies, as well as, theoretical research. The focus is placed on exploring how the process
unfolds in an industry, that has to date received little attention. This promotes the sole use of

qualitative methods.

The work done for this thesis focuses on a case study, strongly influenced by a constructivist
perspective. In addition, being employed as a manager in a plant building company has
sparked the interest to engage in intense research in the area. The perspective in the
empirical research is predominantly an emic one. That means, that the research conducted
had an impact on the reality, that was co-constructing with the experts, drawing knowledge

from experiences. The emic view is thus shaped by cultural and historical norms.

A balanced use of emic and etic perspectives is essential in the correct use of case research
approaches (Jonsson and Lukka, 2005). Yin (2009) supports this issue by stating that the
etic perspective may be seen as the role of theory shaping the empirical research part. This
etic view — as the literature that has been reviewed was prepared by outsiders to the industry
— is shaped from a personal perspective. It is elaborated by using an accepted scientific
technique, the systematic literature review. This balanced use (Jonsson and Lukka, 2005), or
combination of theory and empirical research (Yin, 2009), is not only beneficial to case
research (Jonsson and Lukka, 2005) but a characteristic of advanced research practice (Yin,

2009).

For this thesis, and given its exploratory approach, it is considered essential to obtain /ived
experience from experts in the plant building industry. Semi-structured interviews in a face-
to-face situation with individual participants’ lie at the core of this study. The data is then
qualitatively analysed. In a final step the interpretation was undertaken in the form of a
narrative and a diagrammatical concept leading to a refined conceptual framework on plant
building market intelligence. An exploratory and qualitative case study has already
successfully been used in social constructivist research work, for example by Thomas and
Linstead (2002) and may be used for theory generation (Eisenhardt, 1991; Yin, 2009).
Additional reasons that support the adoption of this research strategy are:

e Intelligence is constructed from (mostly) information via analysis and interpretation.

Taking into account that meetings or discussions are a common structure to discuss
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environmental information (Vuori, 2006), intelligence is a product of social
construction. A qualitative, social constructivist approach in data making is therefore
a specifically sensitive way of researching intelligence. The paradigm employed in
this study is commensurate with the actual process of generating market intelligence:
sense-making by negotiating a shared sense of understanding.

¢ Intelligence is not about broad generalizations (Calof and Skinner, 1998), rather it is
about specific and located understanding(s). It is about the qualitative, and designed
for opening deep wells of understanding and is mostly future-oriented. Case studies

are also used for deep understanding and rich descriptions, and for exploration.
1.2 Summarizing Changes in Education and Research

1.2.1 Discussing contemporary changes in research

Business research has often been criticized for lack of industrial relevance (Yee, 2009).
Many researchers have been inclined to use methods such as surveys or econometrics.
Results from such research have often been declined by industry members for their lack in
value with regard to improving performance in a specific area of industry management
(Yee, 2009). Thus, the research community in charge of business and management issues is
threatened to continue to live in isolation, in an ivory tower (Yee, 2009). Mode two
knowledge has been specifically mentioned for bridging the gap between research and
practice, between academics and the profession — through the improvement of industrial
relevance of business research (Yee, 2009). The problem is one of industry and is addressed
in the context, as the researchers deal with the realities of the workplace and related
constraints (Maxwell, 2003). Hodgson, Lloyd and Browning (1998, in Maxwell, 2003, p.

106) express the complexity of the problem as follows:

“Real life problems are now extremely complex and the types of people entering the
program are commonly involved in decisions that range from business plans through
actual technological work, often leading to implementation and marketing. These
people are also involved in consultancy. The issues here may involve the integration of
technological strategy planning, with quality over an entire company, with needs to
plan training and development of staff and hopefully an analysis of strategies which
have not worked in the past. In these cases the candidates tend to try and develop

generic tools that can be used in quite a broad range of applications. The development
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of these tools is then supported by a wide range of case studies drawn from the

candidate’s own experience.”

The rising acceptance of qualitative methodologies in research and increasing interest in
such methods as action research and case studies (Flick, 2009) has also served to improve
the methodological rigour and bringing discipline and transparency to a higher level of
awareness (Gray, 2009). The doctor of business administration programme (DBA) has
specifically been developed to master the current industry’s environment, to provide for
leadership, and to mitigate the risks and problems associated with the knowledge base and

styles of managers (Maxwell, 2003).

Thus, the course of study is a form of applied research, with the contribution to knowledge
required seen in the context of professional practice — reflected also the term professional
doctorate. It requires professional practice and experience as a building block, together with
an intensive course work programme to build to knowledge base required (Maxwell, 2003).
Thus, the aim is to contribute both to theory and professional development (see sections 6.5
and 6.5.6). The latter is also a characteristic of constructivist research methodologies that

place emphasis on improving existing working and living conditions (see section 3.3.1).

1.2.2 Reflective practice as an epistemology of practice

Reflection has been emphasized as a key element in several learning theories (Kolb, 1984,
in Papadima-Sophocleous, 2006). One of the most influential ones has been experiential
learning which was advocated by Dewey (in Papadima-Sophocleous, 2006). Dewey

described the need to differentiate reflection on doing from didactic learning.

“There is a need of forming a theory of experience in order that education may

intelligently be conducted upon the basis of experience.”

Gill and Hoppe (2009, in Sparrow, 2010) have stated the need for adapting strategies for
researching the practice needs of a particular academic or professional community. In the
history of research, universities have been the locations of knowledge creation (Angelides
and Vrasides, 2003, in Papadima-Sophocleous, 2006). As a result of many discussions as to
the nature of knowledge, the specific approach used to create it, as well as, the relation

between theory and practice (Robinson, 1998, in Papadima-Sophocleous, 2006), universities
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have gradually transformed so as to be able to respond to the changed needs of today’s

society (Papadima-Sophocleous, 2006).

Gibbons (1997, in Sparrow, 2010) has described the generation of contextualized knowledge
as a process of continuous negotiation. This brings this kind of research into the realm of
interpretivist research approaches with their preference for exploration of subjective

meanings of social actions (Sparrow, 2010).

Reflective practice has been termed as a thoughtful, active and continual reconstruction of
one’s operating resources (Maxwell, 2003). The definition from Smyth (1992, in

Freshwater, Horton-Deutsch, Sherwood, Taylor, 2005, p. 8) for reflective practice is:

“[...] allowing the generation of a knowledge base that is more comprehensive

because it is tuned into what practitioners know about practice.”

Reflective methods and processes may guide practice, practical development but also
research evidence. Reflective processes have been used as the sole research approach, or,
jointly combined with other research methods (Freshwater et al., 2005). Researchers may
also use them in a manner to show rigour and trustworthiness, as they constitute valuable
documentations of the development of a project. In this particular research, reflective
processes have accompanied the other methods involved, and are separately indicated (see

sections 4.8, 5.3 and 5.9).
1.3 A Conceptual Background on Market Intelligence

1.3.1 Definition and general characteristics

Before starting on the topic of research, definitions and characteristics are addressed in order
to provide a basic understanding of the processes involved. The two main terminologies
used for the concept at hand are market intelligence, respectively competitive intelligence.
The term market intelligence is the most appropriate in the context of this work, as market
refers to all relevant external participants, and is not specifically oriented at only the
strategic and/or tactical level, as literature indicates. The fact that market intelligence is

firmly rooted in the theoretical concept of market orientation (see section 1.3.4), which has
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been widely discussed and acknowledged, makes the choice to use this term plausible in the
context of this work. Thus, the term market intelligence is used in the course of this thesis.
Market intelligence as — usually — a future-oriented, integrated and continuous process is
described as iterative, including all units of an organization (Wolter, 2011, in Keuper,
Oecking and Degenhardt., 2011). Different definitions can be obtained from literature
(Wright, Eid and Fleisher, 2009); one that appears to have attracted attention is the one
proposed by the Global Intelligence Alliance (2008):

“Market Intelligence (MI, frequently also used interchangeably with “Competitive
Intelligence, CI” or “Business Intelligence, BI”) is a distinct discipline by which
organizations systematically gather and process usable information about their
external operating environment (such as customers, competition, trends, regulation, or
geographic areas). The purpose of Market Intelligence is to facilitate accurate and
confident decision making that is based on carefully analysed information about the

’

above mentioned topics.’

Personal experience has indicated, that the definition above is not satisfactory, as it reflects
ambiguity to a certain degree. Firstly, MI should not be used interchangeably with the term
BI, as both refer to different concepts, derived from different, if not competing, positions
(Rothberg and Erickson, 2005). Furthermore, market intelligence is not only concerned with
gathering and evaluating information, but also with disseminating intelligence throughout
the organization (Maltz and Kohli, 1995) in order to achieve responsiveness of the
organization with regard to intelligence produced (Kohli and Jaworski, 1990). However, the
latter is not part of the market intelligence process, but relates to the degree of
implementation of the marketing concept within an organization. Therefore, the definition

proposed by the author goes beyond that of the Global Intelligence Alliance (2008):

“Market intelligence is a distinct managerial discipline by which organizations
systematically gather and process information to produce and disseminate intelligence
about their external operating environment. This may include elements and items from
the macro and micro environment in which the company operates as well as general
themes and trends. The purpose is to facilitate accurate and confident decision
making, by challenging existing experiences and intuition, as well as to support

’

planning and benchmarking activities.’
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1.3.2 Historical developments in intelligence affairs

The concept of intelligence, in the meaning of usable information, that can also be
implemented, emerged from military strategy (Morris, Pitt and Honeycutt, 2001). Origins
trace back to the ideas of Sun Tsu (“The Art of War”, in Prescott, 1999), a Chinese military
theorist in the fourth century B.C. (Pease, 1991). Military intelligence is mostly related to
gaining information on the enemy’s strengths and weaknesses, as well as, plans, intentions
and other essential information. The means, by which this information was acquired, have
put even commercial intelligence operations next to espionage and/or other illegal activities.

This issue will be elaborated on in a separate section below.

In the second half of the twentieth century, managerial researchers began stressing the
importance of intelligence in a business context (Pease, 1991). Among them were military
theorists, proponents of strategic management such as Montgomery and Weinberg (1979),
Makadok and Barney (2001) and researchers from the field of marketing such as Maltz and
Kohli (1995) among others.

The adoption of intelligence by managerial research has thus taken place in different waves
(Morris et al., 2001) and first attempts of intelligence in business management were clearly
oriented at gaining insight into actions and intentions of competitors. This is in line with
military intelligence, which places its focus on the enemy. John Rockefeller (in Pease, 1991,

p. 7) once said:

“Next to knowing all about your own business, the best thing is to know all about the

)

other fellow’s business.’

Competitor intelligence is still a major ingredient in modern market intelligence
conceptualizations. Another characteristic of early market intelligence concepts was, that it
was conducted more on a case-by-case basis rather than as a systematic and continuous
procedure (Global Intelligence Alliance, 2008). In the 1960s and 1970s the market
intelligence activities were informal and oriented towards a tactical level (Attaway, 1998).
Little or no analysis was performed and the link to decision making was weak. The
following stage in the 1980s saw a formalization of market intelligence. This led to the first

MI units being organized at trendsetting organizations, and increasing use of analytical
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methods. However, intelligence activities were still oriented towards tactical levels and
mainly quantitative in use (Attaway, 1998). The following developments saw from the
1990s onwards increasing attention to quantitative and qualitative methods, addressing
strategic and tactical issues with improving ties to decision makers profiting from the

intelligence produced (Attaway, 1998).

The systematic orientation towards intelligence in business is, thus, a rather recent
phenomenon (Prescott, 1999). Although this statement was first applied in 1999, this still
appears still to be the case in some industries, as the analysis on the fragmented state of
research indicates — with no systematic review available on this topic (see chapter 2). In a
modern sense the concept includes systematically scanning the entire external operating
environment of a business, including macro and micro layers, in order to obtain useful
information that can be implemented in the area of internal communication. The theoretical

base, however, remains partly weak.

The challenge lies in conducting more empirical and applied research, with a focus on
integrated frameworks. The latest articles and reports in the field of market intelligence
stress the interconnection between market intelligence and knowledge management or

organizational learning, a subject that will be reviewed in chapters 2 and 3.

1.3.3 Summarizing the basic insights

Market intelligence is both, a process and a product (Bose, 2008; Ding, 2009). The process
is the action of gathering, analysing, disseminating and using information about competitors,
suppliers, regulators, partner and customers. The product resulting from such a process is
also called intelligence (Bose, 2008). An effective MI process is run as a continuous cycle —

the intelligence cycle (Bose, 2008).

This intelligence cycle is the most commonly found basis structure describing market
intelligence activities and is referred to as the “doing of market intelligence” (Prescott, 1995,
in Global Intelligence Alliance, 2004, p. 11). It is called a cycle due to its integrated
feedback loop, designed to improve the process step-by-step. This reminds one of an
integrated continuous improvement process step. Essentially, intelligence routines and
products may need to change over time, just as the external environment of a company

changes. Most prominent researchers in the field of market intelligence use the intelligence
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cycle among them Wright et al. (2009), Hendrix (1996) or Prescott (1999). Also Maltz and
Kohli (1995) — who operate from a market orientation point of view — make implicit

reference to specific elements of the intelligence cycle in their works.

The Global Intelligence Alliance also introduces other cycles purported by researchers such
Bernhardt’s (1994, in Global Intelligence Alliance, 2004) or Kahaner’s (1996, in Global
Intelligence Alliance, 2004) cycles’. The Global Intelligence Alliance (Global Intelligence
Alliance, 2008) uses the intelligence cycle by Prescott (1999), which is rather consistent
with other research and appears to have attracted widespread attention (Wright et al., 2009).
In 1979 a similar intelligence cycle had already been prepared by Montgomery and
Weinberg. Vuori (2006) agrees with the impression gained in the course of studying these
cycles and states that although different models (cycles, wheels, etc.) exist, these appear to

be similar.

Figure 2: The intelligence cycle (based on Prescott, 1999)
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Intelligence is created from data (single pieces of raw material like numbers, character
strings and any other form in which a specific fact may be presented) or information, that is
data in context, that people are ready to accept as being relevant for their needs (Wolter,
2011, in Keuper et al., 2011). Other researchers, such as Drott (2001), point out the
relevance of personal knowledge as being an input factor to intelligence systems as well.
Intelligence is thus being created from a variety of input, but the essence is, that it has been
analysed and suggests taking specific actions, strategies or decisions (Wolter, 2011, in

Keuper et al., 2011). The intelligence cycle is the system that converts (mostly) information
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into intelligence by using a certain sequence of steps (Ghoshal, 1985; Hendrix, 1996;
Prescott, 1999). The most frequently used steps are gathering, analysing and interpreting
information (for it to become intelligence) and dissemination of intelligence throughout the

organization.

Market intelligence activities must be performed collectively by three different components
of the organization: top management, staff in the intelligence unit and the body of line
managers in the different departments (Ghoshal, 1985). Top-management is, first of all, a
user of (strategic) market intelligence. Line managers are both, suppliers of environmental
information and users of (mostly tactical) market intelligence (Ghoshal, 1985). The
intelligence unit has been termed a facilitator and service unit (intelligence training among
others), as well as being in charge of processing, analysing, interpreting and disseminating
of a more “strategic” type of intelligence, that is intelligence from the broader business

environment designed for top-management application (Ghoshal, 1985).

Typically, market intelligence operations deal with items from the macro and the micro
environment of an organization. On the macro level the overall economic performance of
the product markets, regulations, political, legal and technological issues may be questions

of first choice. This may include overall trends and critical topics.

Figure 3: Scope of market intelligence (based on Hedin, 2004)
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The micro environment includes the industry itself (i.e. competitors) that is examined

together with suppliers and customers industries. In addition, the most important emerging
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players may be investigated. Typically, the micro environment may also include product and
technology intelligence.

Concerning intelligence categories, two major forms of classification are common in
literature. The first category refers to the application type of the intelligence produced.
Montgomery and Weinberg (1979) argue that in this category three different kinds of
intelligence exist:

e Defensive intelligence, which monitors whether the assumptions on which the
organization is run, continue to hold true (Montgomery and Weinberg, 1979; Kuada,
2002).

e Offensive intelligence provides for early identification of opportunities (Montgomery
and Weinberg, 1979; Kuada, 2002).

e Passive intelligence is designed to provide benchmarking data for objective

evaluation (Montgomery and Weinberg, 1979; Kuada, 2002).

The second type of classification makes an implicit reference to the hierarchical nature of
the decision making unit (Jenster and Soilen, 2009). The three approaches within this
classification are (1) strategic intelligence, (2) tactical intelligence and (3) operational

intelligence (Ding, 2009).

Strategic intelligence (SI) is aimed at the upper and top-management, and is concerned with
issues that have a significant impact on the value of the firm (Jenster and Soilen, 2009).
Murphy (2005) and Ding (2009) add that on a long term basis SI is more concerned with

general competitiveness as the major issue.

Tactical intelligence aims at middle to upper management levels, and addresses items that
may have an effect in the shorter term (Murphy, 2005). Tactical issues do not have such a
substantial impact on a company; however, in conjunction with other challenges these may
affect the firm and thus need to be taken into account (Jenster and Soilen, 2009).
Operational intelligence is mostly of use to junior managers and is usually related to a
specific customer or regional area and does not have such a significant impact on the overall
firm (Jenster and Soilen, 2009).

Market intelligence, effectively employed, may help companies to achieve or defend their

competitive advantage (Porter, 1980, in Le Bon and Merunka, 1999; Lackman et al., 2000).
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Apart from this ultimate purpose, there are a number of sub-purposes related to the above,

which cannot be ignored in the context of this thesis.

Fisher and Rooke (2004, in Rigg and Trehan, 2008) and Torbert (2004, in Rigg and Trehan,
2008) use the “four territories of experience”, which present the territories critical for
effective action in the world. These are (1) visioning, (2) strategizing, (3) performing and (4)
assessing. Based on the literature screened, effective market intelligence may be related to

improving the effectiveness of at least three out of four of the items.

Figure 4: Four territories of effective action and market intelligence (author’s own scheme,

based on Fisher and Rooke, 2004, in Rigg and Trehan, 2008)
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This scheme points out the potential impact of effectively employed market intelligence in a
firm. Therefore, the idea that market intelligence may support the notion of defending a

competitive advantage, as indicated above, appears plausible.

1.3.4 Tying market intelligence into marketing theory

Since the exploration and discussion of market orientation by Jaworski and Kohli (1992,
1996) and its reception and refinement (Slater and Narver, 1994; Slater and Narver, 1995;
Hurley and Hult, 1998; Lafferty and Hult, 2001 among others), the idea of constantly
screening and monitoring the market by means of market intelligence (Maltz and Kohli,
1995) has drawn considerable attention to this topic.

Thus market orientation has developed resulting in five perspectives that have emerged

(Mokhtar, Yusoff and Arshad, 2009). Among them are the decision-making perspective

Page 23



(Shapiro, 1988), market intelligence perspective (Kohli and Jaworski, 1990), culturally
based behavioural perspective (Narver and Slater, 1990), strategic perspective (Ruekert,
1992) and customer orientation perspective (Deshpande, Farley and Webster, 1993).

The two most prominent conceptualizations of market orientation (Lafferty and Hult, 2001;
Mokhtar et al., 2009) are those given by Kohli and Jaworski (1990) and Narver and Slater
(1990). While Kohli and Jaworski (1990) consider market orientation as the implementation
of the market intelligence concept, Narver and Slater (1990) consider market orientation as
an issue of organisational culture. Experience shows that both are inseparably connected

with neither being more superior.

Kohli and Jaworski (1990, p. 6) defined market orientation as “the organization-wide
generation of market intelligence, dissemination of the intelligence across departments and
organization-wide responsiveness to it”. According to Kohli and Jaworski (1990) a
marketing concept is a business philosophy, whereas the term market orientation refers to
the actual implementation of the marketing concept. The direction adopted by Kohli and
Jaworski as stated in their seminal paper, puts emphasis on senior management to produce a
marketing orientation. It should be argued that this emphasis on senior management
implementation has determined the outlook of market orientation in a strategic direction to

this day.

At an early stage in developing a greater understanding of the process, American researchers
contributed many quantitative studies on market orientation, among them studies on
operationalization scales for the calculation of the degree of market orientation
implementation in firms, among them the MKTOR scale (Narver and Slater, 1990), the
MARKOR scale (Kohli et al., 1993, in Alhakimi and Baharun, 2009) or the MORTN scale
(Deshpande and Farley, 1998, in Alhakimi and Baharun, 2009). Since then, researchers from
North America, Europe (especially Scandinavia), and more recently, Asia have engaged in

market orientation studies.

Lafferty and Hult (2001) agree, and state that market orientation has actually become a
synonym for the degree of implementation and integration of the marketing concept in an
organization. In their synthesis of market orientation approaches, four areas were laid out —
which all five market orientation perspectives have in common. The approaches include (1)

emphasis on the customer, (2) importance of shared knowledge (information), (3) inter-
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functional coordination, (4) being responsive by taking appropriate actions (Mokhtar et al.,
2009). Unsurprisingly, this conceptualization brings market orientation into close contact

with market intelligence.

Marketing, as an inter-functional, entrepreneurial task, may be described as market-oriented
business management. As a matter of fact, only parts of market intelligence literature can be
traced to this theoretical foundation. Other researchers lack a theoretical basis or follow

different approaches, as can be seen in section 1.3.5 of this chapter.

Although much research on market orientation emerged during the 1990s, research appears
to be continuing, as for example in Castro’s et al. (2005, in Alhakimi and Baharun, 2009)
study on the external and internal consequences of market orientation, Beverland and
Lindgreen’s (2007) multiple case study on the implementation of market orientation in
industrial firms, or Alhakimi and Baharun’s synthesis model of market orientation models
(2009). In this model the integration of a cultural perspective appears as a result of a
perceived lack of empirical research in developing and less-developed countries. The
authors, originating from Malaysia, have in particular integrated in their model the cultural
and the behavioural perspective of market orientation. Their request for additional research
to validate their synthesis model has caught the attention of Mokhtar et al. (2009),
performing a study on market orientation success factors of Malaysian manufacturers and its
impact on financial performance. It came of no surprise that the authors concluded that
effective market action primarily requires active detecting and responding to market
changes, including customer preferences, as well as shifts with regard to competition,
technology, price or regulation (Mokhtar et al., 2009). Furthermore, also market planning is
based on detecting and processing signals from the market(place). These conclusions are

greatly supported and enhanced through the effective use of market intelligence operations.

Although market orientation is not a central issue in this thesis, it is important to include this
topic. The development and role of market orientation provides a more detailed foundation
and gives additional purpose and relation to implementing market intelligence in a corporate
setting. If it was not for becoming a market-oriented firm, market intelligence would clearly
be of no value. Alhakimi and Baharun (2009) call market intelligence the starting point of

developing a market orientation. Ongoing research with contributions in form of
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quantitative, qualitative, mixed methods and theoretical research — for more than 20 years —

signals the appeal and the trustworthiness of the concept, with more research to be expected.

1.3.5 General reflections on the state of research

The following section includes general remarks on the state of research, and discusses
problems associated with the literature. These centre on issues such as the fragmented state

of research, terminological and conceptual disagreements and definitions.

1.3.5.1 Fragmented state of research

Intense discussion of market intelligence has sparked additional research in the field.
Centres of research activity in this context have been for instance in the USA, Scandinavia,
the UK, Germany and more recently Asia. Some of it is of quantitative, other qualitative in
nature; some bear the signature of practitioners, which, to some extent, has fostered
shortcomings. These misconceptions made this work delicate and difficult, and the approach

used had to be carefully selected and refined which is described later on.

Many researchers and practitioners have contributed to the topic of market intelligence in a
wider sense of the concept. Their backgrounds and positions are quite diverse, which has
resulted in a fragmented state of the research (supported by Jenster and Soilen, 2009).
Basically, there are researchers that have a theoretical background in market orientation
such as Maltz and Kohli, others favour the term competitive intelligence, but with strong
conceptual congruency (such as Ghoshal, 1985; Hendrix, 1996; Prescott, 1999). Attaway
(1998) found that market intelligence is an evolving field, that has found little attention by
academia and has been dealt with far more by experts. Although these findings were
published at an earlier stage in research, experts seem to focus on this issue and continue to
publish concepts based on experience with much of the literature originating from the

practical domain.

Then there are professional associations and consultancies such as the “Global Intelligence
Alliance (GIA)”, the “Society of Competitive Intelligence Professionals (SCIP)” or
“AWARE”, which have contributed many papers and pieces of theoretical and empirical
research. The other groups are practitioners (such as Jenster and Soilen, 2009) contributing
books or papers, partly in conceptual agreement with market intelligence as being under

study in this work. Other approaches to the topic come from areas such as competitor,
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marketing or strategic intelligence (such as Pease, 1991; Trim and Lee, 2006; Liebowitz,
2006). Such approaches have been integrated into this thesis upon appraisal of conceptual

agreement.

1.3.5.2 Terminological disagreement

Different terms referring to the management of intelligence operations in a commercial or
business environment are in use, and no universally accepted term can found (Muller, 2007).
This issue is partly related to the fragmented state of research. The difficulty relates to the
fact that some of the authors realize that there are conceptual differences and terminological

differences, whereas others do not.

Among the terms in use are for example market intelligence, business intelligence,
competitive intelligence, marketing intelligence, competitor intelligence, corporate
intelligence or strategic intelligence and others. These are partly used interchangeably,
although the justification is not always clear. Bose (2008) confirms that BI, CI and MI are

the ones that are used interchangeably most often.

Two concepts that are rather similar are market intelligence and competitive intelligence
(Jenster and Soilen, 2009). Although there is a disagreement with regard to the terminology
used, conceptual agreements can be found throughout the literature (Fletcher and Wheeler,
1989; Hendrix, 1996; Prescott, 1999; Muller, 2007). Terminological disagreement is,
according to the Global Intelligence Alliance (2008), also related to Geography, with
different regions preferring different terms (supported by Vuori, 2006; Muller, 2007).
Competitive intelligence appears to be more common in the Netherlands or the Anglo-
Saxon countries (although counter-examples do exist), whereas market intelligence may be
related more with continental Europe and to some extent Asia (Global Intelligence Alliance,
2008). Similar to these two terms, but with less appeal in terms of being used by authors and
researchers, is the term corporate intelligence. Those three concepts have the largest

conceptual agreement.

Competitive intelligence (CI) is not concerned with just competitors — this is referred to as
competitor intelligence (April and Bessa, 2006) — but, just as MI considers customers and
other market participants as well (Prescott, 1999). Based on a scoping study, the main

difference between MI and CI is, that CI is a concept framed by practitioners and academic
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researchers disregarding the theoretical foundation of market orientation, whereas MI has —
at least partly — been formed through the theoretical lens of market orientation. The
integration of these terms in further work was applied where possible. The Society of
Competitive Intelligence Professionals (SCIP, 2009) offers the following definition for CI:
“Competitive intelligence (CI) is the process of monitoring the competitive
environment and analysing the findings in the context of internal issues, for the
purpose of decision support. CI enables senior managers in companies of all sizes to
make more-informed decisions about everything from marketing, R&D, and investing
tactics to long-term business strategies. Effective CI is a continuous process involving
the legal and ethical collection of information, analysis that does not avoid unwelcome
conclusions, and controlled dissemination of actionable intelligence to decision

’

makers.’

The difference between competitive and market intelligence with regard to theoretical
background, is apparent from a slightly different focus. As outlined in the above definition
of CI, competitive intelligence has the focus undifferentiated on the competitive
environment, whereas MI focuses firstly on the assessment of customer preferences and
needs (Kohli et al., 1993, in Alhakimi and Baharun, 2009), with the question of exogenous
factors as government activities, competitors actions, technology development becoming
questions of second priority (Alhakimi and Baharun, 2009). This marginal difference allows

integration of topics, after assessment.

Jenster and Soilen (2009) have engaged in discussing the different terminologies used in
current literature. The result is a Venn diagram showing the relation between different kinds
of intelligence studies. Jenster and Soilen furthermore separate firstly private and state
intelligence with only slight overlapping. Within private intelligence, market intelligence is
the most comprehensive concept, that comprises competitive intelligence. Still both
concepts appear to be almost congruent, which supports the idea of integrating both
concepts. Therein included are competitor, marketing and financial intelligence (Jenster and

Soilen, 2009).
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Figure 5: Different areas of intelligence studies (based on Jenster and Soilen, 2009)
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1.3.5.3 Conceptual disagreement

Parts of the literature that pretend to report on market intelligence operations are not useful
in the context of this thesis. Terminological and conceptual disorientation may include cases
were market intelligence is wrongly equalled with market and marketing research (Crowley,
2004; Callingham, 2004) or data mining (Chiu and Tavella, 2008). Such wrongful

associations were disregarded, and are thus not integrated in this thesis.

The main differences between market intelligence and market research have been

summarized by Wee (2001, p. 248) as follows:

“The key difference between market research and market intelligence lies with market
research’s predominant emphasis on the collection of primary data and the conduct of
ad hoc projects and studies, rather than the continuous and systematic sourcing and

’

analysis of information typical of market intelligence.’

Data mining as a business tool, is also related to market intelligence, however, the two
concepts differ significantly. Jenster and Soilen (2009) suggest, that data mining is a process
of automating information discovery, whereby the latter is pursued with the goal to discover

useful trends and patterns.

Also Business Intelligence (BI) has wrongfully been brought into relation with market
intelligence (Global Intelligence Alliance, 2008). The Society of Competitive Intelligence

Professionals, see both tasks separated as BI has — in contrast to CI or MI — a focus on
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internal issues, with the main sources including key operational data that are arranged to
benchmark and improve on internal processes. Typically, dashboards are used in this

context.

Another related concept that will not be focussed on in the course of this thesis is the
marketing information system. A common definition by Montgomery and Weinberg (1979,

in Le Bon and Merunka, 2006, p. 395) is:

“Market information systems enable marketing and sales managers to identify,

interpret and react to competitive signals.”

Le Bon and Merunka (2006) think that as a global concept, marketing information can best

be understood by its decomposition into marketing research and market intelligence.

1.3.5.4 Definitions for information, intelligence and knowledge

Another problem found in parts of the literature is misconceptions with regard to basic
definitions. Especially contributions published by practitioners are prone to using wrong
definitions. One example is that intelligence has sometimes been defined as information
and/or knowledge, which is not correct. Both definitions are available and relate to specific

concepts. Thus, they should not be used interchangeably or as a substitute for intelligence.

Generally, intelligence has been termed a form of “foreknowledge” (Global Intelligence
Alliance, 2004). Powell and Bradford (2000) distinguish three levels of intelligence,
namely: (1) point data, (2) process-based information and (3) system-based knowledge with
an increasing contextualization within a declared system of understanding. Intelligence is an
umbrella definition, in contrast to knowledge or information, and may take different forms.
Therefore, intelligence is better described through its quality features which are: (1) timely,

(2) actionable and (3) relevant (Prescott, 1999).
The output of the intelligence cycle is thus intelligence; input on the other hand may be data,

information or knowledge. For the sake of this work input to a market intelligence system is

to be referred to as information (supported by Sammon, 1984, in Attaway, 1998).
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1.3.6 Separating market intelligence from industrial espionage

Market intelligence has sometimes been related to illegal and unethical practices (Pease,
1991). Although market intelligence may in some cases be related to sensitive and informal
information this does not mean any proximity to industrial espionage or related illegal issues
(Attaway, 1998; Global Intelligence Alliance, 2004). Market intelligence is a completely
legal (Gross, 2000), or legal and ethical (Attaway, 1998) ongoing process of developing a
holistic picture of the operating environment of a company (Global Intelligence Alliance,

2004).

The importance of legal and ethical behaviour in business has been rising as large
companies have been hit severely by unlawful and corrupt practices (for example Siemens,
Volkswagen, Enron, Worldcom and many others). Researchers from the market intelligence
field have integrated a legal and ethical perspective already before the above mentioned
scandals erupted. Pease (1991) has disseminated concise list of recommendations in terms of
legal and ethical market intelligence practices, based on empirical research. This thesis
expressly states the importance of legal and ethical behaviour and distances the market

intelligence process from any unethical or illegal behaviour.
1.4 The Plant Building Industry

1.4.1 Definition and general characteristics

Definitions for the term plant building were amply discussed especially in Germany in the
1980s and 1990s. A classical definition stems from the “Arbeitskreis Marketing” (1957, p.
759, in Geraldi, 2007) and provides an understanding of the industrial plant as “a system
composed by a cohesive combination of interdependent soft- and hardware made by one or
more suppliers for the attendance of a complex and unique demand”. Later additions to this
definition focused on industrial plants as production units that have long life-cycles
(Geraldi, 2007). In the Anglo-American world Hobday (1998, in Geraldi, 2007, p. 5)
defined the term similarly as “any high-cost, engineering-intensive product or system
supplied by a unit of production, in the sense of a single firm, a production unit or group of

firms”.
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A plant building company is an organization, that is at least partly responsible for the
realization of such an industrial plant, whereby the management of such projects involves
characteristics such as uncertainty with regard to possible changes in scope of supply, high
integration need among project phases, use of a variety of knowledge bases, engineering
skills and high involvement of user, supplier(s), institutions and regulatory environment.
Plant building companies are thus organizations capable of coordinating the realization of
industrial plants, which typically includes tasks such as coordination/project management,
machinery, electrical engineering and automation, civil engineering as well as auxiliary and

supply units (Geraldi, 2007).

The definition for a plant building company as suggested by Geraldi (2007, p. 9) is based on
the VDMA Grofianlagenbau (VDMA — Plant building group) and provides both a

comprehensive and practical view:

“Plant building companies are companies which, based on their comprehensive know-
how on technical, technological and managerial processes, are capable of providing
financing, planning, designing, producing or global procuring, supplying, assembling,
ramping up a production or power plant with budget of minimum 15 million Euros at

’

least once a year.’

Plant building companies supply process plants to almost every industrial sector, including
transportation, pulp and paper, power, metallurgical, mining, construction material,

chemical and electronic plants (Geraldi, 2007).

1.4.2 Historic development of the plant building industry

The plant building industry has gone through many changes in recent decades. Having its
origin in the industrialized regions of Europe, the USA and Japan, the industry has seen
diminishing significance of home markets since the 1970s together with a growing
importance of emerging markets. This has forced the industry to internationalize rather early

in its development (Eberle, 2008).
A number of crises — such as the oil crisis of the 1970s, as well as, the steel crisis of the
1980s — has forced the plant building industry to consolidate early (Eberle, 2008). The

substantial number of market participants was reduced significantly as a result, leaving a
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smaller number of larger participants in the market place. This oligopoly (Geraldi, 2007;
Kuerbisch, 2007) competed and still competes fiercely for orders in the international
markets. The process of consolidation is still ongoing, and mergers and acquisitions —

though to a lesser extent — continue to this day (Eberle, 2008).

Gradually, accelerating globalization has evolved not only into new opportunities on a
worldwide scale, but in recent times also into intensified competition through new
competitors entering the plant construction market. These new competitors, notably Chinese
and South Korean enterprises, together with the revival of Russian competition, has
increased the pressure on established companies (SBB, 2011). Some of these competitors
are hidden competitors (Pease, 1991), as little information is available from the public
domain. The latter fact is again an argument in favour of market intelligence processes, as

will be addressed in the next chapter.

The process of technological progress in production equipment and automation, as well as,
changing needs and expectations of customers, contribute to existing complexity in the field
of business (Kuerbisch, 2007). Recent advances have notably been in linking formerly
separated production steps into integrated ones, new automation models for improved
efficiency in operations, process technologies capable of dealing with lower grade raw
materials, as well as drive technologies with reduced electricity consumption. Monitoring
technological progress in the industry is thus necessary in order to focus a plant building
company’s R&D activities on trendsetting projects and keeping ahead of competition,

especially from low-cost countries.

In the future, growing environmental concerns and the resulting legislative changes in terms
of emissions and wastes regulations will have implications on plant builders (Eberle, 2008).
These concerns will bring threats but also opportunities to plant building companies. Firms
that develop solutions addressing environmental questions and bring them timely to the
market may be able to make use of such emerging opportunities. The aforementioned items
demonstrate, that a systematic process that constantly reviews the complex, demanding and
changing external environment of a plant building company, is indispensable (Lackman et

al., 2000).
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1.4.3 Terminology review

In order to avoid omission of important plant building literature due to differing
terminology, the short terminology review that follows, provides the necessary background
for better understanding. This is important, as to ensure that no review or research work

concerning plant building market intelligence has been neglected.

The term industrial goods and services refers to any good or service focused on business
clients. Investment goods and capital goods are understood as goods or services regarded as
investments, which are typically associated with “higher prices” and longer life cycles
(Geraldi, 2007). They include all sorts of tools and equipment together with services
associated with them such as maintenance, training or installation — and form part of the

industrial goods market.
Figure 6: Industrial goods, capital goods and industrial plants (based on Geraldi, 2007)
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( Industrial plant
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Industrial plants are part of the investment or capital goods market. They strongly relate to
the plant engineering and construction company (Geraldi, 2007). The latter may be referred
to as plant building, plant construction or plant engineering company or a mixture of these

terms such as plant engineering and construction company.

From the perspective focused on in this thesis, such terms should not be used
interchangeably, as they refer to different abilities and scopes of supply and service.
Engineering for example refers to the technical design and layout of a plant, whereas
construction may relate to civil works, for which a plant building company is often not
responsible. For this reason the term plant building company is used in the course of this
work, as it is the most suitable one. It includes design and engineering, delivery of
equipment together with commissioning of the equipment. The English sources show a

preference towards the term “Complex Products and Systems” or CoPS (Geraldi, 2007),
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therefore this term has been included in the comprehensive search mechanism (see next

section).

1.4.4 Scoping study assessing industrial plant building literature

After performing the terminology review and in order to assess the quantity and quality of
the literature available on plant building, a scoping study was conducted. Search terms
included plant building, plant engineering, plant construction, plant engineering and
construction as well as complex products and systems and “CoPS”. This new scoping study
did not emit a different picture than observed before performing the terminology review,
which confirms the initial critique: there appears to be a lack of evidence with regard to
managerial concepts to be applied to the plant building sector, specifically this is applicable

for plant building market intelligence.

The literature available on industrial plant building displays a number of characteristics.
Firstly, it appears that industrial plant building has not attracted widespread interest from
academia and the few pieces of evidence, may be traced to an even smaller number of
sources. There appears to be a lack of codified and published management concepts dealing

exclusively with the industrial plant building industry.

Two universities, the University of Leoben, Austria, and the University of Siegen, Germany,
have contributed to this topic. Papers and unpublished lecture hand-outs describe the
situation in the industry, the most important characteristics, as well as, the plant building
company and the plant building projects in general. Furthermore, the VDMA (German
Association of Machinery Construction and Plant Building) contributes with a limited

number of statistics and news articles on the state and outlook of the industry.

When searching on amazon.com a number of books written on plant building particularities
do appear. Most of them are in German and deal with concepts that are of special interest to
the industry, notably project and risk management, process engineering, plant design and
ecological aspects associated with constructing large-scale industrial plants. Management
concepts are, as stated above, rare and if available, lend themselves to industrial marketing
and management. Industrial (or Business-to-business) management appears to be of great

use also in plant building, as the latter is part of the larger industrial market. Authors such as
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Backhaus, Webster and Fritz that focus on industrial management, seem to have influenced

books and papers on industrial plant building.

1.5 Research Objectives

The overall objective of this thesis is to construct a conceptual framework on market
intelligence, that is specifically beneficial to the plant building industry (see Appendix No.
8). Beneficial means that it advances the understanding by expanding the knowledge base
on the concept, and/or improves existing working conditions of people engaged in managing
the market intelligence process. In other words this means, that it is the objective to
construct a concept that takes into account the unique characteristics of the plant building

industry.

For this reason the existing literature has been reviewed. The first research objective is thus
to prepare an initial framework on industrial market intelligence. This is used to modify the
definition of market intelligence, which was found to cover the concept inappropriately.
Proposing a suitable definition for MI is thus considered a second research objective.
Industrial marketing management has already been used as the foundation for plant building
papers, for example in Kuerbisch’s unpublished paper on plant building marketing and sales
(2007). Initial conceptual framework development has been termed part of advanced
research practices (Yin, 2009). Furthermore, there is an acknowledged need for a theoretical
framework in competitive intelligence (which in the definition of Prescott is synonymous

with market intelligence), or as Prescott (1999, p. 50) poses

“...I suspect that one reason why CI has not gained more attention by academics is the

lack of a theoretical framework.”

This statement appeared in 1999 and is no longer applicable. However, Wright et al. (2009)
conclude that in their point of view the field and practice of market intelligence is still
evolving. This appears justified as the theoretical models established today are not able to
effectively tie market intelligence into an organization, let alone a plant building company.
No systematic review on market intelligence could be located in the course of the systematic
literature review. Therefore the initial framework is also an integration of existing research

work — and represents a first result.
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This first objective is connected to two sub-objectives. Firstly, it is necessary to integrate the
state of research in industrial market intelligence as to present a comprehensive view on the
subject. This is then used to indicate and highlight the weaknesses of the knowledge base,

used to generate the research strategy.

The third and main objective of this research is to construct a revised conceptual framework
for market intelligence in the plant building industry. Again, this objective is connected to
two sub-objectives. Firstly, it includes addressing the weaknesses located in literature and
secondly, it disseminates an industry-specific concept not yet available. This has also
resulted in additional knowledge, whereby this contribution to knowledge is referred to as

the fourth objective of this research.

Table 1: Overview on individual objectives and the methodology and methods involved

No. Objectives/Sub- Methods
objectives Approach Methodology
1 Elaborating an initial Deductive Systematic Meta-synthesis,
conceptual framework on  approach literature review  Thematic analysis

industrial market

intelligence
1.1  Integration of fragmented = Deductive Systematic Meta-synthesis,
state of research approach literature review  Thematic analysis
1.2 Highlight weaknesses in Deductive n.a. Reflective approach
existing knowledge approach
2 Proposing a valuable Commonsensical, n.a. n.a.
definition for market heuristic
intelligence
3 Refined conceptual Deductive Constructivist, Exploratory case study using
framework on plant approach qualitative, semi-structured interviews,
building market empirical study qualitative analysis and
intelligence interpretation techniques
3.1  Addressing weaknesses in = Deductive n.a. Semi-structured interviews
existing knowledge approach thematic coding analysis
3.2 Conceptual framework for = Deductive n.a. Semi-structured interviews,
plant building approach thematic coding analysis
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4 Contribution to knowledge n.a. n.a. Reflective approach

1.6 Value and Relevance of the Research

1.6.1 Importance of the plant building industry

Plant building is a huge, global market. The VMDA has calculated an annual turnover figure
of EURO 175 billion in 2007 (VDMA, 2008). German plant builders have received orders
of EURO 24.9 billion in 2010 (Gottwald, 2012). Although the market is highly cyclical this
shows the enormous dimension and importance of the industry in monetary values (VDMA,
2008). Apart from that, the plant building industry remains a large-scale employer, as
employment figures show that only in Germany more than 60,000 persons are employed by
plant building companies (Gottwald, 2012), not taking into account the tens of thousands

employees and workers employed at sub-suppliers of large plant builders.

The plant building industry will be confronted by a number of trends which will result in
future business opportunities and according to Gottwald (2011) the industry may well return
on a growth path. Substitution investments to reduce energy consumption, as well as, wastes
and emissions, may generate business in the industrialized countries together with

investments into cost-saving equipment and automation.

Emerging markets such as China, India and the Middle East have specifically been
mentioned as continuing their expansion and thus opening new opportunities for large
investments in production facilities (Gottwald, 2011). These investments will also be
targeted by new competitors, which are to fight for market entry and additional shares

(Gottwald, 2011).

In addition, these arguments support the construction of a conceptualization for an industry
that apart from huge turnover or employment figures is a centre of competence in various
technological fields that has created and commercialised substantial knowledge (VDMA,
2008). In 1985 Ghoshal argued that intelligence is rapidly becoming a major source of
competitive advantage, especially in an era of globalized competition among firms, that are

increasingly similar in technological and managerial competences, as well as, in the size and
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scope of their activities. In addition, Pease (1991) addresses the increasing importance of
hidden competitors. The plant building industry is and remains crucial in many economies.
The importance of market intelligence to the plant building industry may be shown in terms

of push and pull factors.

1.6.2 Push and pull factors

Murphy (2005) purports that all firms must undertake some market intelligence. Push and
pull factors are currently favouring the implementation of a market intelligence system
within plant building companies. Pull factors are benefits related to the implementation of a
market intelligence system, push factors are emerging competitors, respectively new
entrants to the market (mainly Asian companies) that are heavily emphasizing market

intelligence in their strategies and actions (Prescott, 1999).

A number of studies have empirically proven the positive influence of MI with regard to
product development (Moss, 1979; Hendrix, 1996; Wren, Souder and Berkowitz, 2000;
Malinen, 2003), market development (Prescott, 1999; Slater and Narver, 2000) and general
and strategic planning activities (Makadok and Barney, 2001). Market intelligence may
provide assistance in achieving better sales (Slater and Narver, 2000), especially better
export results (MacPherson, 2000), it may foster good relations with key customers (Slater
and Narver, 2000) and support incremental innovations in product related decisions (Slater
and Narver, 1995; Vazquez, Santos and Alvarez, 2001). Ultimately, a market intelligence
system may support gaining or defending the competitive advantage (Porter, 1980, in Le
Bon and Merunka, 1999; Lackman et al, 2000). The need for intelligence in business
management is according to Bose (2008) thus rising, because companies are faced with
increasing competition taking place on a global scale. This may lead to a situation in which

a competitive advantage is harder and harder to obtain or defend (Bose, 2008).

On the other hand, market intelligence has an increasing importance as more and more
companies engage in intelligence related activities, many of them even in systematic and
comprehensive process operations (Global Intelligence Alliance, 2008). Financial spending
on intelligence operations has risen dramatically in recent years and the forecast for the next
decades indicates a continuous increase in investment activities (Global Intelligence

Alliance, 2008).
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Countries with non-western cultures, especially in Eastern Asia, have a significantly
different attitude towards intelligence gathering and application, as the report from Richard

Best (1990, in Hendrix, 1996, p. 572) to the U.S. congress determines:

“There has been concern that the advances of the East Asian countries derive in large
measure not from their own scientific investigations, but rather from application of
information carefully collected from around the world [...] The fact that Japan has a
wide-ranging effort to collect information about trade opportunities and scientific and
technical information has led Administrations and Congress to create programs to
provide foreign commercial information and scientific and technical information
(STI), including Japanese STI, to the public and especially to the business

community.”

The challenge posed to Western companies by the increasing Chinese competition, with
regard to design and technology also with regard to intellectual property (IP) rights has
increasingly been picked out as a central topic by news and media (VDMA, 2008).

It has been said that the success of a company is directly related to the quality of decisions
made by its management (Ding, 2009). Essential in such a context is the availability of the
right information, at the right time. In a competitive industry, this may be transformed into
having access to actionable and reliable information about the competitive environment —
both for long-term decisions and issues, as well as, for issues in the near future and those
that are medium-term issues (Ding, 2009). Thus, the need for effective market intelligence
operations in organizations is growing, with decision makers increasingly recognizing the

role and importance of intelligence (Ding, 2009).

In general, market intelligence is an accepted and valuable concept for plant building, but
more research is needed through the lens of plant building in order to construct an effective
framework. The research would need to take into account plant building peculiarities, which
may differ somewhat from the more general industrial market intelligence framework. Trim
and Lee (2008) purport that market intelligence concepts need to be industry specific. From
a social constructivist point of view, the idea of replacing universalistic conceptions by more

particularistic ones is worthy of support. Majid and Khoo (2009) agree to such a stance
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inasmuch as the importance of gathering intelligence may vary from industry to industry and

idea that is shared by Jenster and Soilen (2009).

1.7 Outlook on the following Chapter

Chapter two focuses on providing an overview of the state-of-affairs in industrial market
intelligence and integrates the fragmented state of research as applicable. For this activity,
the systematic literature review method is applied. Differences with regard to philosophical
and methodological approaches in reviewing the literature are examined and discussed. This
is important as to ensure an approach that is commensurate with the overall research
philosophy and approach. Furthermore, the differences between traditional and systematic
literature reviews are discussed and an explanation is given why in the context of this thesis
a systematic review was preferred to a traditional one. The synthesis of the review is

culminated into an initial conceptual framework.
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2. Systematic Literature Review

2.1 Introduction

A literature review aims to address the critical points of current knowledge. A review
includes analyses of particular contributions and thus looks for findings to substantiate the
topic. The objective of the review is to provide the reader with the state-of-the-art research
and findings, thus laying the foundation for a better understanding of future research
options.

A systematic review is focused on a research question that may or may not enable
identifying, appraising, selecting, analysing and synthesizing high quality research evidence
relevant to the original question. It thus starts from different ontological/epistemological
assumptions and may be related to different methodological practices than traditional
literature reviews. Systematic reviews, although originating from medicine have been quite
commonly used in other scientific areas (as well), including nursing, psychology, sociology,

and more recently, business management.

The original aim of this review was to elucidate on the state-of-the-art of research in the area
of market intelligence in the plant building industry. The introductory chapter of this thesis
(see section 1.4.4) reported on a scoping study performed using different terms related to
plant building. This scoping study revealed that little literature is available on the plant
building industry in general, and that no study exists on plant building market intelligence.
Concepts and texts dealing with the plant building industry using industrial management or
industrial (business-to-business) marketing management as their basis were addressed (e.g.
Geraldi, 2007; Kuerbisch, 2007). This strategy appears to be helpful and redesigning the
review strategy proved necessary. The new approach involved a detailed and systematic
review on industrial (B2B) market intelligence. It addressed some of the implementation

difficulties in adopting the systematic review methodology.

This chapter includes a discussion of the systematic literature review methodology and its
development. Furthermore, it is assessed with the regard to the philosophical assumptions
and their fit with those assumptions that guide this particular research. This leads to
modifications from the original systematic review made necessary in order to harmonize this

technique — designed to improve the rigour of scientific working — with the theoretical
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position of the author. Finally, the chapter will present a systematic review of eligible
evidence on market intelligence in the industrial sector providing a basis for analysis and
synthesis. It is accomplished through a comprehensive search for literature, its check for
relevance and eligibility. Systematic reviews often use statistical techniques to combine
results of studies, such as conducting a meta-analysis. This type of analysis is not
appropriate in the context of this thesis, as many managerial studies are of qualitative nature,
and meta-analysis and similar methods cannot sufficiently deal with the results of such
research approaches (Dixon-Woods, Agarwal, Jones, Young and Sutton, 2005). The
justification for each decision involved conducting this systematic review is given in the
following sections. However, there are also many qualitative reviews which adhere to
standards for gathering, analysing and reporting evidence. Especially, the EPPI-Centre has
been an influential institution in developing routines and techniques for combining results of

qualitative and quantitative research in systematic reviews.

The evidence included as per the parameters applied, is then analysed using thematic
analysis. The analysis leads to a synthesis which enabled to structure and establish an initial
conceptual framework on industrial market intelligence. Based on this initial framework,

further research needs are defined and the course of action is determined.
2.2 Systematic Literature Review Methodology

2.2.1 From “evidence-based practice” towards a “systematic approach” in literature review

The evidence-based approach (EBA) builds on the premise of best evidence available out of
an existing knowledge base and can provide guidance for interventions into operational
needs of managers (Bryman and Bell, 2007). Roots of the concept can be traced back to the
early 1970s (Cochrane, 1972 in Denyer and Tranfield, 2008).

The approach has been implemented successfully, especially in health care disciplines, with
one of its main characteristics being the inclusion of hard scientific evidence, clinical
expertise and individual patient needs and choices (McKibbon, 1998). The EBA, however,
relies more on evidence found in the literature base than on clinical experience, for this
reason McKibbon (1998) suggests, that librarians should become stronger partners in the

improvement of health science.
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Transferring this idea into managerial practice in general and into market intelligence
specifically, the EBA appears to be a useful tool for enhancing fact-based reflections on an
organization’s environment. The market intelligence specialist within the company could be
seen as or compared to the /ibrarian, playing a key role in supporting evidence-informed
decision making. However, placing stronger emphasis on literature than on practical
experience (from the field) stands in opposition to the inquiry paradigm that is guiding this

work. Therefore, experience will support evidence-based practice in this thesis.

Although the EBA appears to have had a significant effect on the quality of interventions,
medical science has been requested to further improve the quality of the review process, by
applying a more systematic and scientific approach (McDermott, Graham & Hamilton,
2004). The systematic review of literature is a detailed technique providing an audit trail of
the researcher’s decisions, procedures and conclusions (Cook, Mulrow and Haynes, 1997 in
Tranfield, Denyer and Smart, 2003) aiming at providing a transparent and reproducible
process (Cook, Greengold, Ellrodt and Weingarten, 1997, in Tranfield et. al., 2003). The
main advantage seems to be that systematic reviews can support the development of a more

reliable knowledge base (Tranfield et al., 2003).

2.2.2 General principles of the systematic review methodology

A systematic review is, due to its strict routines and systematic approach, far more than a
literature review in the traditional sense. It may be regarded as a research project in itself
exploring a specific question. A systematic review can lead to identifying knowledge gaps
or incongruent findings, which is the basis for identifying research needs (Denyer and
Tranfield, 2008). For this reason, the systemic review was chosen and applied in this thesis,

and serves as one of the methods in the elaboration of the initial conceptual framework.

The stages in conducting systematic reviews have received reasonable consensus with
regard to its methodological characteristics (Davies and Crombie, 1998, in Tranfield et. al.,
2003). The core steps are planning and conducting the review according to pre-defined sub-
processes, as well as, reporting and disseminating the results of the review. These sub-
processes have been defined, in order to raise the quality and reliability of reviews and are

partly incorporated in this research work.
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Figure 7: Process steps in systematic literature review (National Health System, 2008)
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Planning activities included studying the concept of the systematic review tool, reflecting on
the evidence-based concept and discussion of findings with exponents from academia.
Furthermore, examples of systematic reviews, such as by Tranfield et al. (2003) or
McDermott et al. (2004), were critically read, lessons learnt with regard to crucial items in
reviewing were internalized and incorporated in this review work. In addition, scoping
studies, as reported in the introduction, were conducted in order to initially assess the

literature on market intelligence, as well as, on plant building.

The NHS Centre for Reviews and Dissemination (CRD), has produced concise guidelines
(National Health System, 2008), systematically laying out the core principles and methods
for conducting systematic reviews in health interventions. The NHS Centre for Reviews and

Dissemination (2008, p. 3) explains the process as follows:

“[...] a good review should focus on a well-defined question and use appropriate
methods. A comprehensive search should have been carried out, clear and
appropriate criteria used to select or reject studies, and the process of assessing study
quality, extracting and synthesizing data should have been unbiased, reproducible and

transparent.”

Decisions concerning the search strategy can potentially bias review findings. In order to
mitigate this threat, the NHS recommends a combination of several approaches, such as
searching electronic databases, visually scanning reference lists, contacting experts and

searching relevant internet resources. Such a search strategy is, according to the CRD
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guidelines (National Health System, 2008), designed to be highly sensitive, so as to retrieve
as many potentially relevant studies as possible. Using effective search terms involves
breaking down the research question into concepts, without the need to structure the search,
so that every element is used. This is stated in the CRD rules (National Health System,
2008), as the outcome may fail to show relevant studies simply because the element might
not be prominent enough in the record. This notion was followed, with positive and negative

implications, as it led to a substantial amount of literature retrieved.

Study selection is a critical issue in the review process. Inclusion criteria are made explicit;
studies are assessed for these criteria derived directly from the research question. The sub-
process itself includes sifting through the citations located by the search, retrieving full
copies of potentially relevant citations, and identifying those that fulfil the inclusion criteria
(National Health System, 2008). Justifications are to be given throughout the process, for all
decisions taken by the researcher, as it is the aim of the systematic review to avoid pre-

formed opinions (Cooper and Hedges, 1994, in Denyer and Tranfield, 2008).

Synthesizing data is the step following the systematic search and evaluation of available
literature. It poses another challenge when implementing the systematic approach, as even
indicated within medical research (Petticrew, 2001, in Tranfield et. al, 2003). Meta-
analysis, favoured as the main analytical technique, is hardly able to deal with qualitative
results. The reason is located in its philosophical and methodological roots, that privilege
quantitative research results. Also Dixon-Woods et al. (2005) noted that current methods for
synthesis favour quantitative forms of evidence, therefore additional research in this area is
needed. The NHS Centre for Reviews and Dissemination has reacted on the trend to include
qualitative along with quantitative research findings in systematic reviews. This reaction
signals the improved standing of qualitative research results even in medical sciences, and
opens new possibilities when synthesizing such findings (see chapter 6, Incorporating

qualitative evidence, National Health System, 2008).

This is of importance, as market intelligence literature includes evidence prepared by
qualitative methods. For this reason the selection of the appropriate data analysis and
synthesis method is of importance. Dixon-Woods et al. (2005) suggest different options in
their integrative approaches to qualitative and quantitative evidence. They recommend such

methods as narrative summary, thematic analysis, grounded theory or meta-ethnography.
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After careful study of the characteristics, thematic analysis was chosen as the most suitable
method for this review. It allows for transparent and clear clustering of findings, due to the
process-oriented nature of market intelligence. Thematic analysis labels the identification of
major or recurrent themes in literature and summarizes findings of studies under these
thematic headings (Dixon-Woods et al., 2005). Summary tables can then be produced,
providing description of key points (Mays et al., 2001 in Dixon-Woods et al., 2005). The
main advantages of this approach are clear identification of prominent themes as well as the
structured approach that may be used when dealing with literature under the headers. The
flexibility of this method allows the researcher considerable latitude, while at the same time
generating significant results. This is important because of the sensitivity required to

construct a solution to a practical problem.

The limitations with respect to the implementation of the thematic analysis are lack of
clarity of the concept and the underlying processes and the limited ability to deal with
contradictions in different pieces of evidence (Dixon-Woods et al., 2005). The first aspect
relates to the question, how prominent themes should be recognized as being prominent.
Possibilities in dealing with this problem include frequency of a topic in literature, or
weighting according to the explanatory value. The latter option was chosen in this work.
The second item, the limited ability to deal with contractions, is not considered an issue in
this work. The reason is, that contradictions are seen as providing direction for additional

research.

Another aspect in thematic analysis that relates to transparency is the questions of the
approach applied (Dixon-Woods et al., 2005). Data-driven — also called inductive — refers to
the fact, that the analysis is driven by the themes identified in the literature. Theory-driven —
also called deductive — implies that categories have been defined in advance, without pre-
consideration of the data. Both have their advantages and disadvantages which have been

extensively discussed (Guest and McQueen, 2008, in Denyer and Tranfield, 2008).

After due reflection of both types of analyses the implementation of the deductive form was
chosen. Conceptual clarity is an issue in market intelligence, the process-oriented line of
actions in market intelligence allow the application of a deductive approach. The items from
the intelligence cycle (see p. 21), such as gathering, analysing and disseminating were

chosen as thematic headers. Individual steps in the process of conducting the thematic
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analysis are made explicit and can be traced in the following sections. Such an approach is
recommended when dealing with issues as clarity and transparency.

In order to obtain new interpretive constructs, the thematic analysis is based on the
recommendations suggested by Thomas and Harden (2008) of the EPPI-Centre of the
University of London. They summarize an approach that is in line with the deductive
approach here and bases on three process stages: (a) identification of prominent themes, (b)
summarizing the findings under thematic headings and (c) development of a theoretical

(conceptual) framework.

Figure 8: Thematic analysis using a deductive approach (author’s own scheme, based on

Thomas and Harden, 2008)

Identification of Developing Summarizing findings Constructing a
prominent themes thematic heaclings under the headings conceptual framework
[
] [ ]
- [
[
|

A structured approach — supporting readability — may be helpful taking into account that the
review will serve as the basis for the empirical part of this thesis. Choosing appropriate
thematic headings facilitates the analytic process. This in turn supports the synthesis, where
the knowledge base is summarized into an initial conceptual framework including

discussion and appraisal.

2.2.3 Deploying systematic review methodology in managerial sciences

In practice, reviews are often conducted in a narrative way (Fink and Hart, 1998 in Tranfield
et. al,, 2003). Critique towards this approach arising from the academic environment
includes a lack of thoroughness, as well as, promoting bias (Dixon-Woods et al., 2005). This
implies that narrative (traditional) reviews may not produce meaningful and/or reasonable
results (Tranfield et al., 2003). Tranfield et al. (2003) have proposed the implementation of
the systematic review tool in management research in order to improve the quality of the

process by explicitly expressing the underlying assumptions and values of the researcher.
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Academic fields, with their idiosyncratic characteristics, may require their specific
approaches tailored to serve particular purposes (Denyer and Tranfield, 2008). The
sociology of knowledge in the field of management has been characterized by terms such as
“soft”, “applied”, “rural” and “divergent” — in contrast to medical sciences termed as “hard”,
“pure”, “urban” and “convergent” (Tranfield and Starky, 1998, in Tranfield et. al., 2003, p.
212). This relates to the scientific status of management research. Whitley (1984) calls it
“practically oriented social science”, as it is based on a fragmented state of knowledge and

research expressed in a low degree of reputational control over significant standards.

The incorporation of the systematic review tool into management studies is therefore
problematic with regard to the sociology of knowledge. Reviewing qualitative studies
alongside with quantitative or mixed methods research draws on work underway and is
generally recognized as a field with improvement potential in the systematic review process
(McDermott et al., 2004). This notion was supported by Berry (1995), who argued in favour
of the importance of qualitative work in management studies, which is in contrast to the
fields and disciplines privileging a positivist and quantitative tradition, from which the
systematic review originates (Tranfield et. al., 2003). Denyer and Tranfield (2008) see
additional potential for conflict when incorporating this methodology in management
research. This relates to competing ontological and epistemological positions, possibly
leading to methodological disputes. Assumptions on which the positivist view(s) build on,
have shaped the systematic review, which in turn leads to conflicts when incorporating the
technique into a qualitative and/or naturalistic study. The same is true for aspects such as

validity and reliability of synthesized evidence.

The main advantages of the systematic approach lie in its strict and explicit routines, thus
increasing the trustworthiness of a review through the applied rigour. These advantages
justify transferring the concept into managerial sciences, although this procedure certainly
bears risks. In order to mitigate these risks, the author acknowledges the need for
modifications in order to meet the specific requirements of management research, as well as,
to ensure compatibility with the guiding paradigm. The idiosyncrasy of management science
forces adjustments on the concept, which are outlined in the next section. These
adjustments, as with regard to the inquiry paradigm, are included in the actual review, for

example quality assessment.
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2.2.4 Implementing the systematic literature methodology

A systematic review in its original meaning is a transparent and objective approach with the
aim of eliminating or at least minimizing bias. On grounds of own epistemological and
ontological assumptions (see section 3.3.1), such a stance can only in part be accepted.
Promoting rigour and quality is a sublime objective in research, however, objectivity cannot

be incorporated (see section 3.3.1).

According to the NHS Centre for Reviews and Dissemination, systematic reviews usually
apply four core principles: replicable, exclusive, aggregative and algorithmic. These are
based on quantitative and positivist thinking and will therefore not be supported in this
review. Denyer and Tranfield (2008) provide a modified set of principles for reviews in
organization and management sciences: transparency, inclusivity, explanatory and heuristic
to meet the needs of the issues addressed above. These principles reflect a more
interpretivist approach in research and can thus be supported. The four principles serve as a

helpful tool as the following explanations indicate.

Transparency relates to explicitness in processes and methods employed, to the link from
research evidence and reviewer’s conclusions, and to making clear assumptions
underpinning the review (Denyer and Tranfield, 2008). Due to its high relevance, it is

followed throughout the thesis, and relates to disclosing major decisions and events.

In terms of inclusivity, Boaz and Ashby (2003, in Denyer and Tranfield, 2008) argue that the
selection should be based on the criterion fit for use rather than on the hierarchy of evidence.
Pawson (2006, in Denyer and Tranfield, 2008) outlines that the question whether to include
a piece of research or not should be based on the fact if it adds to the understanding or is
able to influence policy in the area of research. This is worthwhile to consider, as authors of
articles, even those published in journals with highest impact, sometimes fail to disclose
detailed information on methodologies applied. In this regard, methodological rigour of a
piece of evidence is subordinate to explanatory value, as long as there is a justifiable level of

trustworthiness.

Explanatory relates to the synthesis, that involves the process of bringing the pieces from

individual texts together. Denyer and Tranfield (2008) see aggregative synthesis as designed
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to mitigate bias. Interpretive and explanatory syntheses are, according to Pawson (2006, in
Denyer and Tranfield, 2008, p. 680) “active” and “creative” methods going beyond merely
descriptive reporting. For the purpose of this review, the synthesis is defined as being rather
aggregative. Rather refers to the idea that this research does not — on ontological grounds —
fear bias in a meaning-making act, such as a researcher operating under objectivist ontology
would. Aggregative means that contradictory results will be shown, reflected upon,

transformed into research questions and serve as objects of the empirical study.

Heuristic, in the meaning of an experience-based technique, allows for problem solving and
learning in a useful way leading towards progress, rather than producing a specific solution
to a problem (Denyer and Tranfield, 2008). It has been argued that aiding managers in their
specific problems by heuristic findings may be better accepted in the form of valid evidence
of what works. Kurt Lewin once pointed out “... that nothing is as practical as good theory”.
A heuristic approach appears to be preferable in management research, or as Jenster and

Soilen (2009, p. 7) put forward in their book on market intelligence:

“Most managers take little interest in theories, but are concerned with what works in

practice.”

These core principles relate to the sociology of knowledge, and have therefore been re-
defined in order to do justice to management science as practically-oriented science. The
centrality that connects all the above mentioned items is to produce a review that has the

feature of something that works in practice.

The author considers himself to be a qualitative researcher (see section 3.3.3). This is
derived from the author’s inquiry paradigm, itself derived from ontological, epistemological
and methodological positions (Lincoln and Guba, 1985). Considering Whitley’s (1984)
description of managerial sciences and extending it to Cronbach’s (1975, in Hoepfl, 1997)
definition of the task of the social scientist, it is the aim of the author fo pin down the
contemporary facts. Qualitative research, finding increasing recognition even within
medical sciences (McDermott et al., 2004), has especially in managerial studies a legitimate
and prominent position and has led to an accumulation of a substantial body of knowledge
(Tranfield et al., 2003). This means that the review conducted by a qualitative researcher,

which precedes a qualitative empirical study, should not ignore those characteristics
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normally associated with research under qualitative auspices. So, although the systematic
review methodology is certainly not a particularity of qualitative research work it may be

considered a valuable tool, especially in terms of quality, rigour and trustworthiness.

Yin (2009) in his work on case study research proposes the development of initial theory
(i.e. initial framework) preceding empirics as a feature of advanced research work. The
systematic review, as a high-profile method, was selected in order to undertake initial
theoretical work. It is an accepted method, but it is also time-consuming. It avoids re-doing
research that has already been done by others, due to its comprehensive, sensitive and

careful search strategies.
2.3 A Systematic Review of Literature on Industrial Market Intelligence

2.3.1 Aim of this review

The original aim was to undertake a systematic review of qualitative, quantitative and mixed
methods research evidence on market intelligence practices in the plant building industry in

order develop an initial theoretical framework for the empirical study.

Denyer and Tranfield (2008) suggest, that any systematic review should start with a clearly
formulated research question that can be answered. This principle guides the review. The

initial central research question was therefore posed as follows:

“How can market intelligence be conceptualized for valuable application in the plant

building industry?”
2.3.2 Search strategy

2.3.2.1 Literature scoping

Tranfield et al. (2003) propose scoping studies in the field in management research as a
means to assess the amount of literature. The NHS “Literature Search Process: Protocols for
Researchers” (2007) calls it initial or pilot searches, and attaches further purposes to their
recommendation. Scoping studies should also include the review of search terms with the
aim of identifying a range of search terms by considering synonyms and differences in
terminology across national boundaries among others. The latter issue has already been

addressed in the introductory chapter (see section 1.3.5.2).
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Several scoping studies were conducted between August and September 2011 and included
searching electronic databases, such as those included in EBSCO for existing literature
reviews and suitable studies. Furthermore the internet was searched using Google Scholar.
The search term employed was market intelligence and plant construction. As mentioned in
the introduction such a search yields no acceptable result (see section 1.4.4), therefore

additional searches were performed.

Synonymously used terms (see introduction, discussion on terminological and conceptual
issues) included in the new scoping study approach were market, competitive, competitor,
strategic, marketing and corporate intelligence. Similar terms for plant building are plant
engineering and plant construction or complex products and systems (CoPS). These findings
were incorporated into another scoping study conducted on September 9, 2011. Still, this
approach led to an inappropriate number of studies on plant building market intelligence, as
plant building and synonyms yielded almost nothing, complex products and systems
retrieved very little and in many cases CoPS yielded results such as communities of practice

(however not in connection with market intelligence) or cops in the sense of police officers.

Therefore, another trial was undertaken, one that includes those concepts most likely
associated with market intelligence: a search for the exact words market intelligence or
marketing intelligence or competitive intelligence or competitor intelligence or corporate
intelligence or strategic intelligence but with no other constraint in the search terms. This
search also performed on September, 9, 2011 — unsurprisingly — yielded 16,600 hits (on

Google Scholar), far too many to be meaningfully analysed.

Therefore the approach had to be changed to a more sophisticated one in order to achieve a
maximum of valuable results, as many of the results of the previous approach were not
concerned with market intelligence. Therefore, and based on the terminology review as
described in the introductory chapter, market intelligence, competitive intelligence and
corporate intelligence were searched for — as these concepts have the greatest conceptual
agreement. The use of the term intelligence remained central. This led to developing the
search outline in a systematic way, as the aim to create effective search functions that lead to
manageable and valuable result lists became essential. Therefore, the revised initial central

research question was defined as:
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“How can industrial market intelligence be conceptualized valuably?”

2.3.2.2 Search outline

The search outline included a three-step approach, searching for published and unpublished
results. Furthermore, the three-step approach included checking reference lists and
approaching experts. A complete overview of the review process is included in the form of a

flowchart in Appendix 1.

A range of full text and bibliographic databases was searched, including EBSCO Research
Databases, which included the British Library Document Supply Centre, Inside Serials and
Conference Proceedings, Business Source Complete, E-Journals, Library, Information
Service and Technology Abstracts as well as the Education Research Complete. In addition,
Google Scholar was searched, due to its powerful search algorithms as well as its extensive

database sources, such as Emerald, Jstor, Elsevier and Questia etc.
Figure 9: Three-step search strategy (author’s own scheme)

Published evidence Unpublished evidence

o Google / Google schalar

EBSCO
Karlsruher Virtueller Katalog

ZETOC

e Checking reference lists

Hand-searching bibliography

e Advisory groups

Contacting practitioners for additional literature

Furthermore, the Karlsruher Virtueller Katalog (KVK), which involved searching German
(SWB, BVB, HBZ, HEBIS, KOBV, GBV), British (COPAC, British Library), US (Library
of Congress, WorldCat) and Austrian (Gesamtkatalog) databases, was screened. The CRD
(National Health System, 2008) guideline proposes to search for unpublished sources in
connection with a systematic review. ZETOC was implemented to search for conference
proceedings; furthermore, the KVK, with its extensive database, also supported searching

for unpublished studies and proceedings.
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The NHS Literature Search Process (2007) additionally recommends checking reference
lists and bibliographies of retrieved evidence, as well as, hand searching authors identified
as researchers in the specific area, both of which proved to be applicable techniques.
McDermott et al. (2004) proposed to integrate practitioner knowledge in a specific area of
research. Denyer and Tranfield (2008) refers to practitioner knowledge as “advisory
groups”, which can be helpful in defining the broad topic area to be investigated and
identifying the specific areas within the topic — especially in areas where there is little
research evidence available. The opportunity was taken at several instances to approach
practitioners in order to ask for their knowledge on additional literature, which further

expanded the evidence list.

Framing the search outline was a time consuming process. Search techniques of the NHS
Literature Search Process (2007) have been considered, and the following ones have been
adopted here:
(1) Carrying out separate searches for individual concepts in order to increase results of
potentially relevant studies;
(2) Using Boolean operators AND, OR;
(3) The wildcard “*” and

(4) the advanced search functions where possible.

For Google scholar, three separate search strings were constructed using the advanced
search function, each one focusing on one of the three most applicable terms market
intelligence, competitive intelligence and corporate intelligence. All three search terms were
used in connection with the most basic features of the intelligence cycle, i.e. information
gathering intelligence dissemination which resulted in exclusion of many previously found
results that were actually not concerned with market intelligence. One example of such

inappropriate results was literature on intelligence as a property of mind.

In EBSCO, only one search function was used to cover the same concepts as in the Google
search. This was possible, as the advanced search function allowed (in contrast to Google
Scholar) to include more search lines to cover additional search terms. Again, the concepts
with the highest compatibility were used i.e. market intelligence, competitive intelligence
and corporate intelligence — together with the defined terms information gathering

intelligence dissemination.
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ZETOC did not allow for such a comprehensive search function, so three search terms were
used separately, including market intelligence, competitive intelligence and corporate
intelligence. Also the Karlsruher Virtueller Katalog does not allow for construction of
search functions (advanced searches). After contacting the technical department of the
catalogue, which confirmed this insight in an email, the terms market competitive corporate
intelligence were searched for and the result was used as a cross-check, by comparing it to

the results obtained from EBSCO and Google Scholar.

In addition, the Siemens “Corporate Information Research Center (IRC)” was contacted.
This centre is an internal information service provider of the Siemens Corporation for
technology and business information. The services include reports on current technical and
economic issues, individual research, newsletters, literature databases, library services and
information on standards. The IRC provides demand-driven information for different cases
based on input from professional providers such as analysts, brokers, literature, press

databases and other external information providers on favourable conditions.

2.3.3 Search results

This search strategy resulted in a total of 5,360 citations, and individual searches were
created in the course of September 2011. Results and search functions were saved and
placed on the favourites list in the Explorer browser, so as to re-check potential additions to
the results list at a later point in time. Re-checking the search terms employed in a
systematic review, may be considered as important due to the speed at which databases and

the internet are expanding.

Even by employing such an approach to the search outline, no systematic literature review
on industrial market intelligence was located, although different narrative reviews were
located with many of rather poor quality. This is important as the CRD (National Health
System, 2008) guideline recommends including a justification for undertaking a systematic
review. The fact, that no systematic review could be located, forms the basis for the
following undertaking. In fact, conducting this systematic review enlarges the ranges of
major goals in this thesis (see section 1.5). The fragmented state of market intelligence
research was criticized in the introductory chapter. Therefore, the initial conceptual
framework is not only a theoretical part of this thesis, but represents a contribution to

knowledge in itself.
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The result of the systematic searches was a large, but manageable list of evidence (see table
2). Many pieces of research that could be extracted improved the theoretic understanding
and demonstrated the popularity of the concept. The outcome from the very sensitive
approach (three search terms in Google; three other databases searched) led to a high
workload. After screening the literature (see figure 10) the result confirmed a fragmented
knowledge base in market intelligence with low reputational standards over significant

details of the process.

From the searches retrieved, result lists were extracted and printed for improved
examination. This process was time-consuming especially for evidence found at EBSCO,
KVK and Google scholar. ZETOC allows the production of results that are extractable as
xt files and include straight away all relevant information on the piece of evidence, such as

title, year of publication and the abstract.

Table 2: Search results and number of studies extracted

Source Date searched Hits z;l;)i:i:-::t N‘;:g:::‘::(:es
EBSCO September 27, 2011 1,183 both 23
KVK September 29, 2010 673 both 5
ZETOC (three search functions) September 09, 2011 860 both 5
Google Scholar (three search functions)  September 09, 2011 2,643 both 27
Information Research Centre June 16, 2009 1 both 1
Total 5,360 61

The process of examination of the search results included a five-step strategy. This involved
sifting through titles and abstracts of the located research evidence in order to identify
potentially relevant studies. Due to the high number — based on the sensitive search terms —

this process was again time-consuming.
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Figure 10: Strategy adopted in examining and extracting research evidence from search

results (author’s own scheme)

o Extracting lists from the searches

One list per search temm employed.

o Sifting through the results (first time)

Guick sift for identifying resources that have obviously nathing to do with the
research anea, such as intelligence as a property of mind.

Closer examination of the results (second time)

In-depth examination ofthe abstract and elimination of research evidence that
does not fit with the subject area zuch as knowledge management aor data
rmining).

Second time examination of the abstract for studies with value to the research
in doubt. Elimination of double entries {same result in different search term).

o Closer examination of the abstract (third time)

Ordering of the piece of research (fourth time)

Ordering of the research where value of the evidence likely or possible {j.e.
where not exactly apparent from the abstract).

Of these citations 5,299 were rejected at the different steps, as outlined above. In earlier
steps these exclusion criteria were mostly related to obvious incompatibility with the overall
research questions, or research in languages such Chinese or Hungarian, that could not be
used due to lacking language ability. Examples for obvious incompatibilities are papers on
artificial intelligence, market reports on the development of specific industries in certain

countries (often termed intelligence reports).

Figure 11: Example for inadequate search results eliminated at first sight (screenshot of

results from KVK Search — BVB)
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In the following steps of the literature examination process, exclusion criteria were more
elaborate and included for example pieces of research declared as dealing with market
intelligence, but in reality — when carefully examining the abstract — had their focus on
concepts such as data mining, market research or web mining (see section 1.3.5.3). In
addition, double-citations, i.e. pieces of research that were found on more than one search

list, were excluded.

The final number of potentially relevant citations, which had to be retrieved for a more
detailed evaluation of the full text was 61 pieces of literature. After hand selection of
researchers (also from various discussions with experts) and by sifting through reference
lists, another 68 pieces of research were added to this tentative list. This approach led to a

total of 129 pieces of literature.

Table 3: Tentative list of literature reviewed

Method Date searched Title or No. of studies
abstract extracted
Systematic searches on Google Scholar,
September 2011 both 61

KVK, EBSCO, ZETOC, IRC
Cross-checking references of potentially May 2010 —

both 27
relevant studies September 2011
Hand searching of relevant authors (also May 2010 -

both 41
from contact with experts) September 2011
Total 129

Obtaining the studies was undertaken using a two-step approach. Either the study was
available as download with the respective database or if that was not possible, the study,
article or book was acquired via interlending from the Upper Austrian regional library in
Linz. This included retrieving research from abroad, as much of the evidence was not
available in Austrian libraries or universities. Tentatively relevant identified research items

could be retrieved using this approach.

After reading through all the research evidence acquired, a total of 37 pieces of literature

was additionally rejected, essentially due to incompatibility with the main research question.
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These rejections were associated with the fragmented state of the literature and the related
conceptual and terminological disagreements. Some works on market intelligence were only
superficially concerned with the concept itself and had, following more detailed analyses,
different foci. However, the main reason for obtaining the text was that some abstracts
simply did not contain enough information to make a judgement beforehand and were
therefore acquired for detailed examination. This left 92 pieces of evidence to be evaluated

using inclusion and exclusion criteria.

In order to manage the literature, a separate list was created. This list contained the
necessary information on the literature, as well as, if and why or why not it was to be used in

the systematic review.

Figure 12: Screenshot of the literature list prepared as a result from reviewing the literature

Used for
A Type of Ordered/ Systematic Non-systematic q Exclusion
No. Title Author Year | | Status | | Fn search search (add.) sysiel.nallc s el
review
1 |Competitive Intelligence Wiolter 20m Book Read Interlending Gaogle: comarate na fes na
intelligence
2 |Key activities of corpetitive intelligence uller 2010 Article Read Interlending .GDDQIE: cofporate n.a. fes n.a.
intelligence
3 |Wikipedia: Competitive Intelligence Wyikipedia 2010 Oen source Read Downloaded  [n.a. Hand searches Mo Oen source
article document
4 |Competitive Intelligence Incorporate new perspectives Sharp 2010 Article Read Downloaded  [n.a. Hand searches Yes n.a.
& |A market intelligence primer Crowley 2010 | Online article [Read Downloaded  [n.a. Reference list Mo Mo citations
the impact of salespeople's field-based
6 |competitive intelligence on product competitiveness and |Le Bon, Rapp 2010 Report Read Interlending  [EBSCO n.a. Yes n.a.
brand preference

2.3.4 Inclusion and exclusion criteria

Defining inclusion and exclusion criteria was completed after all pieces of evidence were
read. In a next step, the inclusion criteria were applied (Bryman and Bell, 2007) to the 92
extracted and potentially fitting studies. The parameters used were retrieved from
McDermott et al. (2004) and are defined as: group diversity, population, outcome, study
type and study language. Time frame was not included as an exclusion criteria, as some
pieces of literature were considered to be advancing the understanding although they were

published decades ago.
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Table 4: Inclusion and exclusion parameters applied (author’s own scheme, based on

McDermott et al., 2004)

No. Parameters Inclusion criteria Exclusion criteria

| Group diversity Generalized studies focusing on a Studies focusing solely on companies
varied sample of organizations or from the consumer goods sector.
studies on companies from the Studies on market intelligence in one
industrial goods sector. particular country only.

2 Population Studies which focus on real existing Studies focusing solely on
market intelligence operations, intelligence software, data
performing market intelligence warehousing or other virtual
according to the basic principles of the solutions.
intelligence cycle. Studies on industrial espionage.

3 Outcome Studies which highlight both Studies which do not report on
managing the processes and results of  processes and results of market
market intelligence. intelligence.

4 Study type Empirical (quantitative, qualitative Book reviews, opinion pieces,
and mixed methods) and theoretical literature reviews etc.
research.

5 Study language Studies published in English or Studies published in languages other

German language.

than English or German.

The details of the inclusion criteria are deemed important and are thus reported in short

below:

(1) Group diversity: Research evidence from generalized studies reporting on a diverse

)

sample of companies from consumer and industrial companies or studies focusing on

companies from the industrial goods sector were included. On the other hand,

research focusing only on consumer goods was excluded. This is supported by the

views from Zinkhan and Gelb (1985), who argue that intelligence efforts of industrial

marketers differ from those of consumer marketers.

Population: It appears straightforward, that market intelligence operations conducted

by real teams, involved in gathering, analysing and disseminating intelligence are

essentially more complex in contrast to solely relying on software solutions. This is
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3)

4

)

supported by the views of Xu and Kaye (1995) who argue in favour of a human-
computer mixed model, other researchers argue for an exclusively human evaluation
and interpretation system (Fletcher and Wheeler, 1989; Rothberg and Erickson, 2005;
Kelly, 2006). The reason for this argument lies in the fact, that data is best analysed
and interpreted with a knowledge background, although, undeniably, some parts of
the process are best computerized for improved efficiency. Also, the intelligence
cycle in its most basic form (information gathering, interpreting, disseminating
intelligence) had to be visible, not explicitly, but at least implicitly from the text, to
be accepted with regard to the synthesis. This is due to the fact, that the intelligence
cycle has been termed as the “doing of intelligence” (Global Intelligence Alliance,
2004, p. 11) and as such is, of relevance to this study. Examples of rejected studies

were those on corporate or industrial espionage (see section 1.3.6).

Outcome: Concerning the outcome of the studies, research reporting on both
processes and outcomes relating to intelligence operations were included. Addressing
just the one or the other was deemed to be a reason for exclusion, as market
intelligence is a complex process, composed of several steps which is difficult to

implement in an advanced and effective manner (Global Intelligence Alliance, 2008).

Study type: The author acknowledges the usefulness of empirical and theoretical
research in the interpretive approach to building a higher category framework. Both,
quantitative and qualitative research, as well as, mixed methods research were
included, even in the case, that methodology was not explicitly stated.

Opinion pieces, research from questionable sources, research with no citation or
references, reviews of books, studies and other research from not clearly identifiable

sources were rejected.

Study language: Only studies disseminated in the English or German language were

included in the synthesis.

In general, terminological disagreement was disregarded. Emphasis was placed on the

understanding that the piece of evidence enriched the review with, taking into account the

inclusion parameters. Research with strong conceptual disagreement, was generally

neglected, for example on business intelligence, as the focus is frequently placed on
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software, virtual and data warehouse solutions (supported by Liebowitz, 2006), which falls
under exclusion criteria number two. After application of the exclusion criteria, a total of 62

studies were left for quality assessment.

2.3.5 Quality assessment

The aim of including a quality assessment stage into a systematic review is to exclude pieces
of research, that do not provide clear answers to the research question. This method of
exclusion is undoubtedly beneficial to studies with positivist ontological positions, however,
with regard to assessing research with quantitative and qualitative methodologies, there is no
generally accepted quality assessment method available (Dixon-Woods et al, 2005).
Furthermore, and as already mentioned, there is a philosophical conflict, as quality in the
context of the systematic review actually implies validity and reliability. Many qualitative

studies are not measurable in such terms.

For above mentioned reasons, all the research evidence produced by the systematic review
and acknowledged to fit with help of inclusion criteria, has been included for synthesis. This
left a total of 62 pieces of research for the synthesis. Not to undertake a quality assessment
when reviewing quantitative and qualitative research is, according to Dixon-Woods et al.
(2005), a choice of equal rights. Jensen and Allen (1996, in Dixon-Woods et al., 2005)
suggest that research evidence should not be excluded for quality reasons, as this could lead
to excluding evidence of particular importance to the research and thus lead to serious
omissions. The rationale behind this is, that including research with methodological surface
mistakes is the lesser of two evils. Thus the most important characteristic of a text was if it

added to the understanding of the topic by expanding the knowledge base.

2.3.6 Deductive thematic analysis

Since no explicit quality assessment was conducted on the evidence, the number of studies
included for analysis equalled 62. The deductive analysis was performed, after the thematic

headings were elaborated.

Thematic headings are used to group relevant chunks from the content of the literature.
These headers are derived from literature which leads to a deductive analysis. The Global
Intelligence Alliance whitepaper (Global Intelligence Alliance, 2004) refers to the

intelligence cycle as being at the core of any intelligence operation, which is the reason why
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the items of the cycle are being used as the thematic headers. Attaway (1998) brings the
intelligence cycle into close relation with the “doing” of intelligence. However, other
possibilities for establishing thematic headings would have existed. For completeness two
other options are briefly discussed. The first one is the technology intelligence framework
developed by Kerr, Mortara, Phaal and Probert (2006), that distinguishes between the
framework, the systems and the process level. The second option is the model by Quinn
(1985, in Kerr et al., 2006) that differentiates among four different modes of intelligence:
central, decentralized, informal intelligence and diffusion throughout the company. These
were not chosen, as there were few pieces of evidence available that would support thematic
clustering in such ways. Instead, the intelligence cycle, which is the most basic description

of an intelligence process, allows clustering of all the data gathered.

As discussed in the introduction, there are different cycles in use throughout the literature.
In order to facilitate the analysis of the texts, it was best to avoid simplistic cycles as defined
Jenster and Soilen (2009). In their view the intelligence cycle is composed of “collecting”,

“organizing”, analysing” and “disseminating”.

Prescott’s cycle (1999) is more elaborate and was thus used as the basis for the development
of the thematic headings. He characterizes the components of the intelligence cycle as

follows:

(1) Needs analysis,

(2) Observing and monitoring,

(3) Collection from external and internal sources,
(4) Structuring and eliminating,

(5) Analysis,

(6) Dissemination,

(7) Storing, and

(8) Utilization and feedback.

In order to make the analysis increasingly clear, Prescott’s cycle (1999) was enlarged to
more precisely render visible individual stages of the cycle. Between the “needs analysis”
and “observing and monitoring”, the “sources of environmental information” (Ghoshal,

1985) were inserted as an additional header. These sources refer to a range of possible
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locations where to receive or look for relevant information. This is an essential aspect in an

intelligence system.

The step “observing and monitoring” was be renamed and referred to as “collection
strategy”, as observing and monitoring are merely synonyms. The use of “collection
strategy” improves the understanding in a way that gathering information is, firstly, an
active process with choices and implications. Secondly, collecting may be undertaken in
several different ways. Collecting information is on the one side related to an observing,
monitoring style, but also to a deliberately, actively searching style. It is the aim to tap many
different sources in order to draw a more comprehensive picture of the future external

environment.

“Structuring and eliminating” was renamed and hence referred to as the “processing” of
information, and was joined with “analysis” and “interpretation” as these steps appear to be
the most interrelated and overlapping ones. The reason is, that these are also the

contributing and value-adding steps of the intelligence cycle.

An additional item to be inserted as the next step are the products and services from
intelligence operation. In Prescott’s (1999) original article, they are not specifically
mentioned, however, they add to the understanding in a way that intelligence operations
produce both, tangible and intangible outcomes. Both of the outcomes have different
characteristics and different methods. The latter three items from the intelligence cycle are
taken as provided by Prescott (1999). These refined steps of the intelligence cycle were used

as the thematic headings in the analysis of the literature review.

The thematic headings for analysis are therefore defined as follows:

(1) Definition of intelligence needs,

(2) Sources of environmental information,

(3) Collection strategy,

(4) Processing, analysing and interpreting environmental information,
(5) Products and services from intelligence operations,

(6) Intelligence dissemination,

(7) Storing intelligence, and
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(8) Utilization and feedback.
The analysis of the texts was undertaken on the hardcopies as retrieved or downloaded. This
is the reason why the actual analysis is not included in this thesis. The texts were read
carefully, in many cases several times, and the relevant material that was deemed to fit with
at least one of the above mentioned headings was marked using coloured text markers.
Hand-written comments on the margin of the text were used to associate text chunk and

heading.

2.3.7 A narrative synthesis of industrial market intelligence literature

The synthesis used the chunks of the literature as the basis; additional steps were exclusion
of identical entries by different authors, which was observed frequently. The text chunks
below a single heading were used to create a text flow. This flowing text is designed to
improve readability with respect to characteristics, meaning, priorities and implications.
Although it is not possible to avoid interpretations in general, emphasis was placed on using
as many of the original words as possible in order to reduce possible interpretive acts on the

synthesis itself.

2.3.7.1 Definition of intelligence needs

Defining the needs means establishing the parameters for the kind of intelligence to be
produced. This definition demarks the beginning for an intelligence operation (Muller,
2003).

Defining what intelligence is needed for, includes giving due consideration to whom in the
organization will use the intelligence, the properties or characteristics of such intelligence
and the specific purpose for which it produced (McGonagle and Vella, 2002). Needs
definition has thus been called an iterative process, involving the users and providers of
intelligence (Bose, 2008). It requires discovering the needs, as well as, translating the needs

into specific intelligence requirements (Bose, 2008).

This stage depends very much on the idiosyncrasies of a company, as well as, the market
environment it operates in (Montgomery and Weinberg, 1979; Majid and Khoo, 2009).
Herring (1999) thinks that intelligence needs vary from company to company due to

different position, strategies and priorities (Herring, 1999).
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Information overload is a phenomenon, that is increasingly witnessed in larger organizations
(Global Intelligence Alliance, 2006). Individuals with their limited capacity to handle
information may neglect market intelligence, if they feel that they are being flooded with
“irrelevant noise” (Global Intelligence Alliance, 2006). Oppenheim (1997, in Global
Intelligence Alliance, 2006) calls it the “information fatigue syndrome”. An intelligence
audit can be supportive in the process of identifying intelligence needs. It is a best practice
step as it informs on the state of current intelligence efforts already in place in an
organization (Prescott, 1999) and may so support the process of defining the intelligence
needs. Herring (1999) describes the “Key Intelligence Topics” (KITs) as a method to
formulate the requirements of organizational intelligence users. Havenga and Botha (2003)

refer to these as “KIN”, which means key intelligence needs.

Top management, as a main user of intelligence, has to be approached as their needs and
views determine priorities and intelligence needs (Havenga and Botha, 2003). Direct
communication with stakeholders of the process ensures well-formulated needs and may
thus increase the overall efficiency of the cycle (Global Intelligence Alliance, 2004). Pirttild
(1997, in Global Intelligence Alliance, 2006) differentiates between conscious and
unconscious needs. Unconscious needs sometimes make it difficult to operationalize
intelligence needs and make therefore, feedback loops very important (see above “iterative

process”).

Additional information needs arise as a result of finding that current knowledge is not
sufficient for a task at hand (Global Intelligence Alliance, 2006). The feedback loop (see
stage 8) at the end of the intelligence cycle supports constant re-assessment of the needs and
indicates if the needs are being met. In general, the feedback loop is a tool in order to
continuously improve and modify the overall intelligence process in line with changes in the

external environment (Lackman et al., 2000).

2.3.7.2 Sources of environmental information

There is a range of suitable sources of environmental information (Jenster and Soilen, 2009).
In general, two distinct classes can be identified: internal and external sources (Kuada,
2002). Other conceptualizations prefer the terms “primary” and “secondary” sources, in
order to classify possible sources of information (Oder, 2001, p. 42). Sources of information

may furthermore be classified as “white”, “grey” or “black” (Kerr et al., 2006, p. 78). White
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sources are publicly available, black ones are sources of information obtained through
unethical or illegal means. Grey intelligence is usually obtained through informal means
(Kerr et al., 2006). A well-thought market intelligence system will consider which of the
possible sources it wants to utilize, why it should do so and what kind of resources can be
implemented.

Internal sources refer to sources within the organization and may classified as personal and
impersonal (Vuori, 2006). Internal personal sources are employees or managers who come
across useful information in the course of their work through the interaction with the

external world (Majid and Khoo, 2009).

The importance of internal personal sources is established by Ghoshal (1985), who suggests
that information about the current state of the business environment can be acquired only by
managers, who have direct access to the industry’s grapevine, and are part of an appropriate
network. Fletcher and Wheeler (1989) agree as they think that close interrelationships with
business partners are important when considering internal personal sources and may include
activities such as direct visits, information through local offices, local joint ventures and
agents. A variety of authors have found the importance of internal sources and estimate, that
between 70 to 90% of all needed information is known by someone in the organization

(Attaway, 1998; Stauffer, 2003; Vuori, 2006).

An example where such pieces of information may originate is the customer site, with field
forces learning about new developments (customer needs or preferences, competitor
actions). Other examples include trade or industry magazines, read by marketing specialists,
financial statements of competitors and customers to be reviewed by, for example
accountants and controllers, or any kind of technical concepts produced by competitors
which an engineering department reviews (Waters, 2000). Other internal sources may come
from personnel visiting trade fairs, conferences, symposiums or other kinds of events. On
such occasions information on latest developments, new products, trends and customers’

needs may be gathered.

Salespeople have long been recognized as primary sources of intelligence (Le Bon and
Merunka, 2006). Because of their boundary position, industrial salespeople may give their
company direct access to important information about competitors and customers. In their

daily work in the field, salespeople may be exposed to rumours about customers’ or
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competitors’ projects, learn about new product launches before they take place and discover
new products in test markets, gather information about competitors pricing and discount
practices or note changes in customers’ behaviour or needs (Le Bon and Merunka, 2006).
According to Webster (1965, in Le Bon and Merunka, 2006), their additional effort to gather
environmental information is marginal. Salespeople are in fact the most frequently used
source in industrial companies for obtaining information on competitors and customers
(Moncrief, 1986, in Le Bon and Merunka, 2006). Vuori (2006) adds to internal personal
sources, internal impersonal ones, such as reports, memos, databases or the company

intranet.

External sources of information are sources outside the organization and again include
personal (items 1 and 2 below) and impersonal (item 3 below) sources. They may be
grouped in:
(1) Clients and other business partners,
(2) Market research institutes and specialized consultancies, as well as,
(3) Public sources including governments, industry associations, press and the internet
(Xu and Kaye, 1995). Concerning this last item Jenster and Soilen (2009)
specifically add the use of copyright and patent databases.

The range of external sources will be considered in light of their collection strategies.

2.3.7.3 Collection strategy

Considering the range of possible sources of environmental or competitive information, the
need to define the collection strategy in order to carry out intelligence operations is of high
importance. The following characteristics are considered important in developing a
collection strategy:

e A variety of print, online and human sources can be used for gathering information
(Majid and Khoo, 2009). Choo (1998, in Vuori, 2006) mentions, that gathering
information from many different sources is important, as information may be checked
against each other (supported by Waters, 2000).

e A continuous flow of information has been called the “lifeblood” of good market
intelligence system (Wee, 2001). The reason is that intelligence, just as other assets,

depreciates over time (Slater and Narver, 2000; Waters, 2000). Most information and
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intelligence, thus, needs to be replaced with newly generated intelligence (Slater and
Narver, 2000).

e Havenga and Botha (2003) argue that in times of information overload, the emphasis
is not on more information, but rather on more valuable information.

e The collection system has to be designed in a “proactive”, rather than in a reactive,
manner (Havenga and Botha, 2003). This relates to two items, firstly, to place
emphasis on information that concerns future events, rather than on events that
happened in the past. Secondly, proactive means relying on personnel in the non-
intelligence units to contribute what they know, including gathering methods that
actively approach personnel and seeks contribution to the system.

e Murphy (2005) thinks that every member of an organization should be on the alert for
useful intelligence. Ideally, all employees should contribute to a company’s
intelligence efforts. This is of course very hard to achieve, as tasks that are
everybody’s responsibility usually end up being no one’s responsibility (Murphy,
2005). Human sources are a vast reservoir of unpublished, current data and
viewpoints (Murphy, 2005). Unlike documentary sources people can be questioned

and asked to elaborate further.

Collection is generally referred to, as a form of a two-step approach. Information collection
embodies scanning the environment of a company for information. This involves (1)
surveillance and (2) search, whereby the first one observes or monitors and the latter one
deliberately investigates and researches (Jenster and Soilen). Etzioni (1967, in Fletcher and
Wheeler, 1989) refers to it as the mixed scanning mode, which is explained as being an

incremental approach. Both modes sometimes overlap.

Surveillance, a common word in this context, is sometimes referred to as “monitoring”,
eventually used in the same manner (Global Intelligence Alliance, 2004). It has been related
to a network of sources and regular procedures by which a company can obtain everyday
information about non-recurrent developments in the operating environment (Zinkmund,
1996, in Wee, 2001).

Surveillance might sometimes indicate or trigger deliberate search (Montgomery and
Weinberg, 1979; Ghoshal, 1985). Deliberate search may be done in the form of market
research, quantitative or qualitative (Jenster and Soilen, 2009), or by consulting with

specialized advisory firms (AWARE, 2009). Deliberate search is mostly problem-related

Page 70



(Jenster and Soilen, 2009). Companies find it easier to engage in deliberate search than in
surveillance activities, as the specific problem is approached by definite action, which in
turn is easier to assess for its output (Jenster and Soilen, 2009). Surveillance, as a
continuous, systematic and ongoing procedure may be carried out in two modes: direct and

indirect gathering modes. Formal and informal information must be tapped (Wee, 2001).

Direct gathering strategies relate to using external sources. Cross and Oliver (1985, in
Kasouf, Celuch and Strieter, 1995) highlight two primary categories: consumer-initiated and

firm-initiated.

(1) Consumer-initiated information includes compliments, suggestions, request for
information and complaints. Such information can be used to make strategic or
tactical adjustments (Kasoufet al., 1995).

(2) Firm-initiated direct gathering strategies include commissioned research
(quantitative and qualitative), such as market research reports, customer satisfaction
surveys (Xu and Kaye, 1995), or obtaining other types of support from specialized
consultancies.

(3) Another form of firm-initiated, direct gathering strategies include secondary
information by specialized organizations such as Dun & Bradstreet reports (D&B),
patent information (e.g. Thomson Scientifics’ patent service), global press
information from databases such as Dialog, Lexis-Nexis or Factiva or visually
scanning relevant industry-specific publications. With increasing opportunities from
the internet there are numerous other web services such as discussion forums or
weblogs (AWARE, 2009). Prescott (1999) poses, that a role within the
organizational intelligence unit involves the collection of secondary information

through information technology.

Secondary sources of information continue to be a main source in practice, as there is an
abundance of information available, especially on the internet but also from public and
secondary sources, which are easily accessible and less costly (Muller, 2007). A downside
of such a strategy is the lower value of the information — due to the fact that it is available
online and so accessible to many, furthermore, the huge amount of information may present

additional difficulties.
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Indirect gathering strategies relate to using internal sources (Denis and Depelteau, 1985).
Gathering from impersonal internal sources (internal documents, reports, dashboards etc.)
has not been explicitly mentioned in literature; rather indirect strategies are related almost
exclusively to gathering from internal personnel. The reason may be that also impersonal

internal sources result from personal actions.

Internal information often comes from informal sources, some of the pieces of information
being very valuable, but all in need of careful evaluation (Xu and Kaye, 1995). Information
obtained from personal sources (within the company) can originate from a direct, secondary
source, for example from a report (Vuori, 2006). Sharing this sort of information with others
is valuable, because to the written information most likely a point of view, insight or
expertise is added, thus becomes richer (Vuori, 2006). Indirect personal strategies are part of
what the Global Intelligence Alliance calls “human intelligence” (Global Intelligence
Alliance, 2004). A role, that has the potential to make human intelligence work, especially
personal indirect gathering, is according to Prescott (1999) to be located within the
organizational intelligence unit. This person is to coordinate the human intelligence

network, responsible for important, time-sensitive information.

Important items to consider when embarking on indirect personal gathering strategy are:

e Formally assigning the task of transmitting information to salespeople (Le Bon and
Merunka (2006).

e Personnel needs to be trained to be receptive to the intelligence operations and
encouraged to transmit information (Montgomery and Weinberg, 1979; Majid and
Khoo, 2009). Important, in such an instance is that the person knows why and for
what purpose information is gathered (Vuori, 2006).

e Improving oral communication channels to spread crucial information is necessary

according to Vuori (2006).

The mobilization of internal information presents one of the largest organizational problems,
and is among the toughest tasks (Jenster and Soilen, 2009; Vuori, 2006). Many problems
have been related to personal indirect gathering strategies:

e Default in information transmission (Albaum, 1964, in Le Bon and Merunka, 2006)

has been mentioned as a foremost problem. Ghoshal (1985) states that information is
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a source of power, and may therefore not be transmitted, as personnel may relate this
with a perceived loss of power (supported also by Vuori, 2006). Le Bon and Merunka
(2006) explain that the main challenge connected to using salespeople as a source in
information gathering is developing their motivation. A behavioural system
requesting salespeople to engage in and contribute to intelligence activities is
therefore important together with a reward system (Le Bon and Merunka, 2006).
Jenster and Soilen (2009) speak of an intelligence reward system that promotes
cooperative people, together with congratulations and financial rewards (Drott,
2001).

Delay in transmitting information is another problem (Thietart and Vivas, 1981, in Le
Bon and Merunka, 2006). This may be tackled by using proactive methods for
information gathering (Vuori, 2006).

Bias (Wotruba and Mangone, 1979, in Le Bone and Merunka, 2006) is also explained
as a problem in gathering market intelligence relevant information. This is negated by
Mintzberg (1972, in Le Bon and Merunka, 2006) who disagrees with bias as a
problem in intelligence systems. Furthermore, Mintzberg adds, that the more gossip
and rumours can be collected the better the general picture of the external
environment can be constructed.

Drott (2001) adds, that individual information may not fit with the database
paradigm, and may, therefore, not seem collectable, manageable or organisable.
Another issue in this regard is that the information held by employees, is often
knowledge rather than data or information (Drott, 2001; Vuori, 2006). In this regard
problems of verbalizing as in knowledge sharing may occur, which complicates

obtaining, transmitting and storing of it (Vuori, 2006).

Calof and Skinner (1998, p. 39) think that “the most valuable information is available

internally”. Vuori (2006) thinks that employees as a source of environmental information

are not only important but underutilized. To make MI work, it is therefore necessary to get

the information from the employee who has it to the employee who needs it (Stauffer,

The problem is that there is no consensus as with regard to which method for obtaining such

information is adequately suited (Vuori, 2006). Several methods — many reported as a case
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example only — of how to embark on personal indirect gathering strategies are mentioned

throughout the literature:

Employees may be urged to provide information by e-mail, telephone or posting on
the intranet (Marin and Poulter, 2003).

April and Bessa (2006) indicate an example from a global energy multinational. A
software application is used that is connected into a computer network. Employees
can log into the network and share their insights. Moderators exist to ensure that
intelligence is shared, stored and consolidated.

A classical instrument is to request trip reports form employees coming home from a
business trip.

Follow-up calls by intelligence personnel to learn more about reports received from
personnel may round off such efforts (Vuori, 2006).

Non-technological ways may include setting-up regular meetings at which people
having information on certain issues are able to share with others (Vuori, 2006). In
the following several approaches, that differ only slightly are summarized:

o Waters (2000) speaks about weekly market intelligence meetings with a cross-
functional team becoming commonplace.

o Lackman et al. (2000) introduce the example of a multi-division team approach
observed at 3M Corporation, in which staftf members having varying functions
in the organization (such as manufacturing, R&D, marketing, sales, and others)
participate in information collection and assist with the analysis.

o A further method are “open invitation meetings” with a specific topic on the
agenda. All interested personnel may participate (Vuori, 2006).

o Marin and Poulter (2003) and Lichtenthaler (2004) speak of intelligence
network meetings which may be held for exchange of information.

o A proven method of information collection is interviewing identified personnel
with regard to specific information needs (Murphy, 2005).

A further method may be an indexed list with the names of employees and contact
data stating the specific knowledge that the person has. Other personnel in search of
specific information may contact these specialists directly (Vuori, 2006).

Intelligence boxes are used to encourage staff to contribute information, rumour or

even gossip (Xu and Kaye, 1995).
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e Tour reports are used to brief managers before going on a business trip to look for
certain specific information, and upon return, debriefing them (Xu and Kaye, 1995).

e Debriefing new employees who have joined from a competitor (Xu and Kaye, 1995).

e An example by Drott (2001) introduces sales call reports, where sales managers made
proactive calls with their clients with the intention of finding out, whether the
customer’s business was growing and if competitors were approaching the customer.
This information — converted into a standard report — was distributed throughout the
department (Drott, 2001).

e Another example by Drott (2001) portrayed an intelligence department that provided
employees with funds to finance entertainment in the form of drinks and dinner, if in
the course of such an event, the employee was able to gather information that was of
value to the organization (Drott, 2001). This information had to be filed in a short
report to access the funds. Reward was a component of the system, apart from
entertainment paid by the organization; a thank you email was provided by the
department together with praise addressed to the employee’s direct superior for the

extra effort (Drott, 2001).

Myburgh (2004) further includes information gathering techniques that would be considered
to be standard research methods, such as interviews, focus groups, questionnaires and
participant observation. Interviews are a technique that is also given consideration by Oder

(2001).

2.3.7.4 Processing, analysing and interpreting environmental information

The intelligence system works as a filter and interpreter to turn information into intelligence,
especially the processes of analysis and interpretation have been related with the production
of intelligence (Muller, 2006). AWARE (2009) associates converting information into
intelligence by implementing the three steps process “CIA” - collate and catalogue, integrate
with other pieces, analyse and interpret. The analysis part of the intelligence process
organizes the information, looks for underlying patterns, trends and interrelationships (Bose,
2008). The goal is to explain the significance of the collected information (Krizan, 1999, in
Bose, 2008).

Xu and Kaye (1995) propose a mixed human—computer information processing system in

order to evaluate, filter, interpret and establish meaning. In supporting decision making, the

Page 75



information is always used in conjunction with a manager’s experience and knowledge (Xu
and Kaye, 1995). Drott (2001) refers to this as integrating human knowledge and computer
processing for a mutually supportive approach. Software tools may even assist in analytical
processes related to creating intelligence (Bose, 2008). These may be especially relevant,
when talking about large amounts of data that need to be made sense of (Bose, 2008).
Nonetheless, analysis is largely dependent on non-computerized methodologies to enable

the final conversion of data (information, knowledge) into intelligence (Bose, 2008).

Bernhardt (1994, in Global Intelligence Alliance, 2004) stresses the role of processing
between collecting and analysing. This includes structuring, eliminating useless or outdated
information and formatting. Myburgh (2004) introduces the importance of evaluation and
synthesis before analysis. Evaluation includes checking the information for quality, validity

and usefulness; synthesis means bringing together and comparing similar information.

In general, information gathered can be divided into two related, but different kinds of
categories (Ghoshal, 1985). A first category of information is from the broader business
environment and is utilized primarily for long term planning and strategy making (Ghoshal,
1985). Majid and Khoo (2009) refer to it as the general or remote environment (also called
the macro environment). For acquiring and analysing and/or interpreting this more general
information from public sources a manager must be specially trained. It includes academic
training, analytical skills and access to relevant sources, making special intelligence staff
particularly suitable for this purpose (Ghoshal, 1985). Prescott (1999) agrees to such a
stance and states that a potential role within the organizational intelligence unit is possible
and is referred to as the analyst, who converts information into intelligence and develops
implications and recommendations. The following factors have specifically been mentioned
as belonging to the domain of the macro environment: demography, economy, politics,
social and cultural as well as ICT developments (Majid and Khoo, 2009). Thus it comes of
no surprise that the PESTLE (Political, Economical, Social, Technological, Legal and
Environmental) analysis appears suitable for analysing the macro environment. To develop
implications from such results may be added to the opportunities and threats sections of a

SWOT analysis.

The second category is information from the immediate business environment and is

required on a day-to-day basis for taking decisions (Ghoshal, 1985). Majid and Khoo (2009)
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refer to it as domain or near environment (also called micro environment). They specifically

mention customers, competitors (existing and potential), suppliers and product/technologies.

The technological environment is crucial, because, innovations may also come from outside
the industry (Montgomery and Weinberg, 1979). The same is true with regard to the
competitive situation, where customers or suppliers, or even companies from outside the
industry can emerge as new competitors (Montgomery and Weinberg, 1979). Slater and
Narver (2001) add to this the monitoring of customers, with regard to their satisfaction, or
changing needs and preferences. Thus it is important to remember in the context of
analysing information from the micro environment that:

e Only managers with direct access to the immediate environment, hooked to the
appropriate network, are capable of handling such items (Ghoshal, 1985). This sort of
membership is required for judging relevance and reliability through experience
(Ghoshal, 1985). Waters (2000) mentions that only those who understand the value of
a piece of information can review it.

e Staff managers typically do not receive “hot information” from the market nor can

they interpret it, due to being divorced from the context (Ghoshal, 1985).

Analysis is one of the most challenging steps as it requires skills to evaluate the information.
It permits drawing conclusions from information. These conclusions need then to be
interpreted leading to the posing of implications and recommendations (Prescott, 1999).
Analysis is based on logical reasoning and educated guessing, whereby the latter has its
roots in experience (Global Intelligence Alliance, 2004). Bernhardt (1994, in Global
Intelligence Alliance, 2004) highlights analysis as taking on a value-adding role in the

market intelligence process.

The following methods in terms of analysis and interpretation have been included from the
literature:
e Lackman et al. (2000) introduce the example of a multi-division team approach,
which they observed at 3M, in which people from a variety of functions (such as
manufacturing, R&D, marketing, sales, and others) take part in the gathering of

information and the assist with analysis and interpretation.
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e Another recommendation comes from Prescott (1999) who suggests using virtual
teams, comprised of individuals throughout the company that can be brought into a
project as needed.

e Other approaches include setting up an intelligence department for centralized
activities, which may be contacted for such issues.

e Intelligence task forces may be used in business units, respectively regional
subsidiaries, to act as the local information gathering and evaluation unit (Prescott,
1999).

e Drott (2001) records a case where an employee, on grounds of special knowledge,
was used as an “expert analyzer” for interpreting external information available to the
company. Converting personal knowledge (individually integrated, dispersed,
temporary knowledge with the employee) into corporate information (distributable,
structured, and permanent — in the form of a list containing the names of employees
and their foremost knowledge fields) is a pre-requisite for such an approach (Drott,
2001).

e This example is comparable to Rothberg and Erickson (2005) who explain an
approach using a network of expert analyzers. They form a more or less loose circle
of people with special knowledge. Relevant experts are considered in specific
meetings to support analysis and/or interpretation. Bose (2008) explains it as a yellow
book with inside experts on various subjects that may help to establish a network of
knowledge inside the company (Bose, 2008).

e The example Vuori (2006) provides, may be used in this context as well. She
suggests collecting the names and contact data of employees, stating the specific

knowledge the person has.

The techniques mentioned with regard to analysis vary from simple to highly structured and
analytical and may include comparative analysis, scenarios, SWOT analysis, PESTLE,

benchmarking, computer modelling etc. (Xu and Kaye, 1995).
The Global Intelligence Alliance (2009), as well as, Jenster and Soilen (2009) furthermore

propose Porter’s Industry Analysis as a suitable technique; Burt (1992, in Prescott, 1999)

proposes the network analysis. This particular technique visualizes the type and nature of
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business relationships in a sense of how productive they are. Bose (2008), however, sees

such analytical tools connected mostly to strategic analyses.

2.3.7.5 Products and services from market intelligence operations

In general, intelligence operations may result in two sets of results: products (tangible) and

services (intangible), whereby the latter is mostly related to intelligence professionals.

The format of the intelligence products differs, however, to make good decisions, a

thorough understanding of the (1) situation, (2) implications for the organization, (3) options

the company has, (4) competitor’s likely counter-response and (5) recommendations to the

decision makers is required (Hendrix, 1996).

The following formats, as with regard to intelligence products, have been proposed:

Ad-hoc and regular reports have been mentioned by Xu and Kaye (1995) as the two
most important products.

Ad-hoc reports are sometimes referred to as analytical alerts (Jenster and Soilen,
2009).

Regular reports may include key customer files, market reports, competitors
benchmarking studies, and technology monitoring (Prescott, 1999; Muller, 2003).
Jenster and Soilen (2009) add different types of dashboards, for quick information of
decision makers on certain business aspects.

Another form of regular products is the summarizing of intelligence topics, for
example summaries distributed as newsletters.

Other products mentioned are ongoing competitor profiling, special studies such as

surveys or investigations (Jenster and Soilen, 2009).

Services vary significantly and largely depend on the qualifications and the structure of

intelligence professionals. The following services have been mentioned in literature:

Daily briefings (Majid and Khoo, 2009).

On-demand intelligence which is related to library or database management services
(Majid and Khoo, 2009).

Training. The study by the APQC (1997, in Prescott, 1999) found that training was

one of the most valued services that best practice companies offer.
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e Best practice investigation and transfer and development of the human network
(Prescott, 1999).

e Competitor response modelling exercises and war room scenarios (Prescott, 1999).

2.3.7.6 Intelligence dissemination

When intelligence has been produced from raw data and information (possibly also from
knowledge), it needs to be disseminated to users of intelligence for implementation in
business processes (Global Intelligence Alliance, 2004). Other authors refer to
dissemination as intelligence reporting (Muller, 2007), distributing (McGonagle and Vella,
2002) or communication (April and Bessa, 2006).

Dissemination is a critical step, as it is the aim of intelligence operations to provide the right
people in an organization with the right intelligence and at the right time (Global
Intelligence Alliance, 2004; Muller, 2003). In essence, intelligence has to be distributed to
those who ask for it, as well as, to those who may profit from it (McGonagle and Vella,
2002). Managers in the intelligence unit, therefore, need the ability to relate the information
to their possible business implications and to identify managers who might profit from
receiving it (Ghoshal, 1985). MI professionals need to have available effective, flexible and

thorough dissemination channels (Muller, 2003).

A fairly equal mix of formal and informal dissemination appears to be optimal to maximize
the perceived quality of intelligence received (Maltz and Kohli, 1995). Market intelligence
disseminated by formal means appears to be used to a greater extent, very likely because of
the verifiability.
Formal dissemination has been brought into close relation with using modern software tools.
It is imperative to have the right formats available (see stage intelligence products), which
support formal dissemination of intelligence. The following tools have been mentioned in
the literature:

e Intranets (Global Intelligence Alliance, 2004),

e Information sharing software (Global Intelligence Alliance, 2004),

e E-mail has been mentioned as a key form of technology in spreading intelligence

(Muller, 2003; Muller, 2007).

Page 80



Formal dissemination includes informing the organization’s top management. Lackman et
al. (2000) introduce an example from market intelligence at Pittsburgh Plate Glass (PPG).
At PPG the CIO (Chief Intelligence Officer) cooperates with the executive management of
the company, by reporting key intelligence aspects. In other cases this position is called the

Executive Intelligence Officer, or EIO (Prescott, 1999).

Intelligence is a human process therefore human interaction is essential in the dissemination
of intelligence (Global Intelligence Alliance, 2004). One principle learned from Ghoshal
(1985) is, that intelligence becomes most effective, when it is shared in a wide

organizational gestalt.

Informal communication may provide greater openness and clarification opportunities,
thereby encouraging the use of intelligence (Maltz and Kohli, 1995). Perceived intelligence
quality is affected by the trust that the receiver has in the sender’s ability and motivation to
provide good market intelligence (Maltz and Kohli, 1995). This is supported by Pirttild
(1994, in Vuori, 2006) and Sydidnmaanlakka (2004, in Vuori, 2006), who state that
managers value intelligence coming through informal distribution channels highest. Muller
(2003) proposes presentations, meetings and conferences as methods to ensure that topics

receive attention.

In future it will be required to better integrate formal and informal dissemination of
intelligence (Prescott, 1999). How this translates in terms of methods and techniques is not

stated.

2.3.7.7 Intelligence storing

A well-thought through storing concept is a prerequisite today. Technological opportunities
have increased together with expectations by professionals, leading to additional

functionalities besides intelligence storing.

Lackman et al. (2000) stress the importance of a library. Hart (1998) calls the concept
“initial banks” which should be capable of holding various different formats. Functionalities
proposed to be indispensable include ability to index and catalogue, to implement search

functions using keywords and phrases, the ability to sort files, the ability to attach
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comments, to have an e-mail facility, the ability to cross-reference related information, to

handle electronic requests for research material among others.

Newer publications such as by Hare (2008) suggest using a software tool for more tasks than
just for electronic storage. Increasing functionalities — in line with the development of
improving software solutions — may also support the intelligence unit, as well as, the
intelligence task force that may include the regional office and the business unit with regard
to data gathering, analysis and reporting. Hare (2008) recommends the following functions:
centralized data storage, multiple user views, business unit and product line views,
automated content indexing, advanced search capability, as well as, a project area in order to
support the intelligence cycle with a collaborative platform for planning, data collection,

analysis and reporting (Hare, 2008).

Muller (2007) purports, that the latest generations of intelligence tools can assist, especially
in the fields of collecting, processing and reporting of intelligence. Future developments

may increase the opportunities from and functionalities of human-computer interfaces.

2.3.7.8 Utilization and feedback

Utilization in business processes is the semi-final stage of the intelligence cycle and the
purpose for the entire undertaking. Utilization of intelligence implies that the users of
intelligence implement the insights gained from the intelligence process in their work, for
example in strategic and tactical planning, in research and development related activities, in

marketing and sales among others.

An example of how to integrate intelligence and the use of it is explained by April and
Bessa (2006). In their paper on MI within a global energy multinational, a case is presented
where a community of practice (CoP) is used for learning from intelligence in R&D work
(April and Bessa, 2006). Other examples are sparse and rely on managers being interested in
improving their results. Intelligence in planning has become quite widely used (Global

Intelligence Alliance, 2004).

Feedback is the basis for continuous optimization of the process, respectively, adaptation to

changing intelligence needs. The absence of such a feedback stage would constitute a
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deficiency, which may lead to unfocused information gathering efforts (April and Bessa,

20006).

2.4 Summarizing the Initial Conceptual Framework

The intelligence cycle and the stages involved, have received substantial acceptance
throughout literature. This acceptance is reflected in the fact that a large amount of authors
use the cycle (or similar models) explicitly in their research work; an even greater number of
researchers make implicit reference to the cycle. Using the elements of the intelligence cycle
as thematic headers and thus the intelligence cycle as the basis for analysis and synthesis
was a choice that made continuation of the research work possible. This strategy has
allowed for transparent decisions with regard to thematic headings, as well as, clustering of

text chunks.

From the compiled knowledge base, the initial conceptual framework is laid out as a
narrative and a diagrammatical concept (see figure 13). A larger version of this figure can be
found in Appendix No. 2. The model does justice to the fact that the market intelligence
process is a series of interdependent and partly overlapping stages. The first change found to
be appropriate was to separate processing and analysis from interpretation. This is due to the
fact that analysis of information that is gathered indirectly may differ from information

gathered directly.

The initial concept, thus, includes not only the process steps, but also the most important
sub-items related to the individual process step. This differentiation is necessary, as the
overall market intelligence process is rather complex, and includes a large number of

participants performing individual tasks.
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Figure 13: The industrial market intelligence framework (author’s own design)
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After performing an intelligence audit, implemented in order to measure the extent to which
intelligence operations, possibly under different titles, have already been performed, the
actual intelligence needs are defined. These needs are formulated, taking into account the
needs of the key stakeholders, ideally, using direct communication as the basis for
investigation. The needs may vary from industry to industry, and even from company to
company due to different corporate priorities and strategies. This stage of the market
intelligence process has received a high degree of consensus throughout the literature, and
exhibits an advanced state of research. What would remain as a possible future research
subject might be to investigate best practice examples (for example check-lists) of

intelligence needs with regard to different industries.

The following stage includes the evaluation of possible sources of environmental
information. The sources can be classified in either internal or external, or primary and
secondary sources. The terms external — internal, rather that primary — secondary are
preferable in the course of this work. Knowing where to locate information is more
important than the status of this information. One key issue in this stage is to become aware
of the different options that exist when accessing suitable information. Such choices relate

to different methods, implications and resources to be devoted.
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Internal sources can be differentiated into personal or impersonal internal sources. They are
found within the own organization. Impersonal internal information are for example
documents, reports or memos. Personal internal sources are employees or managers of a
company that are knowledgeable about certain business aspects. In general, internal sources
are abundant and low priced. They usually have much of the needed information available —

but seem to be hard to tap.

External sources are located outside the organization, may again include personal and
impersonal sources, such as business partners, agencies and/or consultancies or secondary
information. Especially, the latter are popular, as they are easy to retrieve due to the
increasing use of the internet, as well as, specialized services becoming more and more
comprehensive. A downside is the sheer amount of information available. Sources of
information is a topic that has received a large degree of attention. It is comprehensively

covered and detailed.

Determining which sources to use, determines the collection strategy an organization may
decide to embark on. A guiding principle should be that many sources are available and
many sources should be used. A continuous flow of information is necessary, as intelligence
depreciates over time. The collection strategy has to be proactive, as internal personal
sources, if in line with the corporate market intelligence strategy may be reluctant to

participate.

Two different concepts in collection have to be distinguished, surveillance and search. The
first one is ongoing and systematic; the latter is a deliberate investigation, targeting a
specific problem. Deliberate investigation is often conducted in the form of market research.

In terms of surveillance, the literature addresses direct and indirect gathering strategies.

Direct gathering relates to gathering information from external sources, such as business
partners, commissioned market research or searching secondary sources on the internet,
databases of publications. Personal sources outside the organization, which are targeted
using direct personal strategies, may be related to sales, project management or service
organizations within the company. Front office employees are therefore an intermediary,

and become an important source of information.
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Indirect gathering strategies use internal sources referring to impersonal and personal
sources. Indirect impersonal strategies are portrayed to a lesser extent in literature, they may
include all sorts of reports, memos, dashboards, commercial offers and so on. Today, this
kind of information may be available on intranets, databases or other software solutions.
Indirect personal strategies are related to managing the human intelligence function. A
number of important items have to be considered when embarking on such a strategy, such
as assigning this function to non-members of the intelligence unit (sales representative,
marketing specialists, engineers, managers among others), train them and improve oral
communication channels. Larger problems have been reported in connection with indirect
personal strategies, such as lacking will and motivation of personnel to transmit information,
as well as, delay in transmission or the problem of the database paradigm. Nonetheless, this
approach has been termed as the most rewarding one, if done well. A plethora of different
indirect gathering strategies are portrayed in literature, including reports, meetings of
varying social groupings such as networks, teams, groups to name some. Technological
approaches are addressed, such as computer networks or software tools. Further strategies
may include intelligence unit-driven measures (telephone calls, emails) and indexed lists of

personnel with special knowledge available.

An intelligence motivation and reward system is essential in a human intelligence approach,
together with an appropriate fone from the top, where the top management clearly
communicates the expected behaviour. The general impression as with regard to the stage
collection strategy is that parts of it are advanced, but quite diverse. In some parts of the
literature there is a designated role in the intelligence unit which is responsible for managing
the human intelligence network, in others meetings of different kinds replace this role.
Methods of indirect personal gathering strategies need to be investigated in more detail, as
too many methods are given without concrete recommendation regarding setting and
purpose of use. These have the potential to bewilder managers willing to embark on such as

strategy (Vuori, 2006).

In general, processing, analysis and interpretation is a human-computer mixed process step.
Information collected needs to be structured by eliminating useless information and
collating or synthesizing similar information. Processing information has been related to
both wider classes of competitive information, that is information from the macro

environment, as well as, information from the micro environment.
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The separation of information into micro and macro environment also reflects the structures
employed in analysis and interpretation. It has been mentioned that only managers and
employees with knowledge and experience may interpret information from the micro
environment. These persons are usually non-members of any intelligence unit, as the latter
are usually detached from the actual business context. The analysis of information regarding
the macro environment is related to a function in the intelligence unit, the analyst. It appears
that for macro environment information analysis no, or at least much less, experience is
required when compared to micro environment information. The analyst is a professionally

trained person.

Reviewing the methods and structures used in analysis and/or interpretation of information
from the micro environment, leads to a potential for bewilderment. Again a variety of
methods are proposed, this situation has led Vuori (2006) to state that more research is
necessary with regard to identifying suitable methods. This statement appears to be rightful,

especially with regard to the form of social grouping that is suitable for specific purposes.

Main techniques used in analysis such as SWOT, PESTLE and industry analysis are
portrayed, however, it is also stated that their beneficial application is restricted to strategic

analyses. For tactical or operation analyses, additional research may be beneficial.

Products and services of intelligence operations are well portrayed, and in part depend on
the structure, the size and composition of the intelligence unit. Services may include
training, database management, war room scenarios and intelligence briefings. Products
include ad-hoc and regular reports, as well as files and dashboards on markets, customers,

technology or products and competitors. Literature portrays a unanimous picture.

Intelligence dissemination is another critical step in the overall operation. Formal
dissemination is well researched, and established formats are available in order to foster
such operations. Informal dissemination, highly necessary and critical in intelligence
operations, is again largely dependent upon the general body of participating managers.
Informal dissemination happens as managers pass on information received to other
colleagues that may need this intelligence, supporting the flow of intelligence within the

organization. Integration of both modes of dissemination has been mentioned as relevant,
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but no indication is given how this integration is to be effected. Again, informal
dissemination of intelligence is worthy of additional research.

After intelligence is disseminated, it needs to be implemented in business processes. Most
researchers do not provide methods on how to improve integration of intelligence; one case

example that is mentioned are communities of practice.

Many different views have been integrated in this synthesis. Most of the authors agree on
the main stages of the concept; disagreements and weaknesses can be found in such areas as
indirect personal gathering strategies, analysis and/or interpretation of micro environment
information and informal dissemination of intelligence. These are the stages with either too
many — potentially useless — or even conflicting recommendations. These incongruent

findings are taken forward as the starting point for additional research (see chapter 3).
2.5 Interpreting and Discussing the Findings

2.5.1 Discussion of existing models

The intelligence cycle has been a technique that has enabled the analysis of eligible market
intelligence evidence. Due to the fact that some stages of the intelligence cycle are portrayed
with (too) many potential methods, a conclusion may be that the cycle is too simplistic to
integrate different approaches of market intelligence designed to address different purposes.
This situation may be related to why and how questions, in need of clarification. Vuori
(2006) purports that the plethora of individual methods proposed in literature may actually
hinder managers from applying the concept. This is supported by Lichtenthaler (2004) who
confirms that existing research is contradictory especially with regard to how the process(es)
is to be coordinated. This literature review confirms their conclusions, especially with
regard to those activities connected to indirect gathering, analysis and interpretation of
micro environment information, as well as, informal dissemination. Therefore, the
development of an interpretation from the analysis performed above is regarded as a very
difficult task. Before entering the question of interpreting the data, it is useful to introduce

existing models of intelligence, whereby these are introduced in chronological order.
For coordinating an intelligence system with respect to an organization, Quinn (1985) — in

his intelligence model — outlined four fundamental types of structures:

e The dedicated central unit,
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¢ Inclusion within a central group function,
e Decentralization to operational divisions and

¢ Diffusion throughout the company.

Quinn (1985) explains a dedicated central unit, as a unit primarily in charge of intelligence
affairs. In contrast to that, inclusion within a central group function places exactly this
responsibility with a central department that is not primarily an intelligence unit, but, due to
the absence of a dedicated unit, is charged with the responsibilities of an intelligence unit.
From a practical perspective, the latter may involve the strategic planning or the marketing
department. Decentralization to operational divisions implies that business units or other
income responsible units (within the organization) are charged with the responsibility of
integrating an intelligence process within their structures. Again, these units are not
primarily intelligence units, but may benefit from a systematic implementation of
intelligence processes. Diffusion throughout the company relates to more informal
intelligence modes and base on informal networks used to spread information and

intelligence among participants and throughout the company.

Lichtenthaler (2004) is another researcher that focuses on intelligence affairs and
disseminates his “technology intelligence process”. He distinguishes between three forms of
coordination:

e Structural coordination: delegating tasks through hierarchical structures,

e Hybrid coordination: delegating tasks through projects to cover specific topics and

¢ Informal coordination: stimulate and steer autonomous intelligence behaviour.

Structural coordination includes such typical structures as technology intelligence units,
whereby this structure lends itself to the dedicated central unit in Quinn’s (1985) model.
Still, Lichtenthaler (2004, p.132) maintains, that structural coordination in the form of
dedicated intelligence units does not exist in most organizations, which appears to be a
drawback in his conceptualization. Quinn (1985) compensates for this situation by
formulating the inclusion within a central group function. Hybrid coordination includes non-
intelligence specialists, as participants to particular intelligence projects, organized by the
intelligence unit (Lichtenthaler, 2004). Informal coordination tries to steer autonomous

information gathering behaviours through participation in planning processes or the
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implementation of informal discussion networks. It is not sufficiently established whether
such behaviours can be coordinated or even managed. Both models - Quinn’s and

Lichtenthaler’s - are too a certain degree similar.

Kerr et al. (2006) establish a conceptual model consisting of three tiers: (1) a framework
level, (2) a system level and (3) a process level. The framework level maps information
requirements and knowledge gaps of organizational members to the intelligence activities
(Kerr et al., 2006) and so appears to be similar to the intelligence needs stage of the
intelligence cycle. The system level provides mechanisms to both tailor and configure a
system architecture and its operational modes to the actual intelligence needs (Kerr et al.,
2006). The process level is highly congruent with the intelligence cycle, and is used for
running an intelligence system. It is composed of individual steps such as information
gathering, analysis or dissemination of intelligence (Kerr et al., 2006). In general, Kerr et al.

(2006) propose a more elaborate and detailed version of the intelligence cycle.

Mortara, Kerr, Phaal and Probert (2009) have developed a framework for “Technology
Intelligence”. Their framework is an advancement to the model referred to above by Kerr et
al.”s (2006) and is designed to fit technology-based corporations. It covers four basic layers:
1) the sources of information, 2) the intelligence streams (market, competitive, technology),
3) the actions (identifying opportunities, being aware of threats, assessing the state-of-the-art
and profiling trends) as well as the 4) the decision makers. The Technology Intelligence
model puts great emphasis on the different searching modes. The latter are identified as
trawling, scanning, mining and targeting. Developing a critical stance to the model
presented by Mortara et al. (2009) includes the view that there is an overemphasis on
information and information searching modes, rather than on the construction and
dissemination of intelligence. Mortara et al. (2009) assert that the literature has not
presented sufficient practical examples of intelligence systems; a finding, that based on this
review, can be confirmed. Their latter conclusion is brought into relation with a statement

from their paper (Mortara et al., 2009, p.133):

“Future research will investigate by looking into how best to deploy social networks

resources to maximize intelligence outreach.”
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The main problem with the models presented in this section is, that they are not capable of
integrating the number of different recommendations proposed by literature. Firstly, most
researchers focus in their work on the intelligence cycle as the basis for developing their
thoughts. Developing further an interpretation from the synthesis by relying on the
intelligence cycle as the interpretative methods, is not justifiable due to incongruent and
contradictory results. This relates to the question of individual market intelligence activities
and techniques that are to be allocated to particular structures or coordination forms. For
such an approach the intelligence cycle is too simplistic. This is also true for the models by
Kerr et al. and Mortara et al.

Using one of the other models (Quinn, Lichtenthaler) as the interpretative basis is also
problematic. They differ drastically from the intelligence cycle, resulting in limited
opportunities in terms of integrating individual recommendations of literature with either of
the models. That makes them not acceptable as an interpretative technique, as it would

reduce the evidence base reviewed, selected and analysed to a minimum in an interpretation.

Another option is to develop an own interpretative technique, instead of relying on an
existing model for undertaking the interpretation. To establish an own interpretative
technique (model) is at this instance not possible due to aforementioned contradictions and
weaknesses in the evidence base. This has already been identified as a weakness of the
thematic analysis (see section 2.2.2), but is here transformed into a tool that allows the
identification of additional research needs. The lack of practical investigations in concrete
industry environments (Mortara et al., 2009) enhances the need for additional research,

through the lens of plant building.

2.5.2 Main criticisms towards existing market intelligence conceptualizations

Apart from those contradictory recommendations that have been criticized already, a
number of additional criticisms, expressed by reputable researchers, have to be mentioned at
this point. For their perceived relevance, they are summarized below and will continue to

guide this research work.

Wolter (2011, in Keuper et al., 2011) emphasizes the need of organizations to form
integrated analysis frameworks to identify and assess potential threats and opportunities in
the marketplace. These integrated frameworks, indicated as intertwined processes of

gathering, analysing and constructing intelligence, are also useful as to follow general trends
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and competitors’ strategies and actions. Wolter’s suggestion is justified, as Ghoshal (1985)
already indicated that information gathering may only be undertaken by managers with
relations to industrial partners, as well as, the fact that only managers with an experience
background are in a position to analyse and interpret competitive information. From a
practical perspective these two groups of persons may result in two overlapping or even
congruent circles of persons. Furthermore, Quinn’s (1985) and Lichtenthaler’s (2006) model
integrate such a perspective in their three, respectively four, forms of coordination. This is in
contrast with the model proposed by Mortara et al. (2009) that places great emphasis on
competitive information and information searching modes, rather than on producing the
actual intelligence that may be needed for such activities as planning, decision making or

problem solving (see Figure 4).

Market intelligence has been called a knowledge management issue (Marin and Poulter,
2003). Also Vuori (2006) and Myburgh (2004) see strong interrelations between market
intelligence and knowledge management. Stauffer (2003) thinks that effective market
intelligence builds on the tenets of knowledge management and adds to this that for MI to
work, it needs to be connected to the organization at many different levels. Bose (2008)
agrees to that and notes that the MI programme should not be distinct and isolated. He
thinks that the entire organization should be engaged in market intelligence efforts.
Especially the latter statements of embedding intelligence into the organization, relate to
Quinn’s (1985) model which indicate diffusion of intelligence throughout the company as
being a main element of market intelligence. Also Lichtenthaler’s (2004, p. 124) model
integrates this view, as he purports that informal intelligence behaviours are to be steered
and stimulated, and even coordinated. The intelligence cycle is too simplistic in order to
integrate such complex structures. Drott (2001) sees the issue of market intelligence as a
knowledge management issue, as ways to foster the exchange of information and knowledge
within an organization and to connect intelligence with learning processes. These items
appear to be especially relevant in indirect personal strategies, micro environment analysis
and/or interpretation and informal dissemination. However, there are few recommendations
in literature concerning how to integrate knowledge management and market intelligence or
how to form integrated analytical frameworks. And maybe it is a distraction to explicitly

focus on the management of such processes.
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Drott (2001) states that a new view on market intelligence information is necessary. This
means that an approach is needed which recognizes the many kinds of personal knowledge,
to be collected and organized as corporate information assets, implying that such an
approach needs to look beyond computerized databases (Drott, 2001). In Drott’s view,
market intelligence can be greatly enhanced by establishing formal methods that allow
converting appropriate personal knowledge into corporate information (Drott, 2001). No

concise recommendation of how to integrate a new view is given.

2.5.3 Formulating the need for additional research

Based on the above discussion, a well-grounded and argued interpretation of the analysis
and synthesis performed in the course of this systematic review is not possible. This
difficulty is enhanced by additional criticisms expressed by researchers. These criticisms are
justified and need to be revisited in line with the research progress. In this regard, Figure 13
represents the central outcome of this systematic review, and is referred to as the initial
conceptual framework. A larger version of the diagrammatical concept is available at

Appendix No. 2.

Additional research is necessary in order to develop a refined conceptual framework. This
need for additional research is supported throughout the literature. Although market
intelligence systems are put into operation in many organizations today, companies struggle
with the process of converting data and information into intelligence (Wright and Calof,
2006, in Bose, 2008). The reasons are:

e Managers have not yet understood how to gather and analyse external information

properly or effectively,
e Managers are overly confident in the capabilities and resources of their organizations

to deliver more value to their customers (Kahaner, 1998, in Bose, 2008).
Perhaps managers need to be aware, that not all aspects of market intelligence can be

managed explicitly. There appear to be processes of social interaction that are central to MI

that cannot be captured explicitly in a detailed management plan.
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2.6 Outlook on the following Chapter

The next chapter will set the foundations in terms of methodology and methods relevant for
the empirical study. The approach used in the study is deductive. This is in line with the
deductive approach in the systematic review.

The summary of the conceptual framework revealed an overall advanced state of research in
industrial market intelligence, together with a number of weaknesses and contradictions.
These weaknesses were surfaced, externalized and verbalized after an intense period of
reflection, which is detailed in the next chapter. Apart from investigating weaknesses and
contradictions in literature, it is essential to explore market intelligence through the lens of
the plant building industry. This view is supported by Trim and Lee (2006) who argue that
market intelligence concepts need to be industry specific if they are to have a high degree of

usability.

Due to the fact, that no systematic review, theoretic model or other concept is available on
plant building market intelligence today, the central research question is modified to a
research proposition. This is justified, as research propositions are relevant especially in
exploratory research where little is known about a certain phenomenon. This is the case in

this research work.

The overall research proposition is:
“The initial market intelligence framework has to be re-conceptualized in order to be

valuable for the plant building industry.”

Valuable in this regard means that apart from clarifying weaknesses and contradictions, an
investigation from within the industry will advance the understanding of industry members
with regard to application of such a concept. Through research from within the industry, it is
ensured that the idiosyncrasies of the industry, that may have an influence on the concept
are integrated into the new framework concept. The methodological exploration of this

proposition is part of the next chapter.
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3. Methodology and Methods

3.1 Introduction

The main purpose of this chapter is to discuss the methodology implemented by the
researcher and to describe the implications on the research approach chosen. Justifying the
methods employed, as well as, discussing the details involved in constructing a refined
conceptual framework for market intelligence practices in the plant building industry will be

addressed.

A starting point in determining further course of action is the elaboration of a research
strategy. A research strategy is, according to Maxwell (2005), a plan of how to achieve
research objectives. Maxwell also purports that in the process of formulating a reasonable
research strategy, a researcher does not have to adopt in total a single paradigm or tradition.
Rather, the researcher is free to combine aspects of different paradigms and traditions as
long as compatibility has been assessed. The presentation of the strategy developed begins

with detailing purpose, research needs and limitations of the study.

Based on the position that the researcher is operating from (Gray, 2009), recommendations
for qualitative case studies may vary. Different authors such as Yin, Eisenhardt or Stake
(Gray, 2009) can be helpful in obtaining the tools necessary to select an appropriate
approach. Thomas and Linstead (2002) based their constructivist qualitative case study on
Yin’s proposals, who although not a constructivist, describes a broad method that can be
implemented in many paradigms and methodologies, including constructivism (Easterby-
Smith, Thorpe and Jackson, 2008). This so-called broad method presents an advantage
inasmuch as, it can be used for theory building, in particular if the study is exploratory (Yin,
2009). According to Maxwell (2005) a conceptual framework, however intermediary or
tentative it may be, constitutes theory. Furthermore, this chapter addresses the issue of ethics
in research and the concept of quality used to appraise the data. The latter is designed to

ensure that (acceptable) scientific standards are met.
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3.2 Research Strategy

3.2.1 Purpose of the research

The overall objective of this research is to construct a refined conceptual framework for
market intelligence practices, as unfolded in the plant building industry. A conceptual
framework, also referred to as theoretical framework, is a type of intermediate theory that is
implemented in order to connect all aspects of inquiry, i.e. definition of the problem,
purpose, and methodology, as well as, literature review, data collection and interpretation of
the research findings (Maxwell, 2005). A framework can take different forms depending on
the research question, including narratives, or may go so far as to present a model.
Conceptual framework development has often been linked to exploratory types of research

(Maxwell, 2005).

In terms of research purpose, three different options are mentioned in literature: exploratory,
descriptive and explanatory research (Yin, 1989). Exploratory research often initially relies
on secondary research, in particular when for example reviewing existing literature, as well
as, in the empirical phase when implementing qualitative methods (Saunders et al., 2007). In
the context of the above mentioned options, the purpose of this study is exploratory,
although it may be argued, that it is only exploratory in a descriptive way. To explore the

underdeveloped area of plant building market intelligence is considered the overall purpose.

An exploratory study is a valuable means of seeking insight and assessing a phenomenon
(Saunders et al., 2007), especially when little is known about a specific phenomenon (Gray,
2009). The extensive literature review has revealed, that no conceptual framework to date
has been found or prepared on plant building market intelligence. Thus, the value of
conducting this research is connected to providing helpful means optimizing plant building
market intelligence. The aim is to replace universalistic concepts found, by a more
particularistic one, if only in part. Trim and Lee (2008) support such an approach by

confirming, that useful market intelligence concepts need to be industry specific.
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3.2.2 The definition of problem

3.2.2.1 General impression

In general, the literature review revealed that market intelligence is a well-studied topic. The
many contributions found have supported the construction of an initial conceptual
framework on industrial market intelligence, although this in particular made the task of
finding a way through the topic also delicate. A thorough and prolonged reflection process
followed the preparation of the literature review, together with numerous conversations with
experts. Much of the literature evidence portrays a normative approach. Although this is
regarded as good practice, Mortara et al. (2009) state that few practical investigations have
been undertaken in the field of market intelligence, indicating that more practical research

from within industry is necessary or at least useful.

The initial conceptual framework has revealed weaknesses and contradictions located in
current market intelligence literature. Additional criticisms have been raised in connection
with the simplistic intelligence cycle (Drott, 2001; Marin and Poulter, 2003; Myburgh,
2004; Vuori, 2006). The following statements have already been brought forward in the last
chapter (see section 2.5.2), but are reviewed again due to their relevance for the study:

e Effective market intelligence builds on the tenets of knowledge management.

e Market intelligence needs to be interconnected at several layers of an organization, in
order to foster the exchange of information and knowledge, and to establish a
connection to the learning process.

e Market intelligence is composed of formal and informal activities, and may not
always be manageable in the sense of a management plan.

e Personal knowledge has to be collected (indirect personal approach) and organized as
corporate information asset, which implies an organic approach that needs to look

beyond computerized databases.

These criticisms consolidate the personal conclusion that the intelligence cycle is not
capable of integrating the array of perspectives, necessary to effectively integrate an
intelligence process with an industrial organization. The statements found continue to guide
the research process as they may have the potential to change the initial framework

considerably. The issue of information and knowledge sharing for example, is related to
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different forms of organizational groupings portrayed among others in knowledge
management literature (von Krogh, Ichijo and Nonaka, 2000; Wenger, McDermott and
Snyder, 2002).

A systematic start to problem definition includes eliminating those aspects of the initial
framework where substantial uniformity throughout the literature is given. These are:

e Intelligence needs,

e Sources of intelligence,

e Products and services from intelligence operations,

¢ Intelligence storing, and

e Utilization and feedback.

The remaining items include weaknesses such as incongruent or contradictory findings:
e Collection strategy,
e Analysis and interpretation of information, and

e Dissemination of intelligence.

From the three items mentioned above, those aspects related to human intelligence are the
ones that portray incongruent and contradictory findings: indirect personal gathering
strategies (part of the collection strategy), micro environment information analysis and/or
interpretation (analysis and interpretation of information), as well as, informal dissemination
of intelligence (dissemination of intelligence). The plethora of (contradictory)
recommendations, respectively, the lack of concise recommendations, may hinder managers
to embark on these elements of market intelligence operation (supported by Vuori, 2006;
Wright and Calof, 2006, in Bose, 2008). These mentioned aspects of market intelligence are
conducted using the body of general managers, thereby integrating the intelligence function
with many organizational units, and so preventing an isolated market intelligence

programme. The latter is explained as a main threat to any market intelligence system (Bose,

2008).

These incongruent and contradictory results of the literature review are used as the starting

point for the empirical research part. This strategy is visualized by adding question marks to
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the initial framework already presented in the last chapter (see Figure 13). The limitations of

the study are detailed in the section 3.2.3.

Figure 14: Results from reflecting on the literature review (author’s own design)
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3.2.2.2 Indirect information gathering

Indirect gathering relates to collecting competitive information from within the company.
The method includes the actual acquisition of information, through for example seeing,
listening, asking questions, taking photos, collecting promotion material, among other
forms, and passing on the information for analysis and interpretation purposes. In some
cases it can be assumed that the processes of gathering and analysing are inter-related or

even inseparable.

Indirect gathering is a distinct and important strategy (Ghoshal, 1985). It is especially
relevant when retrieving information that is related to the micro environment, including
information on customers, competitors or competitor products and innovations. Such
information may be brought back by managers and employees after e.g. business trips,
reference visits, customer meetings or participation at conferences. Information received,
however, may also be part of the macro environment, or originally be from secondary

sources.
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Figure 15: Direct and indirect gathering strategies and their assumed value with regard to

micro and macro environment information (author’s own scheme)
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Since only managers part of industrial relationship networks are able to collect critical
information on customers, competitors and other elements of the micro environment
(Ghoshal, 1985), it is assumed that the general body of managers is indispensable when
embarking on indirect personal gathering strategies. This may relate to issues such as
integrating the intelligence function with as many organizational units as possible (Bose,
2008) and fostering the exchange of information and knowledge by looking beyond
computerized databases (Drott, 2001).

This indirect personal gathering strategy appears to be of essential importance, especially in
plant building. The direct sales approach in plant building implies that managers and
engineers from different departments, such as sales, project management, financing,
technology and commissioning, are in constant and direct contact with representatives of
client organizations. Furthermore, contact is held directly with financing institutions,
consulting companies, suppliers, and other market participants (Kuerbisch, 2007). It is the
complex and technologically demanding nature of the business that paves way for this direct
sales approach (Eberle, 2008). This makes the exponents of the aforementioned departments

potential partners for indirect gathering strategies.

Another argument in favour of the indirect personal gathering strategy is the timeliness of
the information that serves as input into the intelligence system. This timeliness is described
by Fuld (1985, in Pease, 1991, p. 22) as a sequence of events:

(1) Rumours about an event occur,

(2) Insiders know about the event,

(3) The event occurs,

(4) Trade press writes about it,
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(5) General press writes about it,
(6) Events gets recorded in a database, and

(7) Lastly the event is shelved in the library.

Kuada (2002) states that market intelligence needs to be a system that allows for early
identification of opportunities and threats. The direct sales approach of plant building may
allow embarking on indirect gathering strategies, taking into account the timeliness of

information.

The plethora of recommendations in literature have received little consensus (Vuori, 2006;
Koskinen et al., 2005, in Vuori, 2006). This fact together with aforementioned criticisms by
Drott (2001) and Bose (2008) make this starting point worthy of further investigation.
Recapitulating, the array of recommendations includes the following:
e Technological (e.g. virtual, software) versus non-technological approach (e.g.
physical meetings).
e Formal (e.g. department or team meetings) versus informal approaches (e.g.
networks, open participation meetings).
e Laissez-faire approach: indexed lists.
e Flanking measures by intelligence personnel, such as follow-up calls, or information

requesting e-mails, intelligence boxes and debriefing activities.

Detailed research question #1 is therefore:

“How do plant building managers gather and share competitive information?”

3.2.2.3 Information analysis and interpretation

The information that is gathered may be grouped into two different categories, firstly,
information from the macro environment and secondly, information from the micro
environment. Ghoshal (1985) and Prescott (1999) recommend establishing a central
intelligence function, alternatively, this function is performed by another central department
(Quinn, 1985), or by intelligence task forces located at individual business units of an
organization (Prescott, 1999). The task of analysing and interpreting macro environment
information is often related to the role of an analyst within such central units (Ghoshal,

1985; Prescott, 1999). Techniques for analysing and/or interpreting information from the
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macro environment are portrayed as structured and formalized methods such as PESTLE,

industry analysis or the SWOT analysis (Prescott, 1999).

In contrast to the recommendations concerning analysis and/or interpretation of macro
environment information, the findings for micro environment information analysis are
ambiguous. Again, it is necessary to rely on non-intelligence personnel in the course of
micro environment information analysis. Ghoshal (1985) clearly states that mainly managers
with experience and knowledge in the actual business domain are in a position to judge and
assess micro environment information. Personnel from the intelligence unit (or other central
department) is said to be divorced from the context and is therefore not in a position to
perform such activities (Ghoshal, 1985). The array of contradictory recommendations for
micro environment information analysis is summarized as follows:
e Technological (e.g. virtual meetings, software) versus non-technological approach
(e.g. physical meetings).
e Formal (e.g. department or team meetings) versus informal approaches (e.g.
networks, open participation meetings).
o Laissez-faire approach: indexed lists.
e Flanking measures by intelligence personnel, such as organizing expert analysis

meetings and managing indexed lists.

Further criticisms are available from literature that may be brought into connection with
micro environment information analysis. Marin and Poulter (2003), Myburgh (2004) and
Vuori (2006) see market intelligence and knowledge management connected. Drott (2001)
purports that information and knowledge exchanges are relevant in market intelligence.
Since information analysis and interpretation (especially from the micro environment)
requires a knowledge and experience background (Ghoshal, 1985), structures and settings
from the knowledge management domain may be helpful to advance the understanding and

guide the establishment of micro environment information analyses processes.

In addition, the analytical and interpretative techniques and methods used in conjunction
with micro environment information are not addressed in literature. PESTLE or SWOT are
said to be used mainly in macro environment information analyses. Therefore, micro

environment information analysis and interpretation are worthy of further investigation.
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Detailed research question #2 is therefore:

“How do plant building managers analyse and interpret competitive information?”

3.2.2.4 Informal dissemination of intelligence

Informal dissemination of intelligence is a building block of an intelligence system.
Importantly, it integrates intelligence with many organizational units (Bose, 2008) and
allows the latter to profit from intelligence produced at other venues. Although (a limited
number of) examples of informal dissemination of intelligence are presented in literature,
this aspect is worthy of further investigation. This may be related to criticisms from

literature, such as Drott’s (2001) call for a connection of market intelligence and learning.

Detailed research question #3 is therefore:

“How is market intelligence disseminated informally?”

3.2.2.5 Concept development for plant building market intelligence

Using the contradictions and weaknesses of literature as a starting point will allow to
immerse into plant building specifics by deliberately including plant building experts into
the investigation. This is important as to establish a plant building market intelligence
framework by exploring how the phenomenon of market intelligence unfolds in this
particular industry. This implies concluding the research from within the industry eventually
moving from the simplistic intelligence cycle, deemed not capable of fully explaining a
complex phenomenon as market intelligence, to a refined conceptual framework that is able

to explain the phenomenon in a more precise way.

Detail research question #4:

“How can a market intelligence framework for the plant building industry be re-

conceptualized in order to add value to the knowledge base of the organization?”
This research question is furthermore related to the criticisms expressed by a number of

researchers, which have already been included in this section. It is connected to organic

strategies, that allow establishing integrated analysis frameworks by connecting market
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intelligence to many organizational units. The inclusion of personal knowledge as an input
factor into market intelligence operations, furthermore requires moving this concept beyond
software solutions, possibly connecting market intelligence with knowledge management
topics and/or learning processes. Eventually, the four detailed research questions are
connected to a larger number of sub-questions, although these are not included here as they
are thought to emerge as additional insights from the exploratory investigation. This requires
an appropriate and sensitive research approach and set of methods and techniques ensuring
rich descriptions leading to a comprehensive layout of the phenomenon of market

intelligence.

3.2.3 Limitations of the research

Producing a conceptual framework forces one to specify, not only what will be studied, but
also what is going to be omitted (Gray, 2009). The market intelligence process as it unfolds
in the plant building industry forms the core interest of the investigation. This relates to
exploring, formulating and possibly (re-)arranging individual stages related to the overall

process based on what has been learnt from the initial conceptual framework.

It has been said, that organizational awareness and culture is a main component to any
intelligence operation (Muller, 2003). This culture has to exist and must be nourished, for
example through unambiguous support of the intelligence programme by top management.
Havenga and Botha (2003) purport that without visible support by top management, the
intelligence programme may not be viewed as a corporate priority by the general body of
managers. As shown already, the support of individual managers and employees is,
however, required in several steps of the intelligence operation. Moreover, corporate reality
usually includes a plethora of initiatives, possibly leading to the perception that intelligence
is but one more kind of initiative. Items such as culture, supportive or preventive to the
development of the market intelligence programme, as well as, the awareness with regard to

its importance are therefore assumed to exist.

Attitudes and skills of individual managers with regard to market intelligence operations are
critical. Information as a principal source of power may not be transmitted from line
managers and other personnel, due to lack of rewards and incentives and perceived loss of
power. Liebowitz (2006) argues that rewards and incentives may offer support in

overcoming such a situation, where the human intelligence network is not willing to
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participate in market intelligence operations. Kelly (2006) adds, that managers trade
information they have, for information they need and that this should be considered when
designing information gathering methods. This work therefore assumes willingness of
managers to participate, as well as, of the people involved. It furthermore assumes that
participants are trained appropriately in order to able to participate in a market intelligence

programme.

The definition of intelligence needs, a key aspect in the management of the market
intelligence process, will also be excluded from research. Firstly, the state of research on
this issue, be it with regard to the intelligence audit or the key intelligence topics, is
advanced. The benefits from engaging in this aspect is therefore minor; moreover Herring
(1999) purports, that intelligence topics may differ from company to company, even within
the same industry, due to different priorities and strategies of the individual enterprise. Since
it is the aim of the study to produce results that are transferable to the entire industry,

intelligence needs cannot be included.

Utilization of intelligence in business processes, for example in strategic planning, decision
making or problem solving, is furthermore excluded. The idea of utilizing intelligence in
managerial work has often given rise to criticisms. According to Little and Fahey (2006), as
well as Ghoshal (1985), failures with regard to integrating intelligence and action are
foremost due to lacking skills of intelligence personnel or may be related to the attitude of
intelligence users towards intelligence. The latter may include the opinion of users that
intelligence is not beneficial to their work, especially, when intelligence commands re-

thinking of established practices and routines.

The importance of an appropriate software tool to support intelligence operations is
acknowledged by the author. This field has, through the development of an own market for
such applications, gained in momentum. Nevertheless, the purpose of the study is not to
advise in terms of suitable tools. Hare (2008) suggests that a framework or process has to be
established prior to any technology development or implementation. It is thus the framework
that has to exert its demands on the software application and not vice-versa (Hare, 2008),

admitting the framework concept a higher priority.
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3.3 Research Methodology

3.3.1 Social constructivism in research

The theoretical position, other researchers call it research philosophy (Saunders et al., 2007)
or research paradigm (Guba and Lincoln, 1994), refers to a set of philosophical assumptions
(Guba and Lincoln, 1994) with regard to ontology and epistemology and typically includes
specific methodological strategies (Maxwell, 2005). Guba (1990, in Punch, 1994) sees
paradigms as a basic set of beliefs that guide actions. The researcher thus approaches the
world with a set of ideas, a framework including theory and ontology, that specifies
questions (epistemology) that the researcher then examines using a specific methodology
and method of analysis (Denzin and Lincoln, 2000). Paradigms are thus human

constructions that guide thinking and doing, through the worldview developed.

Positivism, post-positivism, constructivism, critical theory and others have been termed
major paradigms (Punch, 1994). Epistemology relates to the question of the nature of
knowledge, as well as, the relationship between the inquirer and the known (Punch, 1994).
Ontology on the other hand, raises basic questions about the nature of reality (Punch, 1994).
Epistemology and ontology exert their forces on methodology, which is concerned with the

way that knowledge is gained about the world (Punch, 1994).

Major paradigms have been thought to be competing for acceptance as the paradigm of
choice in informing and guiding inquiry (Guba and Lincoln, 1994), although the metaphor
of the “paradigm wars” (Gage, 1989, in Guba and Lincoln, 1994, p. 116) seems to be
overdrawn. Positivism often provides the backdrop against which other paradigms operate
(Punch, 1994). It has come under criticism as positivist (including post-positivist) paradigms
are unable to deal adequately with the surrounding etic, emic, nomothetic and idiographic
dimensions of inquiry (Guba, 1990, in Punch, 1994). Guba thinks that too many local
(emic), case-based (idiographic) meanings are excluded by the generalizing (etic),

nomothetic, positivist position (1990, in Punch, 1994).
Constructivism has been termed a “mosaic” (Holstein and Gubrium, 2008, p. 7) informing

many different research programmes in such fields as anthropology, social sciences,

psychology and also management studies. Constructivism adopts a relativist ontology (Guba
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and Lincoln, 1994), meaning that multiple realities are mental constructions based on social
and experiential input and are local and specific in nature. These constructions are alterable
as are the associated realities. Alterable, multiple realities are in sharp contrast to
nominalism or idealism (Guba and Lincoln, 1994). The transactional and subjectivist
epistemology assumes that investigator and objective of investigation are interactively
linked so that findings are created as the inquiry proceeds (Guba and Lincoln, 1994). The
methodology has been described as hermeneutical and dialectical, in the sense that
individual constructions can only be refined through interactions between investigator and
participants (Guba and Lincoln, 1994). The aims of inquiry orient themselves towards the
production of reconstructed understandings. According to Schwandt (1989, in Punch, 1994),
constructivist approaches basically enact an emic and idiographic approach to inquiry. The
latter are preferred approaches in the context of this work, as it is the objective to produce a

contribution from within industry.

Social constructivism suggests that the world that people create, in the course of social
interaction, is unique in its characteristics (Thomas and Linstead, 2002). It provides the
thought, that knowledge is created through exchanges among people. A social constructivist
could believe that people forge the meaning of a situation in discussions and/or interactions.
Thus a methodology influenced by social constructivism is a distinctive way of disputing a
shared comprehension of the social world, through its own vocabulary and language of
interpretation (Holstein and Gubrium, 2008). Constructivist research typically deals with
practical workings of what is constructed and how the process unfolds (Holstein and
Gubrium, 2008). Although this puts constructivism into a close relationship with qualitative

research methodology, this may not necessarily be the case (Guba and Lincoln, 1994).

Although social constructivism has received substantial recognition throughout the
academic community, several weaknesses are associated with it. The negotiation process
may prove to be time consuming, sometimes not only unfolding in the discussion, but also
in the questioning part of research. Mitigating this threat requires skills such as negotiation
techniques and time management abilities. Furthermore, analysis and interpretation work are
difficult to perform. Due to the lack of widely acknowledged techniques, a well-thought
through and thoroughly detailed research design is necessary. In comparison, the

instruments quantitative research employs are developed and clear.
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In addition, low credibility of constructivist research findings with policy makers have been
mentioned (Easterby-Smith et al., 2008). This may be due to higher credibility associated
with quantitative research, often characterized as robust, objective or detached. In social
constructivist research work the aim may not be to produce research with the
aforementioned characteristics, but rather promote a better way of thinking and living, by
constructing “valuable and beneficial conceptualizations” (Weinberg, 2008, in Holstein and
Gubrium, 2008, p. 15). Negotiating processes in research may render desired results such as
lowering barriers from opposing stakeholders drawn into the research process. This

approach may lead to more sustainable results (see also Kurt Lewin, 2004).

3.3.2 Adopting a deductive approach

Bose (2008) considers deduction, induction, pattern recognition and trend analysis as
fundamental forms of analyses. Inductive reasoning is related to the ability of combining
separate pieces of information and answers to problems, among others, is order to establish
general rules or conclusions (Bose, 2008). It involves thinking about why different items
belong together (Bose, 2008). This approach requires searching for emerging patterns only

after data collection and analysis.

Deductive reasoning means to apply general rules to specific pieces of information or
problems for the production of a logical solution (Bose, 2008). This process includes
deciding if the solution makes sense (Bose, 2008). It furthermore involves deciding on the
premises for analysis before considering the data. This approach is in line with the general
theoretical approach in this research, as well as, with the approach used in the systematic
review and with Yin’s (2009) demand for theory before practice. Although, social
constructivism appears to favour the use of induction through the construction of rich data
(Easterby-Smith et al., 2008), this is not generally the case (Roworth-Stokes, 2006; Gubrium
and Holstein, 2008).

The research approach here is described as rather deductive, with some inductive elements.
Although themes are initially constructed before data collection, they are re-visited after
data making in order to re-assess their relevance in a pragmatic manner, leading to minor
modifications. Qualitative research has sometimes been called an iterative process, with the
researcher alternating between literature and data. There is a similar interplay between

deductive and inductive approaches, often preventing clear-cut determinations.
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3.3.3 Qualitative methodologies

Strategies of inquiry include qualitative, quantitative and mixed methods research. They are
sometimes referred to as “research approaches” (Creswell, 2007, in Creswell, 2009, p. 5) or
“research methodologies” (Mertens, 1998, in Creswell, 2009, p. 5). Although Guba and
Lincoln (1994) state that, both qualitative and quantitative methods may be used
appropriately with any research paradigm (Guba and Lincoln, 1994), preferences for certain

strategies appear to exist (Maxwell, 2005).

Quantitative research has been brought into relation with researchers using logical
positivism and employing methods such as experiments and quantitative measurements to
test hypothetical generalizations (Hoepfl, 1997, in Golafshani, 2003). In such an approach
the emphasis is on (1) facts and causes of behaviour, (2) data in the form of numbers, (3)
mathematical processes in analysis, and (4) expression of the final result in statistical
terminologies (Charles, 1995, in Golafshani, 2003). Such a position emphasizes that the
world is made up of observable, measurable facts based on the assumption that social facts
have an objective reality. This stance is opposed by interpretive positions. Pablo Picasso, the

renowned painter, expressed in 1966:

,If there was only one truth, you could not paint a hundred canvases on a single

’

theme.’

Qualitative research uses a naturalistic approach. It tries to understand a phenomenon as it
occurs in a context-specific setting (Golafshani, 2003). Thereby, it produces non-numerical
data, and the findings from such research processes are not arrived at by statistical or other
numerical means. Instead, qualitative researchers seek understanding and extrapolation to
similar situations (Hoepfl, 1997, in Golafshani, 2003). Qualitative research implies that the
emphasis of the inquiry lies on the qualities of entities, on processes and meanings, not
experimentally examined or measured in terms of quantity, intensity or frequency (Denzin
and Lincoln, 2000). In essence, and although qualitative research is many things to many
people, it requires commitment to a naturalistic or interpretive approach, as well as, an
ongoing critique of the politics and methods of (post-)positivism (Denzin and Lincoln,
2000). Qualitative research differs from quantitative in five significant ways (Denzin and

Lincoln, 2000):
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e Use or denial of positivism and post-positivism,

e Acceptance of postmodern sensibilities,

e Capturing the individual’s point of view,

e Examining constraints of life, being and understanding,

e Securing rich descriptions.

Qualitative research has often been criticized for its lack of scientific rigour (Mays and
Pope, 1995). “Unscientific” is a label that is particularly damning, considering the prevailing
notion that scientific knowledge constitutes the highest form of knowing (Mays and Pope,
1995). The criticisms most frequently witnessed are those attacking qualitative research at
its foundations, that it is but an assembly of anecdotes and/or personal impressions, that it is
prone to researcher bias, that it lacks reproducibility, as well as, generalizability (Mays and
Pope, 1995). The many methodological techniques employed by qualitative researchers
have been viewed as “soft” science — and a relation between qualitative research and artistic
activities or journalism have been established (Cook, 1981, in Denzin and Lincoln, 2000;

Wolcott, 1995, in Denzin and Lincoln, 2000).

These critics presume nothing less than a stable, unchanging reality that can be studied using
empirical methods (Denzin and Lincoln, 2000), which is highly questionable especially in
the research of human affairs. In recent years counter-pressures against the quantification of
research have emerged and the recognition of qualitative research has steadily increased
over the past decades (Flick, 2009). Qualitative researchers may stress that objective reality
cannot be captured, and that the thing is only known is through its representation (Denzin

and Lincoln, 2000).

Today, researchers such as Flick (2009), see research methodologies separately, but side by
side, with the applicability related to the individual overall research question. Agreement
with such a position as the author does, suggests that neither approach is per se preferable,
but rather it is the context that prefers one or the other (or even a combination of both)

methodology.

As qualitative research is contextual, being collected in a natural setting (Gray, 2009), it

makes it well applicable for the proposition and the questions that this work addresses.
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Qualitative research can show how and why things happen (Charmaz, 1995, in Gray, 2009).
A wide range of interconnected interpretive practices may be deployed, all with the aim to
obtain a better understanding of the subject matter (Denzin and Lincoln, 2000). Qualitative
research has been linked closely to exploratory research, to be used in cases in which there
is little known about the phenomenon to be studied (Strauss and Corbin, 1990, in Gray,
2009). Qualitative strategies include a number of approaches such as ethnography, grounded
theory, phenomenological research and others (Flick, 2009). It does not have a distinct set of
methods that are entirely its own, rather, qualitative researchers use different practices and
techniques (Denzin and Lincoln, 2000). No specific method can be privileged over any
other, as every single one may provide important insights and knowledge (Denzin and

Lincoln, 2000).

This exploratory study will follow a purely qualitative inquiry strategy. It is the preferred
method that provides answers to how and why questions, as the focus lies on a complex,
contemporary phenomenon within a real-life context, which is the case in the research
presented. Some researchers argue, that a combination of qualitative and quantitative
methods can produce better results than studies relying on just one method. However,
according to Kleining (1982, in Flick, 2009) qualitative methods do not need any
quantitative method to complement the results. This research is drawing from a considerable
basis of existing industrial market intelligence literature, referring to theoretical and
empirical research including quantitative, qualitative and mixed methods studies. The focus
is placed on exploring how the process unfolds in an industry that has to date received little

attention. This situation allows the sole use of qualitative methods.

3.3.4 Discussing applicable research methods

Constructivist research has its origin in the assumption, that there is no absolute truth, but it
is the duty of the researcher to establish how various claims for truth and reality are
constructed in everyday life (Easterby-Smith et. al, 2008). Easterby-Smith et al. (2008)
present a chart showing the compatibility of research methods and epistemologies. Action
research, narrative methods, grounded theory and ethnography have been explicitly
mentioned to commensurate well with a constructivist position. Case study research may be
referred to as a broad based method (Easterby-Smith et. al, 2008) and has also proven its

beneficial applicability in constructivist research programmes (Thomas and Linstead, 2002).
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In short, the use of a qualitative case study approach delivers the answers to the questions

posed.

Action research has often been used to initiate change, with the researcher itself becoming
the agent promoting change. This flexible method has been used in many research
programmes, proving its applicability. However, the objective here is not to change industry
practices, but rather to construct a conceptualization that has not yet been prepared. The
purpose for engaging in this project is fundamentally different than in projects under the
auspices of action research. It is considered that action research is not the preferred method

in the context of this study.

Grounded theory has often preferred codes, widely used in the analysis of qualitative data,
to emerge from the data collected (Easterby-Smith et al., 2008). The method proposed by
Glaser and Strauss (1967, in Eisenhardt, 1989) relies on continuous comparison of data and
theory, beginning with data collection. Such an approach is not applicable here, as this work
draws on existing theory from industrial market intelligence. For this reason, grounded

theory is not implemented.

Ethnography is a method that has been used by outsiders to understand social behaviour of
certain groups or communities by acceding to them (Gray, 2009). The author is, however,
not an outsider to industrial plant building. Ethnography may thus be of limited use in this

research, and is so not considered as a research method.

Narrative methods have contributed research findings by emphasizing the importance of
stories and myths as a central element of organizational reality (Easterby-Smith et al., 2008).
Although proven in its applicability, the focus of this work is placed on exploring the
managerial process itself, rather than understanding the process solely through stories and

myths. Therefore, narrative methods are not implemented in this research project.

A further point of interest is the construction of theory before turning to the empirical study.
This has been argued by Maxwell (2005) as an important component of conceptual
framework development, furthermore, developing an initial understanding of theory before
turning to data, is according to Yin (2009), a characteristic of advanced research practice.

Theory is used to refine and sharpen the subsequent research process. Typically,
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ethnography (Lincoln and Guba, 1985, in Yin, 2009) and grounded theory (Corbin and
Strauss, 2007, in Yin, 2009) deliberately avoid such an approach, which has been criticized,
as being prone to misleading the research direction and process (Yin, 2009). Although
theory development is a time-consuming process, it improves rigour and quality of research
work. Case studies on the other hand, may implement theory development before turning to

an empirical part.
3.4 Case Study Research

3.4.1 Definition and characteristics

A case study is a research strategy that examines a phenomenon in its natural setting, with
the boundaries of the phenomenon not clearly evident at the onset, and where no
experimental control or manipulation is used. The case study method is implemented in
many different fields of science such as psychology, sociology, political science or business
management. Case studies seek to illuminate a process, especially why and how it is
implemented (Schramm, 1971, in Yin, 2009). The need for a case study arises, thus, from
the desire to understand a complex social phenomenon (Verschuren, 2003), and is according
to Yin (2009) explicitly applicable for researching managerial processes. Gerring (2004)
states that the many attempts to clarify what case study research means, have resulted in a
disarrangement of definitions. A common-sense definition is therefore likely to be of greater
value (Flyvbjerg, 2011). Gerring (2004, p. 342) formulates the following definition of a case
study as:

“...an intensive study of a single unit for the purpose of understanding a larger class

2

of (similar) units.

Whereby Gerring (2004, p. 342) connotes the term “unit” with

’

“... a spatially bound phenomenon.’

Case studies are a method having been implemented by researchers embedded in a variety
of paradigms (Roworth-Stokes, 2006; Easterby-Smith et al., 2008). Case studies appear to
be used in quantitative, as well as, in qualitative research (Guba and Lincoln, 1994, in

Roworth-Stokes, 2006; Flyvbjerg, 2011). According to Roworth-Stokes (2006) and Gerring
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(2004), however, researchers tend to use case studies more often in association with a

qualitative approach.

Flyvbjerg (2011) defines four characteristics of case study research, beginning with the
demarcation of the unit’s boundaries (the actual case), and the intensity of case studies,
where the latter comprise a richer and more complete picture. Flyvbjerg goes on mentioning
a developmental factor that a case evolves in time often as a string of interrelated events,
where the case then actually comprises the string as a whole. Lastly, the relation to the
environment is the importance of the context in which the case is embedded (Flyvbjerg,

2011).

Differences seem to centre around the question of employing either single or multiple case
designs (see also Roworth-Stokes, 2006; Gray, 2009). Multiple case designs have been
promoted by realists such as Yin (2002, in Easterby-Smith, 2008), whereas constructivist
researchers such as Stake (2006 in Easterby-Smith et al., 2008) appear to prefer single case
designs. In practice, however, this question is of lower priority to some researchers (Kerr et
al., 2006), becoming more complex when confronted with the question of what constitutes a

casec.

Rigid divisions between multiple and single case designs, as suggested by some writers
(Yin, 2002), do not seem to be in place, as many of the so called single case studies may be
seen as multiple case studies (Eisenhardt, 1991; Kerr et al., 2006). Mortara et al. (2009)
speak of a case study consisting of several cases without feeling the need to label it a
multiple study. This phenomenon appears to be present in other pieces of research, as well.
This ambivalence leads to the perception that one reason for applying the multiple label to a
case study seems to be the perceived higher credibility of such research results (Yin, 2009).
This approach resembles a marketing label and is thus useless in social constructivist
research. Concerning data collection, constructivist studies seem to rely more on direct
observation and on direct contacts, generally in the form of interviews (Stake, 2006, in

Easterby-Smith et al., 2008).

3.4.2 Strengths of case study research

One of the main advantages of case study research is that it is used for conducting research

on managerial processes (Yin, 2009). As often the case in managerial processes, an
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intervention may not always have a single and clear outcome, which may be the case in
market intelligence, too. In such instances a case study may be used to explore the situation,
and if only to advance the general understanding of the circumstances. This is applicable in
exploratory research, where no causal relationships are established.

Case study research allows the researcher to become deeply immersed in the field of study,
both in theoretical and practical ways, thus becoming an expert through the study of theory.
Case study research makes producing knowledge on different levels possible and adds to the
theoretical stock of knowledge, as well as, to finding solutions for problems in practice.
Such an approach has often been characterized by the use of emic and etic perspectives. The
first one is used to incorporate an insider view, whereby the latter represents an outsider
view to the research problem. These terms have been amply used in qualitative research.
The etic view is provided by the researcher, who, through the review of literature and the
study of theory, has developed a general perspective. In the case of this research a
theoretical perspective for industrial firms is presented. The emic view, or particular
perspective, is provided by the interviewees. Although such terms are not clear cut,
especially with regard to the position of the author as a manager in the plant building

industry, they serve to highlight the relative positions.

The overreliance on the emic perspective may be considered as a drawback in the
construction of theory. Therefore, a balanced use of emic and etic perspectives has been
argued to be of crucial significance in the correct use of case research approaches (Jonsson
and Lukka, 2005). The balanced use of insider’s and outsider’s views provides a broader
understanding. Yin (2009) shares a similar view of the implementation of both perspectives.
In Yin’s conceptions on case study research, the etic perspective refers to the role of theory
to be reviewed before starting, and thus shaping, the research process. By constructing an
initial framework based on theory, an outsider’s view is allowed in the process. The role of
theory shapes the following empirical research process in a way that it tries to avoid
researching issues that have already been disseminated in earlier works. The systematic
review has been chosen to give the etic perspective a methodological foundation that has

received much attention and credibility from academia.

The most important merits are that this kind of research approach enables the researcher to
collect more subtle and significant data, than what otherwise be accessed through more

traditional methods (Jonsson and Lukka, 2005). The intensity of dealing with the question or
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problem is the reason why the researcher is deeply immersed in the field (Yin, 2009). In
other words, the researcher has the potential to gain emic understanding of what is going on
in the case organization(s). The insight gained may lead to the construction of new realities
(Jonsson and Lukka, 2005) and is therefore a preferred method for social constructivists. It
incorporates moving between the pure logic of academia and practical logic of the field,
which may be considered a major motivation for anyone pursuing a doctorate of business
administration. Dealing with a problem originating from managerial practice in a scientific

way has been mentioned to be a key starting point in applied research (Hergert, 2010).

Working with practitioners is a great advantage in qualitative case studies. Aristotle (in
Flvbjerg, 2011) once stated that people who do not possess theoretical knowledge are more
effective in action, especially if they are experienced, than others who possess this
knowledge. This is important as it is the aim to re-conceptualize and advance existing
knowledge, using a heuristic approach providing a rich picture of practical workings,
beneficial to managerial practices. The researcher is an active person in the real-life field,
adopting an emic perspective, studying a given system from within (Jonsson and Lukka,
2005). Not adopting an emic perspective, a synonym for an insider or a competent and
trustworthy person, appends risks to the research process. Insiders are persons that
participants to a study choose to communicate, debate and, possibly, act with (Jonsson and
Lukka, 2005). Not being an insider may hinder progress and contribution to knowledge, as

the researcher may be regarded as a tourist in the field of research.

Plant building, which is an industry formed through historic and cultural norms, has created
a reality that is characterized by its unique language and behaviour. Therefore, the emic
perspective is advantageous to the research project. It supports the endeavour of the
researcher to obtain trust and respect from participants, as their views are formed through
aforementioned norms often expressed and communicated in form of stories. An insider is
aware of historic and cultural norms, and is able to understand terminologies, stories and

industry language.

Exploratory case studies are used to provide deep understanding and illustrate abstract
concepts. Exploration thus leads to developing theory and/or contributes to problem solving
(Lukka and Kasanen, 1995 in Jonsson and Lukka, 2005; Roworth-Stokes, 2006). The

emphasis is placed on building trust with respondents. Its ontological and epistemological
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implications have been termed subjective, with the case design using a deductive and purely
qualitative approach (Roworth-Stokes, 2006). Roworth-Stokes (2006) states that case
studies are compatible with a constructivist predisposition. This research approach has the
potential to be meaningful from the empirical, situation-specific viewpoint, as well as, from
a more general, theoretical perspective (Jonsson and Lukka, 2005). This may include the
motivation to change a general design to a more particularistic solution concept. The
particularistic concept is typically produced with the members of an organization and/or the

participants of a study (Jonsson and Lukka, 2005).

3.4.3 Building theory from case studies

Development of theory is a central activity in research, and different approaches may be
applied in the creation of theories. Case studies are an appropriate research strategy to
engage in theory development in new topic areas (Eisenhardt, 1989; Eisenhardt, 1991; Yin
2009). The early stages of research on a topic tend to be the most appropriate moments to
undertake theory building from case studies (Eisenhardt, 1989). When there is little known
about a contemporary, complex phenomenon case study research may produce novel and
empirically valid theory (Eisenhardt, 1989). The closeness to the data may lead to an
intimate sense of them, “how they smell, feel, seem” (Mintzberg, 1979, in Eisenhardt, 1989,

p. 547).

Several researchers have detailed how case study research may be used to build theories,
among them Strauss (1987, in Eisenhardt, 1989), Yin (1984, in Eisenhardt, 1989) and Miles
and Huberman (1984, in Eisenhardt, 1989). Their methodological and theoretical
contributions have shaped the understanding of case study research. In addition, a number of
other researchers have further deepened methodological understandings. Eisenhardt (1989)
has synthesized many of them and has given an overview of how to engage in theory
development from case study research. The process of theory development has been
described as being alive, with tension between divergence into new ways of understanding
the data and convergence in a single theoretical framework (Eisenhardt, 1989). The process
is linked with the empirical evidence and is explained in the research design. Especially Yin
(2009), but also Eisenhardt (1989) have put emphasis on the research design as being
essential in the building of theory. The similarities and differences have been discussed in
detail, with both of the authors agreeing on the importance of multiple data collection

methods, which has also been implemented here. Furthermore, overlapping collection and
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analysis processes have been termed as being important, whereby this has been facilitated in
this research by the use of a reflective comments log. One of the main differences between
Yin and Eisenhardt is, that the latter rejects the role of theory in shaping empirical studies,
and thus follows the argument of grounded theorists as described by Glaser and Strauss. Yin
sees theory as shaping the inquiry process, which is followed in this research, consistent

with a theoretic and deductive approach.

Theory building from case studies has been misunderstood as being limited by the
preconceptions of the investigator(s). In fact, the juxtaposition of the creative insight
obtained from reconciling potential differences, focusing on emerging insights (see section
5.7) and reframing them into a new gestalt is at the core of theory building from case
studies. Potential differences may unfreeze thinking and minimize bias from the researcher
(Eisenhardt, 1989). The latter has also been witnessed in the course of this research, and is

affirmed by the author.

Grand theory may require multiple studies, a combination of theory-building and theory-
testing empirical studies (Eisenhardt, 1989), which was not the goal of this study. Rather, a
refined conceptual framework, as an intermediate type of theory has been formulated as
being the main objective. Although this may be seen as a weakness, it may also be
comprehended as a major advantage of case study theory building. The latter can be seen as
a bottom-up approach in theory building, resulting in idiosyncratic theory (Eisenhardt,

1989).

Although the use of a multiple case study has been promoted in the construction of theory
from case study research, this was rejected here. Even though no cases were defined,
particular methods in terms of analysis and interpretation were employed on the multiple
sources of data leading to replication and extension across the plant building industry. The
insights obtained may be called novel, and are justified as contribution to knowledge in

section 6.5.

3.4.4 Analysing misunderstandings that lower the credibility of case study research

Case studies have sometimes been viewed as a less desirable research method. This has led
exponents of case study research such as Yin (1993, p. 40, in Roworth-Stokes, 2006) to

perceive the value of case studies as underappreciated:
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“Most people use it as a method of last resort, and even they use it with uneasiness
and uncertainty. Despite the availability of key works on how to do case study

research.”

A number of misunderstandings purported throughout literature have contributed to this
notion. Case studies are often related with journalism or ethnography, rather than with
scientific rigour. A case study is often seen as merely telling a story (Eisenhardt, 1991;
Flyvbjerg, 2011). Such a stance is not understandable as much of the findings gained from
case study research have entered the pantheon of classic works (Gerring, 2004). In an
attempt to secure wider acceptance and credibility for the case study approach, Flyvbjerg,
(2011) a Danish Economist from Oxford University, analysed and corrected the five
foremost misunderstandings. As the case study is the central element of this thesis, the main

insights are summarized from Flyvbjerg’s (2011) paper.

The first misunderstanding relates to a general conception that stipulates that general,
theoretical knowledge (context-independent) is more valuable than concrete case knowledge
(context-dependent) (Flyvbjerg, 2011). Flyvbjerg (2011) strongly disagrees with such a
stance, purporting that predictive theories and universals cannot be found in the study of
human affairs. Therefore, concrete case knowledge is at least as valuable, especially in the
domain of the social sciences. Thus, generally privileging theoretical knowledge over

practical knowledge is not acceptable.

Generalization is another major concern with regard to case study research. In this work
generalizing from research findings to a conceptual framework, applicable to the plant
building industry, is a key element, and thus, this reservation needs to be taken seriously. It
has been regarded as difficult to generalize from a single case study, although not
impossible (Verschuren, 2003; Flyvbjerg, 2011). Mitchell (1983, in Verschuren, 2003) also
defends the idea of generalizing with the help of case studies, however not in the form of
statistical generalization, due to the fact that case studies do not represent samples.

Flyvbjerg (2011, p. 305) states in this regard:

“One can often generalize on the basis of a single case, and the case study may be

central to scientific development via generalization as supplement or alternative to
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other methods. But formal generalization is overvalued as a source of scientific
development, whereas ‘the force of the example’ and transferability are

underestimated.”’

Another such misunderstanding relates to the purpose of case study research. According to
critics case study research can only be used for generating hypotheses as a first step of a
whole research process (Flyvbjerg, 2011). This is not correct, as case study research may be
used for generating and testing hypotheses, but is not limited to this. Eisenhardt (1989 and
1991), as well as Yin (2009), agree that case study research may be used for theory

generation.

Bias towards verification is the fourth foremost misunderstanding. It has been mentioned
that case study research includes a tendency to confirm the researcher’s preformed opinions,
which in turn leads to doubtful scientific value. This bias towards verification is, however,
not a characteristic of case study research, rather, it has been termed a fundamental human
characteristic since the publication of Bacon’s Novum Organum (Bacon, 1853, in Flyvbjerg,
2011). As case studies are said to allow the researcher more room for subjective judgment
than quantitative methods, this conception remains prevalent in parts of literature
(Flyvbjerg, 2011). Donald Campbell (in Flyvbjerg, 2011) and other researchers have shown
that such a perception is erroneous as case study research has established its own rigour that
is no less strict than the rigour of quantitative methods. Flyvbjerg (2011) maintains that case
studies contain no greater bias toward verification of the researcher’s preconceived notions
than any other method of inquiry. In this thesis, participants were asked as to the question of
bias at the interview stage as well as in the feedback e-mail (see Appendix No. 5). Their

answers provided the opportunity to proceed with the analysis.

The difficulty of summarizing the findings from case study research and the subsequent
development of general propositions and theories is the last of the misunderstandings
portrayed. Flyvbjerg (2011) purports that this arises from the properties of realities under

study and not resulting from a limitation of the method.

3.4.5 Tying in a strategy to mitigate case study-inherent weaknesses

In contrast to the above mentioned misunderstandings, which from the author’s viewpoint

unjustly affect the credibility of this method, a number of weaknesses exist, which have to
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be considered when engaging in case study research. A strategy to mitigate risks arising

from such weaknesses is a proper way to deal with such issues.

When implementing the case study method in this research, two items will be of general
interest. Firstly the influence of a constructivist position on the research design, as well as,
secondly, mitigating the threats and weaknesses associated with case study research.
Whereas the first item is a subject of the next chapter, the latter has attracted critics stating
that case study research is inadequate for the following reasons (Young, 1998):

e Complexity of theory,

e Lack ofrigour,

e Possibility of bias,

e Little basis for generalization,

e Practical difficulties associated with the large amounts of data collected, analysed and

reported, and

e Long time needed for the research.

Complexity of theory is a statement that may be affirmed, however, it is not accepted that a
complex theory is per se inadequate. Rather, complexity of theory may be mastered through
study and training, in this case facilitated through the DBA modules. Careful analysis of

literature is indispensable.

Lack of rigour is a criticism that the case study method shares with other qualitative
methods, and that has to be taken seriously by the researcher (Yin, 2009). Some case studies
have been undertaken without following systematic procedures. This lack of rigour, that has
projected a poor image of this method, is sometimes related to the fewer number of texts
that portray the method in a detailed and systematic manner (Yin, 2009). Strategies to
overcome such concerns are rigorous and systematic, reporting on techniques used, as well
as, disclosing decisions taken by the researcher. This topic of improving on quality in case
study design, is therefore of special importance, a separate section is devoted to this issue at
the end of this chapter.

Large amounts of data may be collected in the course of case study research, and the
resulting theory can be very complex (Young, 1998). This point of view is not an argument

against case study, this is merely a representation of a reality that in itself is complex. It is

Page 121



thus rather an argument in favour of qualitative case studies, as these are more individual
and fair, instead of silencing many voices as do quantitative methods. Many researchers
think that limitations, as for example with regard to the timeliness of research or the massive
amounts of data can be minimized by careful planning and execution of the research project
(Lincoln and Guba, 1985, in Young, 1998; Yin, 1989, in Young, 1998; Patton, 1990, in
Young, 1998). The other elements of Young’s (1998) list, little basis for generalization and

possibility of bias, have already been dealt with in the previous section.

3.4.6 Arguing the use of the case study method in this research

Yin (1989) suggests that establishing appropriateness of a particular research method is
related to assessing a number of criteria. These are the research purpose, the control the
researcher has in studying the phenomenon, and the contemporary or historical focus.
Easterby-Smith et al. (2008) add to these criteria the compatibility of the method with the

theoretical position, as well as, the types of questions to be asked.

Table 5: Provisions used in arguing the use of case study research (author’s own scheme)

Criteria Description of the argument in favour of case research

A constructivist position is commensurate with a case study
Theoretical position (inquiry paradigm) research approach (Thomas and Linstead, 2002; Easterby-Smith et
al., 2008).

Exploratory research has been closely linked to employing the case

Research purpose ] .
study approach (Yin, 1989; Thomas and Linstead, 2002).

For studies with little control over the phenomenon (Yin (1989).
Control over the phenomenon o o
Especially in complex situations.

Historical or contemporal focus of the ] o )
Real life, modern situation (Yin (1989).
phenomenon

Type(s) of questions to be asked Mostly “how” and “why” questions (Yin (1989).

The case study method has been deemed especially appropriate in studies that aim to
explore complex social phenomena in context-specific situations (Yin, 1989). Patton (1990,
in Young, 1998) states that case studies are particularly useful where the need arises to
understand a particular community, a particular problem or a unique situation in great depth.

Qualitative case studies have already successfully been implemented in social constructivist
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research work (Thomas and Linstead, 2002). In intelligence studies, the case study method
has also been successfully applied (Kerr et al., 2006). Therefore, the decision to employ the

case study method, provides the opportunity to proceed with the research project.

3.5 Ethics in Social Science Research

Ethics in research is an important topic. Northway (2002, in Flick, 2009) holds, that all
aspects of the research process have ethical implications. Murphy and Dingwall (2001, in
Flick, 2009) speak of ethical theory, which they see linked to four items: non-maleficence,
beneficence, self-determination and justice. Although this seems acceptable, Punch (1994)
states that no consensus as to the implications of ethical theory has been reached. The
foremost issue in this regard is, that there appears to be a lack of understanding as to what
constitutes harm or benefit in qualitative research. A general understanding is provided
when agreeing that research is to be conducted to improve existing situations, in contrast to
research conducted for its own sake (Flick, 2009). Self-determination and justice are related

to treating participants in fair, open-minded and honest way.

Particularly in medical research and psychological experimentation, the past holds examples
of a considerable amount of deception and sometimes demonstrable elements of harm.
Especially, in association with the Nuremberg trials and medical experiments during the
Second World War, but also regarding the role of scientists during the “Manhattan project”
and the development of the atomic bomb, the view that science is intrinsically neutral and
essentially beneficial disappeared (Punch, 1994). Other examples from medical research
included physical harm to participants (Barber, 1976, in Punch, 1994 or Brandt, 1978, in
Punch, 1994) or disguise and deception (La Pierre, 1934, in Punch, 1994; Laud Humphreys,
1972, in Punch, 1994).

Three developments were particularly influential in the development of an ethical dimension
in research (Punch, 1994). The first one is a product of the women’s movement and has
fostered emphasis on issues such as trust, empathy and non-exploitive relationships. A
second influential development has been the stream of evolutionist and interventionist work,
commonly termed as action research. In this particular work, the participant is seen as a
partner, within a constructivist paradigm even as a stakeholder. This partnership in research
is based on avoidance of harm, fully informed consent and the need for confidentiality and

privacy (Punch, 1994). The last factor in this regard was government agencies controlling
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science through restrictions, such as codes of conduct and ethical statements in research
proposal, with funding institutions requiring the researcher to follow such practices before

releasing financing (Punch, 1994).

Most concern with regard to conducting ethical research revolves around such issues as
harm, consent, deception, privacy and confidentiality of data (Punch, 1994). Many research
projects in the social sciences can be classified as bearing a minimal risk of harm. Yin
(2009) sees included in case study research an obligation to follow ethical practices which
include working with special care and sensitivity, gaining informed consent of participants,
as well as, protecting the privacy and confidentiality of those who participate. For the latter
reason participants will remain anonymous in the study by receiving fictive names. Working
with special care and sensitivity means to fully clarify research goals and processes, so that

participants can judge for themselves whether participation is beneficial for them or not.

In cases where there exists an absence of generally accepted concepts within the field of the
research, it becomes the responsibility of the researcher to prepare and operationalize a
comprehensive concept applicable for the research work. In the case of this thesis, emphasis
was put on Murphy and Dingwall’s ethical theory (2001, in Flick, 2009), including the
following items: harm, beneficence, self-determination, as well as, privacy and
confidentiality. In addition, the avoidance of deception through fully informed consent was
implemented in this study. The individual items have been operationalized in table 6.
Particular importance was given to privacy and confidentiality. As stated in the University
of Gloucestershire’s ethical principles, the anonymity and privacy of participants should be
respected and personal information should be kept confidential and sercure. The latter are
thus so important as market intelligence is often seen as a sensitive topic. Therefore, it was
avoided to disseminate data from interviews and documents that may affect participating
organizations and individuals adversely. A strategy for visibility of the original data is
explained in section 4.6.3. In general, the ethical concept was explained to the participants

at the onset of the interviews (see Appendix No. 3, section d).
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Table 6: Implementing and operationalizing the ethical concept applied

Potential threat Description of measure to raise ethical profile
Harm (non-maleficence) Not applicable in this research (mostly medical research).
Beneficence Value of research (see section 1.6).

) Clearly informing on the purpose and the methodology and methods of the
Deception

research before starting the interview.

Gaining consent of the participant and respecting his or her opinion,
Self-determination and Justice working with sensitivity. Interview may be stopped at any time, for any

reason.

Protecting the privacy by using anonymous names of participants

Privacy, Confidentiality Protecting participating organizations by not disclosing any sensitive or

confidential data.

3.6 Detailing a Constructivist Quality Concept

3.6.1 Validity, reliability and objectivity

Providing checks and balances throughout the research process is important in order to
maintain acceptable standards of scientific enquiry (Bowen, 2005). This relatively
undisputed view is contrasted by differing positions as to how to determine whether
empirical data are acceptable and scientifically sound. Validity, reliability and objectivity
are the criteria most commonly used in such processes (Bryman and Bell, 2007; Yin, 2009;
Gray, 2009), but their use is not undisputed (Guba and Lincoln, 1985; Shenton, 2004; Zhang
and Wildemuth, 2009) .

Internal validity is the criterion that seeks to ensure that the study measures what it is
intended to measure (Shenton, 2004). External validity is a test that deals with the problem
of knowing whether the findings are generalizable beyond the immediate sample (Yin,
2009). Reliability measures whether the study, repeated with the same methods, with the
same participants in the same context, would yield similar results (Shenton, 2004). In

addition, objectivity is employed to eliminate bias.
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Implementing such criteria in a research project designed and implemented under the
auspices of a social constructivist position, is problematic from a philosophical perspective.
Maxwell (2003) holds, that individual aspects of a research project need to be assessed for
compatibility. The use of validity, reliability and objectivity is often contested here as these
have been clearly associated with the positivist paradigm (Zhang and Wildemuth, 2009).
Watling (in Golafshani, 2003, p. 598) pointed out:

“Reliability and validity are tools of an essentially positivist epistemology.”

In qualitative research, which is often guided by paradigms from the interpretive spectrum,
selecting alternative criteria may be necessary due to the differences in fundamental
assumptions, research purpose and inference processes (Zhang and Wildemuth, 2009).
Although this appears to be plausible, not all researchers agree with such a stance. Yin
(2009), Pitts (1994, in Shenton, 2004) and Mays and Pope (1995) recommend using validity
and reliability as criteria in case study research.
Guba and Lincoln (1985) recognized the inconsistency of conducting qualitative research in
a naturalistic way, but judging the results using criteria designed for research working under
the auspices of objectivity. They established the concept of trustworthiness that is related to
four criteria designed to evaluate interpretive research work: credibility, transferability,
dependability and confirmability. Although critics may not accept these criteria and the
concept of trustworthiness in general, Guba and Lincoln’s constructs have won considerable
support (Shenton, 2004). The four criteria have been developed to correspond to the criteria
of positivist investigators as follows (Shenton, 2004):

¢ Credibility (in preference to internal validity)

e Transferability (in preference to external validity/generalizability)

e Dependability (in preference to reliability)

¢ Confirmability (in preference to objectivity)

No universal agreement with regard to assessing the quality of qualitative research has been
reached, and so it becomes the responsibility of the individual researcher to argue the
position supported (Zhang and Wildemuth, 2009). In this thesis trustworthiness is preferred
to validity, reliability and objectivity. This is due to:
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e Conflicting theoretic positions: reliability, validity and objectivity are criteria which

are not commensurate with a study under a social constructivist position.

e Inconsistence: measuring a constructivist study with criteria originating from a

positivist position is deemed inconsistent.

e Methodological problem: there is no accepted way of measuring generalizability in a

qualitative study using participant selection based on personal judgement.

Trustworthiness prefers the implementation of transferability in order to show that

the findings of a qualitative project are applicable to a larger class of similar settings.

Many constructivists reject positivist and post-positivist criteria when evaluating their work,

as they see no value in the application of them (Huber, 1995, in Denzin and Lincoln, 2000).

They see such criteria as irrelevant as they are designed to reproduce only a certain kind of

science, one that silences (too) many voices (Denzin and Lincoln, 2000). This stance is

supported whereby trustworthiness is complemented by two additional concepts: rigour, and

quality — both of which are operationalized in Figure 16.

Figure 16: The quality concept applied and operationalized (author’s own scheme)

Concepts
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Dependahility
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FPeer debriefing
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Reflective comments
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Credibility is the first criterion and often means that results of a research project are

believable. Lincoln and Guba (1985, in Zhang and Wildemuth, 2009) think, that a

naturalistic research approach should adequately represent the constructions of the social
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world under study. Credibility is achieved through the implementation of a number of

techniques, which are detailed in the next section.

The extent to which a researcher’s hypothesis can be applied to another context is referred to
as transferability (Zhang and Wildemuth, 2009). It has been mentioned that since the
findings of a qualitative project are specific to a small community it is impossible to
demonstrate the value to a larger population (Shenton, 2004). A contrasting view is offered
by many qualitative researchers, such as Stake (1994, in Shenton, 2004) or Denscombe
(1998, in Shenton), who think that although each case may be unique, it is possible to
transfer findings within a broader group. Flyvbjerg (2011) and Gerring (2004) also state that
case studies (even single cases) can be used to ensure transferability, by force of the

example.

Another criterion is dependability. It serves two purposes, firstly to examine the internal
coherence of the process, and secondly, the way the researcher accounts for changing
conditions in the phenomena. In qualitative research such a stance is problematic,
furthermore, Lincoln and Guba (1985) stress the close ties between credibility and
dependability (Shenton, 2004). However, dependability becomes more impersonal than the
issues of credibility, which are closely linked to the researcher itself. Therefore
dependability includes operationalized measures that allow the reader to gain a thorough

understanding of the methods used and their effectiveness.

Confirmability is seen as the extent to which the characteristics of the data can be confirmed
by others who read and review the results (Zhang and Wildemuth, 2009). The difficulty is
related to the field of social science where tests and questionnaires are designed by humans
and the elimination of bias is not possible (Shenton, 2004). Therefore, confirmabilty is the
criterion to ensure that, as far as possible, the results are products of the data gathered,
meaningfully analysed and skilfully interpreted, and do not reflect the predisposition of the

investigator.

3.6.3 Operationalization of criteria in concrete measures

The four criteria may be operationalized into specific provisions for implementation into the
overall research design. Each criterion therefore results in a number of activities or

measures. Bowen (2005) recommends using more than one measure for each criterion in
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order to improve the overall acceptance of the data, meaning the trustworthiness of the

research.

Credibility has been related to a number of operational measures (Zhang and Wildemuth,
2009) such as prolonged engagement in the field, triangulation, negative case analysis and
peer debriefing. Shenton (2004), in his paper on ensuring trustworthiness in qualitative
research projects, adds the following measure to establishing credibility: adoption of
research methods well established in qualitative investigation, random sampling, tactics to
help ensure honesty in informants (e.g. giving each person who is approached the
opportunity to refuse participation), iterative questioning, background, qualifications and
experience of the investigator (i.e. credibility of the person conducting the research) and
examination of previous research findings to assess the degree to which the project’s results

are congruent with those of past studies.

Transferability may be judged based on detailed (rich) descriptions provided by the
researcher (Zhang and Wildemuth, 2009). In order to detail contextual information
Marchionini and Teague (1987, in Shenton, 2004) highlight the importance of informing the
reader about the following: number of organizations taking part in the study, any restrictions
in the type of people providing the data, number of participants involved in the fieldwork,
data collection methods employed, number and length of collection sessions and the time

period over which the data was collected.

Dependability enables the reader of a particular study to understand the methods that the
inquirer has chosen and how effective they were (Shenton, 2004). This may imply one or
more of the following measures: a thorough, systematic and comprehensive research design,
operational details of data gathering, and a reflective appraisal of the project — evaluating the

effectiveness of the project (Shenton, 2004).

A main technique for establishing dependability, as well as, confirmability is through audits
of the research process and the findings (Zhang and Wildemuth, 2009). Schamber (2000, in
Zhang and Wildemuth, 2009) suggests that no confirmability audit is necessary, when there
is a significant overlap between criteria identified by the study exists with those identified
by other studies. Such results suggest confirmability already, through confirmation by other

researchers’ works. This, together with detailed documentation of the data handling process
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may be used as a technique for confirmability. Other techniques to ensure confirmability are
to admit one’s own predispositions, detailed methodological descriptions, and explanations
why certain methods were chosen or preferred, when others could have been taken (Miles
and Huberman, in Shenton, 2004). Shenton (2004) adds to this the role of triangulation, as
discussed earlier. Section 6.6.2 shows which of the different techniques proposed in this

section have been implemented and how.

3.6.4 Quality and rigour

Apart from trustworthiness, two other concepts are often addressed as having the potential
to improve the persuasive power of case studies. These are quality and rigour. Although
many of the measures related to quality and rigour have already been mentioned in the
section of trustworthiness, it is legitimate to report some statements on these two items as
qualitative case studies have often been accused of being less rigorous in execution,
resulting in low(er) quality. In this context, Shenton (2004) speaks of an audit trail, Yin
(2009) of a chain of evidence.

Yin (2009) suggests that documenting the procedures and individual steps undertaken in the
course of research is a method to maintain the chain of evidences. In this context, Yin and
Gibbs (2007, in Creswell, 2009) suggest the establishment of an interview agenda, of
interview protocols and a database containing all relevant documents, as useful tools. This
improves the possibility to self-check for obvious mistakes, as well as, to raise the
accountability of a research project. Interview agenda, tape records, reports are documented
throughout the research project, so that real contents and situations can be reconstructed. For
practical and safety reasons the study database contains all relevant softcopy files, a storage

concept is used for hardcopy files.

Eisenhardt (1991) and Yin (2009) reject the view that case studies are free-form as there are
definite methods for such an approach. Therefore, it is argued that rigour not only implies
detailed discussions of the methodologies and methods chosen thereby admitting personal
predispositions, but to purposely include discussions as with to their (suspected) weaknesses
together with strategies of how to mitigate them. It is recommended to elaborate why other
possibly valuable methods that could have been chosen as well, were declined. This is

supported in the research at hand through systematic and transparent reporting on decisions,
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actions, as well as, developing strategies to mitigate weaknesses associated with the

methods and techniques chosen.

3.7 Outlook on the following Chapter

In this chapter the most important items with regard to the theoretical position, research
methodology and methods adopted have been summarized and discussed. In addition, it was
argued why the methods selected were chosen, when instead other methods could have been
appropriate. Further topics were research ethics and quality in case research. A strategy for
both concepts was detailed which is designed to comply with scientific standards.

The next chapter focuses on the research design. The implications of the guiding position on
the design are discussed and the operational details are shown. As the plan for how to
conduct the research, the research design includes details on data collection, analytical and

interpretative techniques.
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4. Development and Justification of the Research Design

4.1 Introduction

The focus of this chapter is on the development and the justification of a social
constructivist research design. The research design lays out how the study was conducted
and addresses the justification for the methodology implemented. The design was prepared
and follows the ideas, that acknowledged researchers and authors use for high quality case

studies.

In addition, the chapter at hand focuses on preparatory elements in connection with the
actual study, such as the participant selection strategy, the development of the agenda, as
well as, the instruments and tools used. The purpose is twofold, firstly, a detailed and
rigorous preparatory phase has been mentioned as portraying advanced research skills and
necessary to properly master such a high-demanding method as the case study. This is
essential to overcome two of the main criticisms with regard to qualitative case studies, the
large amount of data often produced, and the longevity of the research phase. Secondly, the
preparatory phase allows for feedback transformed into lessons learnt. These lessons learnt
will be the basis for reflections designed to improve the execution of the study, and so

support the iterative nature of this research.

Lastly, this chapter presents justifications for decisions taken in connection with the
development of the research design, by applying a protocol template for case study planning
designed to improve the quality of case study research designs. Furthermore, similar
research projects are identified and discussed. Both are used to assess essential aspects of
this research approach by cross-checking the design and evaluating individual methods or

techniques employed.
4.2 Developing a Social Constructivist Case Study Research Design

4.2.1 Methodological frameworks governing case study research designs

The research design is a plan for collecting, analysing and interpreting evidence that will
enable answering the research questions posed by the researcher (Flick, 2009). Opponents of
case study research have not spared criticism on the methodological framework of this type

of research approach. The lack of rigour, as well as, logical and transparent steps are the
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central issues (Roworth-Stokes, 2006; Yin, 2009). A number of notable researchers have
reported recommendations on how to undertake case study research in a proper and rigorous
way, thus the critique seems not justifiable. Two frameworks are described below, followed
by the detailed discussion of the approach selected, before the approach used here is

explained and detailed.

Yin (2009) and Eisenhardt (1989) have contributed to a better understanding of the
appropriateness of implementing case studies by specifically stating that a contemporary
phenomenon is to be investigated and providing concepts on the development of research
designs. Roworth-Stokes (2006) developed a practical framework, elaborated to support
‘design researchers’, to derive at empirically valid, reliable and credible theory through case
study research. Although influenced in part by elements of a positivist epistemology this
framework is valuable for this research as well. The practical framework is mainly based on
Eisenhardt’s (1989) roadmap and includes eight specific steps for the preparation, execution
and dissemination of case studies:

(1) Getting started: research aims and objectives,

(2) Selecting the cases,

(3) Crafting the instruments and protocols,

(4) Entering the field,

(5) Analysis of the data,

(6) Shaping hypothesis: identification of patterns of causality across cases,

(7) Enfolding the literature: Reintegration of findings into existing literature to establish

the contribution to knowledge, and

(8) Research closure: Justification, hypothesis testing, presentation of findings.

Yin (2009) presents a similar concept for case study research designs, which rests on the
following six main components:

(1) Questions,

(2) Propositions (if any),

(3) Unit of analysis,

(4) Logic linking data to propositions,

(5) Ceriteria for interpretation, and

(6) Validation.
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The above-described frameworks indicate the general agreement with respect to case study
design, although some variations may be encountered (Brereton, Kitchenham, Budgen and
Li, 2008). These frameworks also contradict the critique of lacking rigour, as case studies
have implemented rigour in their own way. However, the responsibility of the researcher
includes finding and developing recommendations in line with the research, justifying these

decisions and consequently applying them in the course of the research process.

4.2.2 General aspects of the research design applied

The research design applied in the context of this thesis blends the proposed framework
items addressed above. Based on two rather than on one recommendation alone improves
the rigour and quality of case studies. Furthermore, an adaptation is necessary, as to
commensurate the design with the epistemological assumptions and methodological
predispositions, as well as, with the study purpose. The purpose of this study is related to the
fact that no causal relationships are established in exploratory research (see section 3.2.1).
Maxwell (2005) purports, that a researcher does not have to follow purely one approach
when developing concepts, but may mix different propositions, if they have been assessed

for compatibility.

The research design applied in the case of this specific research will thus be based on the

following items:

(1) Research proposition,

(2) Research questions (and agenda development),

(3) Unit of analysis (in this case: participant and evidence selection strategy),

(4) Engaging in preparatory efforts and crafting instruments,

(5) Logic linking data to propositions (methods and techniques used in the analysis and
interpretation),

(6) Enfolding the literature: reintegration of findings into existing literature to establish
the contribution to knowledge, and

(7) Research closure: Justification of the data, presentation of findings.
Two items mentioned in the original proposals, shaping hypotheses and validation, are not
included in this research design. Due to the qualitative nature of the research done, the focus

is not placed on these two items; refining the conceptual framework has been emphasized.
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Validation or testing of the conceptual framework would therefore provide a possible

perspective for future research.

This research takes one specific thought, that Yin (2009) purports, into consideration,
namely, propositions are relevant especially in exploratory research. In the following
research the proposition supersedes the detailed research questions, thus replacing the
overall research question. Propositions make a more theoretical approach to the case study

possible.

Research proposition:
“The initial market intelligence framework has to be re-conceptualized in order to be

valuable for the plant building industry.”

The notion of being valuable refers to advancing understanding in theory and practice,
especially, because the research is based on current practices in the sector. The aim of the
study is to provide support to managers interested in implementing and nurturing market
intelligence processes within their organizations. The literature review has already revealed

that there is a high need for this specific type of knowledge (see section 2.5.3).

The detailed research questions, addressed in the previous chapter, were derived following
intensive reflection on the literature review. In addition, sub-questions are derived from the
more general research questions and lead to the development of a final interview agenda
(see section 4.5). These are necessary to further ground insights gained in the course of the
interview, by critically challenging the researcher’s assumptions which were already

discussed openly and in a transparent manner (see section 3.2).

The unit of analysis of a case study identifies the boundaries of the case and hence often the
level at which it is studied. It is noted that this case study is not considered to be a multiple
case study and the reasons for this choice have been presented already (see p. 115). The unit
of analysis is thus considered to be the plant building industry, not any particular firm in that
industry. This was noted in the objectives of the research in section 1.5. In order to ensure
that the unit of analysis was covered with sufficient depth, a strategy to ensure
transferability has been detailed and operationalized (sections 3.6.2 and 3.6.3), as well as,

implemented (section 6.6.2). The unit of analysis is represented by the four organizations
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included in the research with in total eight interviews. Furthermore, this case implements
three archival documents as additional sources of data. Multiple sources of data has been
mentioned as important in cases aiming at theory generation. Since the unit of analysis
equals the industry, this item of the research design is hence concerned with developing a
strategy in order to include informative participants, as well as, evidence that best serves the
purpose of finding answers for the research questions posed. A detailed strategy for how to

arrive at evidence that is concerned with the quality of entities is presented in section 4.4.

Yin (2009) refers to analysis and interpretation as linking data to the proposition(s) and
using specific criteria for interpretation. These criteria are the techniques and methods
employed in analysis and interpretation. The issues of analysis and interpretation are not
only critical, but highly problematic as well, as acknowledged by Roworth-Stokes (2006).
As these procedural steps form the foundation and core of the research design, special
attention is devoted to formulating and justifying decisions taken in connection with these

aspects. Analysis and interpretation are discussed separately in section 4.7.

The items 6 and 7 to be found on the list of main research design items (see p. 134), are
enfolding the literature and research closure, and, are addressed in detail in the final chapter,
the conclusion. The idea connected to this approach is to address the re-integration of
findings with the literature findings at the end of the thesis, in order to argue the contribution
to knowledge. The research closure already indicates its incorporation into a conclusion, and

will report a summary of the refined conceptual framework.

Time is an important aspect in case studies. Saunders et al. (2007) address it as the time
horizon that is employed, and hold that it is a fundamental element of a case study research
design. Although common practice in management research, this study is defined as
employing a cross-sectional time horizon. In general, cross-sectional studies investigate a

particular phenomenon at a particular time and are in contrast to longitudinal studies.

4.2.3 Considering a procedural perspective on the research design

Detailing and justifying the framework items is vital to a research design, however, a
procedural perspective allows a more practical and chronological view on the research
design. The research design developed in the previous section, was thus grouped into a

table. The framework items were classified according to the three main procedural steps of
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the case study, preparation, execution and closing. In addition, individual steps and
instruments were allocated to the procedural steps in order to present the overall procedure
and design. In order to integrate the quality concept, presented in the previous chapter, from

the onset, a number of operationalized quality measures are included (see figure 17).

Figure 17: A procedural perspective on the research design (author’s own scheme, based on

Yin, 2009)

Sub-steps Instruments Quality features
Preparation  Develop intial theory Initial conceptu sl framevwork Stucly database
A strateqy for selecting evidence Preliminary agends Pilat interviesw
Crafting the instrumerts Formats for pilat interview, Less?ns Iear_nt from pilat iI‘IfBrViEI,W
The pilat irterview protocols, reports, pesr debriefing tfo rz;mekthe I T =TS I N
Reflection back orto the design FERAC
Me gatiating access to paticipants
Execution Making the data Refined int erview agenda Typing hazed on hand notes and
Re ducing Irt erviesy reports PR e
g e feeads Checking for rival explanstions
Callsting Analysis Checking the applicability of the
codes
Analyses (within and cross)
Peer debriefing
Marrative interpretation
Closing Refined conceptual framework

Doctaral dissertation

Two elements are especially important in detailing the design, transparent and coherent
research process steps using appropriate instruments, and, specific quality improving
measures. Both steps serve to demonstrate that the data made in the course of a qualitative
case study are trustworthy, but also authentic. The importance may also be related to rigour
and quality (see section 3.6). As for the preparatory phase the main instruments
implemented to improve quality include the pilot interview, agenda development, the study

database and peer debriefing (detailed further in section 4.3.3).

A set of instruments, made in the course of the preparation will be used, and appropriate
software will support effective analysis and interpretation. Again, quality measures are of
high importance and include tape recording and storing the interviews conducted, evaluating
the data for rival explanations and emerging insights, as well as, peer debriefing. A
reflective comments log will support formation of thoughts, as well as, emerging insights.

The reflective log is furthermore designed to support the iterative nature of this particular
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research. Especially, the pilot interview and the peer debriefing, as specific quality
measures, may be brought into relation with a social constructivist perspective on research,

as they allow for sense-making in the form of social interaction.
4.3 Title, Strategy and Scope of this Case Study

4.3.1 Title of the case study

The title reflects the major concepts to be investigated in the course of the case. Firstly, the
contemporary market intelligence practices are researched as case studies have been
mentioned to be particularly applicable in the study of modern, real-life phenomena
(processes). Secondly, the plant building industry provides the environment in which the

process is embedded. Therefore, the title is defined as follows:

“A case study: contemporary market intelligence practices in the plant building

industry.”

The title of the case study reflects furthermore the emic perspective that the empirical part
predominantly draws on. The contemporary practices relate to type of questions to be asked,

which are how and why questions mainly.

4.3.2 Strategy, scope and purpose of this case study

The purpose of the study is to explore the field of market intelligence in the plant building
industry, with a focus on contemporary practices. As outlined in the introductory chapter,
market intelligence, in general, has been brought into relation with the following items:

e An intelligence process that governs the “doing” of intelligence (Hare, 2008),

e Defined participants to the process (Ghoshal, 1985; Muller, 2007),

e Have training sessions ready to instruct personnel (Hare, 2008),

e Prepare legal and/or ethical guidelines for personnel engaged in intelligence activities

(Pease, 1991),
e Support the activities with appropriate software solution (Hare, 2008), and

e Top-management support in achieving an intelligence-oriented culture (Ghoshal,

1985)
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Thus far, the literature review has essentially focused on the first item, the “doing of
intelligence”, as this has been called the foremost issue in market intelligence (Global
Intelligence Alliance, 2004, p. 11). Items two and four in the above list can be reviewed by
the interested reader in the introduction. The development or selection of an appropriate
software solution, as being subordinate to the market intelligence process, has been
excluded from the study (see section 3.2.3). The last item, top-management support and
intelligence-oriented culture, have also been excluded from this study (see section 3.2.3),
based on the assumption, that a plant building company interested in developing and/or
implementing market intelligence operations, will at least have top-management support in

pursuing such a strategy.

The overall objective is to construct a conceptual framework, by focusing on the intelligence
process. This includes two aims:
e To address the weaknesses and contradictions identified in the literature review
(related to research questions 1 to 3 according to section 3.2.2), and
e To explore market intelligence practices, as they unfold in the plant building industry
(related to research question 4 according to section 3.2.2) under consideration of

major criticisms (reviewed on p. 98).

Formalizing a conceptual framework is a necessary pre-step that is required to balance a
formalized corporate process (Muller, 2003). A framework concept is essential as it answers
the main questions about implementing the concept within the plant building industry.
Furthermore, and as already mentioned, a framework concept precedes the development

and/or implementation of a software process (Hare, 2008).

4.3.3 Preparatory steps and instruments used in the case study

Preparatory steps are vital in connection with the execution of this case study and are linked
to instruments employed. The list below gives an overview of the instruments incorporated:
e The preliminary agenda developed in a series of steps (see section 4.5) served as the
theoretical starting point of investigation.
e Lessons learnt from the pilot interview were seen as insights that led to minor
modifications in the final interview agenda (see table 10).
o The final interview agenda as a flexible aide-memoire to guide through the interviews

(see Appendix No. 3).
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Notes that were taken during the interviews used to check if all questions were
covered, as well as, to keep questions that emerged in the course of the interview in
order to ensure a comprehensive interview.

The Philips voice tracer device (a type of tape recorder) was used, following consent
to from the interviewees. It made recording the interview as an .MP3 file possible.
This supported typing reports from the interviews, as well as, maintaining the chain
of evidence, as the interviews records were added as files to the study database.
Interview reports, or interview transcripts, saved as a .DOC file (word file) to the
study database. Reports were transmitted to the respective participant for review and
approval before starting with the analysis (for an example of a report see Appendix
No. 4).

The study database is a crucial element in the tool landscape of the case study, which
was used to store all the relevant files produced in the course of the study to ensure a
chain of evidence. It was enlarged and modified in the course of case study, to suit
the ongoing iterative process.

The reflective comments log was used to capture in an unstructured way, all
emerging insights and experiences, with the aim to support the forming of thoughts
on plant building market intelligence in a reflective and iterative way (see section
5.3).

The researcher and his work experience in the business of plant building. This
experience proved to be a prerequisite to manage the interviews. Lacking
professional experience may result in an image of a “tourist” in the field of plant
building. Much of the terminologies used and the stories told are not understandable
without previous experience in the field. This is seen as being of essential importance

given the approach adopted in this research.

4.4 Selection of the Evidence and Participants

4.4.1 A strategy for selecting participants from different backgrounds

According to Yin (2009) sampling logic should not be applied in qualitative case study

research, as the typical criteria with regard to the sampling size are irrelevant. The relation

to the environment, being the context in which the case study is conducted, has been

mentioned a main characteristic of this type of research strategy (Flyvbjerg, 2011).

Therefore the participant selection strategy is charged to identifying cases (participants)
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worthy of investigation. As mentioned in section 3.4.1 this study is defined as a case study,
rather than a multiple case study. Consequently, it is the aim of this selection strategy to
identify participants rather than cases. Participants having different backgrounds, but with
an intimate knowledge of the plant building industry, were approached to place the study
into its environment. In order to develop the selection strategy, the main industry structure

of plant building is analysed, and served as the basis.

The plant building industry consists of suppliers (plant building companies) and customers
(plant operators). These two participants have substantial knowledge with regard to the plant
building industry. The client organizations, often incorporate a plant building department
that cooperates with the plant building company in the case of plant projects. The role of the
plant building company has already been introduced in section 1.4.1, and is not repeated

here.

Other participants in the industry that possess significant knowledge are the various
consulting firms that operate in the marketplace. Consultants offer a variety of services that
range from technological and/or technical consulting, to commercial and contractual advice
including or excluding negotiation support, financing and sourcing assistance, or project
management. Consultants should not be underestimated, as they are a rich source of

knowledge.

Other industry participants exist and are diverse. These include banks and financing
institutes, insurance companies, export credit agencies (ECA), erection and construction
companies, sub-suppliers for specialized equipment and so on. These industry participants
exhibit knowledge and experience in plant building, which is limited due to their confined

contribution in specialized areas of plant building.

The participants approached for the case study originate from three industry participants
groups. Although a small number of interviewees were approached and included in the
study, Thomas (1990, in Eisenhardt, 1991) indicates that the appropriate number of cases or
participants depends upon how much is known about a phenomenon, respectively, how
much new knowledge may be learned from the participants. This leads to the view, that the
absolute number of participants is subordinate to the quality of input expected. This is no

unusual as can be seen in the case study of Beverland and Lindgreen (2007), with a total of
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nine interviews. So, a rather small number of participants may be considered usual in case
study research (Saunders et al., 2007). The first set of potential participants is composed of
managers from the middle and upper level, working at the same organization the author is
employed by (plant building group). The second potential set of participants work in a
consulting position, engaged in plant building projects. A third group of potential
interviewees are from the customers’ arena. Since the multiple case design is not applied, all
participants actually taking part in the study are grouped into one case. The problem in
developing a participant selection strategy is the fact that market intelligence may be
considered a delicate topic. In this specific case study, competitors of the company the
author is employed by, were expected not to cooperate. Therefore, competitors were not
approached. The proposed groups two and three were added mainly in order to provide for
participant diversity and to support transferability. This participant triangulation required
that at least one of the potential participants of each of the two groups agreed to be included
in the study. Although it was attempted to include more than one, this was not possible

given the time aspect over which this study was conducted.

4.4.2 Discussing criteria of informative participants

Selection of potential participants was based on personal judgement. Saunders et al. (2007)
support such an approach and state that this is common practice in management research.
The justification lies in the option to select especially informative participants in order to

obtain best answers (Neumann, 2000 in Saunders et al., 2007).

Thus as a consequence, the informative participant needs to be defined. Morse (1998, in
Flick, 2009) defines these criteria. Knowledge and experience are at the centre of interest
and thus form two key selection criteria. Furthermore, respondents should have the
capability to reflect and articulate, which is implemented in the two-step approach during
the interviews (see end of section 4.4.2). Morse (1998, in Flick, 2009) adds, that participants
need to have the time to participate and in addition should be asked, if they wish to
participate, which relates to ethical issues already discussed. All these criteria were

confirmed as essential after the interviews had been performed.
Interviewing middle and upper management is justified, as management hierarchy is an
important point in market intelligence. Seniority may relate to the notion of receiving and

being capable of analysing (strategic) intelligence. That means no junior participants were
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included, as these tend to have limited experience and access to strategic intelligence. A
minimum of 10 working years of experience was therefore additionally defined as a
criterion. This assumption was later confirmed by Participant No. 8 (see quote of Participant

No. 8 on p. 173).

A crucial question is when to stop integrating further interviews. Glaser and Strauss (1967,
in Flick, 2009) suggest the criterion of theoretical saturation. The interview process can thus
be ended as no additional insights emerge, leading to the final number of interviews. This
criterion was applied here, and facilitated by the use of a reflective comments log, in which
the main statements, the participants articulated were collected and assessed as the
interviews proceeded (see section 5.3). After seven interviews, the additional insights
received were marginal and related to individual social realities constructed. This notion was
confirmed when undertaking an eight interview, which was identified as the point to stop
integrating additional interview data. In this regard, the term redundancy of insights is often

used.

4.4.3 Selecting additional evidence

Apart from selecting participants and organizations for the case study, the question of
including additional forms of evidence was given due attention. Multiple sources of
evidence have been implemented in the past to produce high quality case studies.
Furthermore, it has been termed important in cases where theory is to be generated (Yin,
2009). Obtaining additional forms of evidence, other than interview data, was found to
relate to a prolonged engagement in the field. The approach implemented is explained in

sections 4.6.1 and 5.2.3.
4.5 Agenda Development

4.5.1 The preliminary agenda

A 3-step technique was employed in order to arrive at the preliminary interview agenda.
This approach is detailed in figure 18. The bases for the interview agenda are the detailed
research questions from the methodologies and methods chapter. This is in line with the
deductive approach employed in the case study, and made a theoretical entry into the

investigation possible.
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Figure 18: Techniques applied in developing the interview agenda (author’s own design)

Initial conceptual Exploring each
framework gives rise to Formulation of the question using the
research questions research questions “5 Ws”

Final agenda Pilot interview Adding
for refining the questions from
agenda the context

The research questions were reviewed carefully before proceeding to the other two steps of
the agenda development. The second and third step included a check using the “five Ws”
technique, as well as, adding auxiliary questions arising from the literature review. Finally,
the agenda was tested in the course of the pilot interview. This procedure is detailed in

section 4.5.2.

Table 7: Detailed research questions

No. Description of question

1 How do plant building managers gather and share competitive information?
2 How do plant building managers analyse and interpret competitive information?
3 How is market intelligence disseminated informally?

How can a market intelligence framework for the plant building industry be re-conceptualized in order

to add value to the knowledge base of the organization?

Each of the detailed research questions may be explored using the “five Ws”, a basic
technique used in journalism and police investigations (who, does what, when, where, why,
in what way — how, by using which means — how). The principle underlying this technique
is that each question should elicit a factual answer, facts necessary to include for a report to
be considered complete. Of essential importance is that none of these questions can be
answered with a simple “yes” or “no”. This technique is therefore commensurate with a
qualitative case study approach. Looking for a complete and comprehensive picture may be
considered good practice, and can be achieved by employing the 5-Ws technique to each of

the research questions. Finally, only a selective use of this technique was adopted. The

Page 144



criterion used to select specific “Ws” was related to the state of the literature. This criterion

was chosen as it is counter-productive to have too many questions in the agenda. The latter

is also related to the large amount of data that qualitative enquiries tend to produce, which is

sometimes seen as a threat to this research approach.

Table 8: Detailed research questions after applying the “five Ws” technique

No. Research question Detail questions for the agenda
| How do plant bulldlng managers gather and Which structures and/or Settings are used?
share competitive information? Which techniques are applied?
Which structures and/or settings are used?
5 How do plant building managers analyse and Who is responsible to organize and maintain such
interpret competitive information? structures and/or settings and who participates?
Which techniques are applied?
Which means or structures are used to disseminate
How is market intelligence disseminated | )
3 intelligence?
informally?
Who disseminates intelligence?
Who is responsible for market intelligence in plant
How can a market intelligence framework for building?
the plant building industry be re- How does market intelligence work in current
4  conceptualized in order to add value to the  practice?

knowledge base of the organization?

Which techniques are applied?

What kind of suggestions and recommendations are

formulated?

The table above shows that what, when and where questions were not included in the

interview design. The reason is that credible answers to such questions can be found in the

existing theory, and that additional exploration is expected to yield little results. Including

more questions is related to the exploring the specific context with regard to (1) market

intelligence theory, and (2) plant building industry specifics.
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Table 9: Detailed research questions after including additional context-specific questions

No.

Detail questions for the agenda

Additional context-specific questions

1

2

How do plant building managers
gather and  share  competitive

information?

How do plant building managers
analyse and interpret competitive

information?

How is market intelligence

disseminated informally?

How does information gathering from internal sources differ

from information gathering from external sources?

Can information be gathered and/or shared using only a
technological solution (software)?

Which form of social grouping is mostly used (team,
network, community, department, etc.)?

How important is inter-departmental coordination in terms of
information gathering and sharing?

What specifically refers to plant building with respect to
information gathering and sharing?

How may direct (from external sources) and indirect (from

internal sources) gathering and/or sharing of information be

integrated with each other? Would it be beneficial?

In what way does the interpretation of information from the
macro environment differ from interpretation of the micro
business environment differ?

Is it possible to rely only on a technological solution
(software) for analysis and/or interpretation of information?
How important is inter-departmental coordination in
interpretation of micro environment information?

Which form of social grouping is appropriate (team, network,
community, department, etc.) for performing an analysis
and/or interpretation?

Which techniques are applied to analyse and interpret

competitive information?

How are different pieces of intelligence integrated with each
other?

How does formal dissemination differ from informal
dissemination?

May they be integrated with each other?
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What are the main plant building peculiarities in the process?

How important is the human intelligence function in market

How can a market intelligence . .
intelligence?

framework for the plant building
Do you see interrelations between knowledge management
4  industry be re-conceptualized in order
and market intelligence? Where?
to add value to the knowledge base of

the organization? How and where is information shared, spread and stored?

How is market intelligence connected to organizational

learning?

A qualitative interview agenda serves mainly as an aide-memoire. It is understood as a
flexible tool to remind the interviewer to add questions if necessary, that is, if these were not
answered in the course of the discussion. This was experienced as beneficial in the course of

interviewing.

4.5.2 Undertaking the pilot interview

Yin (2009) explicitly suggests that the researcher undertakes a pilot interview before starting
the case study. The pilot interview served the purpose of discussing and, if necessary,
improving the interview agenda to be used in the following interviews. This included testing
the timely duration of the interview, the comprehensibility and meaningfulness of the
questions, as well as, plausibility. Furthermore, it was used to understand if the topic was

being covered comprehensively.

The insights from the pilot interview were transformed into lessons learnt (see table 10). The
original design was carefully reviewed and the need for modifications given consideration.
This supports the iterative approach, but is also designed to improve the quality of the
process. In the case presented, the pilot interview did not only allow for an intermediary
assessment of the data collection technique, but included a complete interview. This is in

accordance with the employment of a refined interview agenda.

The pilot interview was conducted on November 21, 2011. The duration of the interview
was two hours and five minutes. Permission to tape the interview was received not just in
the pilot interview, but in all interview situations. In addition, the main ideas from the

conversation were taken as notes, both sources of documentation were used to create a
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lessons learnt document that led to necessary improvements in the interview design.

Furthermore, a regular interview report was crafted.

Table 10: Lessons learnt from the pilot interview

No. Description of items discussed at the pilot interview

1 Changes with regard to the interview agenda.

Put more emphasis on the “conceptual briefing” in order to make sure that participants with little
theoretical knowledge on market intelligence receive a basic understanding of the process and the

results.
2 Changes with regard to the details of the questions.

Basically no major changes in the research questions were necessary. Minor items, such as
clarification of the kind of (competitive) information involved, i.e. from the general market,

customers, products and technologies and competitors domain, was stated.
3 Additional improvement potential.

Some questions were rather similar; therefore re-asking is only necessary if a need is felt (aide-

memoire approach). This is important for the time aspect of the interview.

4 Overall impression and general remarks.
Logical structure in the interview (i.e. the sequence of the six blocks) was deemed suitable and
effective as it supported the development of thoughts.

Thorough knowledge on the subject matter by the researcher supported clarifying issues and questions

by the interviewee that emerged during the interview.
Plausibility and comprehensibility of the questions confirmed.

Comprehensiveness of the topic confirmed.
5  Lessons learnt.

Positive feedback received from the pilot participant.
Implementing lessons learnt from the pilot interview in the other interviews.

The interview was used as a source of evidence.

As it was found that the pilot interview yielded good results, and was considered well done
by the pilot participant, it was decided to include the data made in the course of the pilot

interview as regular data into the case study.
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4.5.3 The final interview agenda

The final interview agenda was elaborated following the pilot interview. In addition to the
lessons learnt, the following points enhanced the final agenda:

e More emphasis on the basic information providing an overview on the intelligence
process and results to the participant (conceptual briefing). This supported the
participants by indicating basic theoretic understandings of the topic at hand. This is
related to the issue that managers, often effective in practice, may lack theoretic
basics. In a complex process as market intelligence, this threat was overcome by the
conceptual briefing.

e A storyline for starting the interview: in order to delve into the topic it was deemed
important to ask the participant about his job role, and the role of intelligence in the
accomplishment of his tasks. Often this provided for an effect, where the participant,
if not fully aware of his use of intelligence in daily routines, started to associate with
the topic more intensively.

e The use of common-sense terms: this was anticipated in the pilot agenda already, but
proved to be of essential importance. The strategy to prefer common sense terms
(“gathering and sharing information”) to terminologies from the theory as described
in the literature review (“indirect gathering strategies”) was maintained. It was
decided to avoid asking or re-asking questions, if the response if the response to those
questions seemed to be indicated by responses to other (similar) questions already.

e The use of a summary and reflective section at the end: in order to reconsider items
where the need was detected, as well as to summarize basic insights from the

interviews (see Appendix No. 3).
From this information the final interview agenda was crafted, which is attached to the
appendix for reference (see Appendix No. 3).

4.6 Making the data

4.6.1 Case study evidence

Case study evidence may principally come from six different sources: documents, archival
records, interviews, direct observation, participant observation and physical artefacts (Yin,

2009). Multiple sources of evidence are an important characteristic in creating high-quality
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case studies, together with a study database and maintaining the chain of evidence (Yin,
2009). Collecting data from different sources of evidence is especially difficult, as it
typically requires a prolonged engagement in the field in order to be able to judge the

availability and relevance of additional sources of evidence.

Observation is a technique that includes ethical considerations, should the researcher not
reveal his identity to the participants. By carrying out research so that the group to be
observed is aware of the process and person conducting the study, may lead to a change in
behaviour and thus not be authentic. The quality of the data may be affected negatively and
makes the implementation of observation, in this delicate topic, very difficult. Bearing this

possible negative effect in mind, observations were rejected as a source of evidence.

One of the most important sources of case study evidence is the interview (Yin, 2009).
Well-informed interviews can provide important insights into affairs or events. Interviews
also hold a prominent position in constructivist research. Thomas and Linstead (2002) used
semi-structured interviews in individual face-to-face situations, also Mortara et al. (2009), in
their study on technology intelligence, employed semi-structured interviews. Both groups of

researchers acknowledge the role and importance of interviews in developing theory.

The interview as a medium for the transmission of information is a traditional approach. In
social constructivism, however, the interview is more active than in other approaches. This
relates to notion that data is constructed collaboratively rather than received. It is thus
“made” by both the participant and the researcher (Holstein and Gubrium, 2008). This
approach has been termed a “dialogical performance”, a “social meaning-making act” or a
“co-facilitated knowledge exchange” (Koro-Ljungberg, 2008, in Holstein and Gubrium,
2008, p. 429). This may raise objections with regard to bias. A social constructivist
approach includes the assumption that reality and knowledge are constructed in social
interactions, and so, Gubrium and Holstein (2008) see bias as a constant in every meaning
making act and not as a particular threat to research. Of course, this does not mean the
absence of a reflective and cautious approach, which aims at minimizing the impact of bias.
A technique to monitor the possible impact of bias is to question the participants, if the
interviews were experienced as biased. This technique has been implemented in this
research. The chain of evidence, from the tape record to the report and on to analysis and

interpretation is designed and maintained to address credibility and trustworthiness. The
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chain of evidence may be used to ensure that insights from the study are products of a

shared understanding between researcher and participant.

Semi-structured interviews in a face-to-face situation with individual participants shape the
core of this case study research design. This technique was chosen as it was the aim to
construct rich data with knowledgeable experts without entirely losing control over this
challenging process, which is important due to the complex and demanding topic (supported
by Easterby-Smith et al., 2002, in Saunders et al., 2007). Focus group interviews would also
constitute a rich way of making data, but were rejected as a source of evidence. Tight time
schedules of some of the participants from upper management of different organizations,

would have made the application of such a technique overwhelmingly difficult.

Thus, the agenda implemented focused on the main characteristics of the format suggested
for qualitative constructivists (Creswell, 2009). This means that attention is given to
explaining the goals and the process of the research. It furthermore acknowledges the
importance of a conceptual briefing before starting the interview process. It thus places

emphasis on achieving a good general understanding by the participant (see section 4.5).

Additional sources of evidence used in this case study were documents and archival records.
They were collected as the interviews proceeded. This procedure is discussed separately in
section 5.2.3. The documents included confidential information and so the content is not
revealed. These documents, products of market intelligence, were analysed, if their
preparation methods matched with what participants explained in terms of market

intelligence practices (how and why approach).

4.6.2 Transcribing the interviews into reports

The routine used in transcribing the data into reports can be described as follows: the
interview was documented using a tape recorder and taking notes. After the report was
typed, it was disseminated to the participant in order to obtain feedback. The latter was
mainly used to check, if the report reflected the content of the interview. Upon approval, the
final report was created and saved to the study database (see Appendix No. 4 and 5). The
chain of evidence was maintained in the following way:

¢ Scanning the handwritten protocol to be saved in the study database,

¢ Saving the audio-file from the tape record in the study database,
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e Saving the report (as word file and .pdf file) in the study database.

Figure 19: Routine in data making (author’s own scheme)

Interview agenda
(refined)

Semi-structured
interviewy

Hand notes Tape recaord

Feport

Sending Report to
Patticipant for
faedback

Final Report

4.6.3 Visibility of the original data in this thesis

As mentioned, two different sources of evidence were used in the course of data collection,
semi-structured interviews, and archival records or documents. With regard to archival
records or documents, emphasis on confidentiality was ensured, thus disseminating the
original data is and was not possible. Essential items filtered from these data were the
questions of how these documents were produced and for what reason. The insights were

captured following the cross-interview analysis and are presented in section 5.5.

Visibility of the data is a key issue in any qualitative research work. The large size of the
interview data, reports containing 189 pages in total, does not lend itself to inclusion of all
interview data into this thesis. The prevalence of German interviews would decrease the
usefulness of adding all the original data to persons capable of speaking German. As to
show an example, one complete report of an interview conducted in the English language
has been included in the Appendix (see Appendix No. 4). As it was perceived that this
strategy is not sufficient to cover the topic of visibility of the data, three additional measures

were incorporated:
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e An example of a colour-coded report is attached to the Appendix (see Appendix No.
6). This colour-coded report is the one generated from the interview report included
in Appendix No. 4, as to show the progression of the data.

e The analysis presented in section 5.5 was enriched by adding a total of 64 direct
quotes from the interviews in order to support the analysis and confirm that what it
presents is what has been discussed in the course of interviewing. This also supports
the idea of minimum interpretive acts on the analysis. These direct quotes may
sometimes exhibit weaknesses in terms of language, grammar or style. Including
quotes with such characteristics was perceived as the lesser evil, compared to
changing them in order to improve on the issues mentioned.

e A summary of all reduced and structured interview reports containing 35 pages is
furthermore appended and may be referred to in Appendix No. 7. Of course, this
summary is highly congruent with the analysis included in the thesis that can be
found in section 5.5 and supports the idea of minimum interpretive acts on the

analysis.

A further issue with regard to disseminating all original data in this thesis is related to the
ethical dimension of research. Confidential or sensitive aspects, which the interviews
sometimes included, are not generally disseminated in this thesis. The latter is justified as
market intelligence is considered a sensitive topic of business management. Not presenting
all the original data may therefore avert harm from participants and participating

organizations, which is a central element in the ethical concept applied to this thesis.
4.7 Data Analysis and Interpretation

4.7.1 Analytical strategy and methods

Yin (2009) purports that the qualitative analysis of case study evidence is difficult as the
techniques are not well defined. This position is not justified, as there is a wealth of
techniques and methods portrayed throughout literature (see for example Saunders et al.,
2007; Flick, 2009; Gray, 2009). Yin’s critique of qualitative techniques seems to follow the
criticisms aiming at the foundation of qualitative inquiry. Roworth-Stokes’ (2006) remark is
therefore more precise, as he states that the most contentious part in the analysis of
qualitative data is the process of transition. This includes the process from the transcript to

the categorization (the reduction of data) and the subsequent theory building through the
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analysis. Roworth-Stokes states, that the reason for dispute lies in rigour, transparency and
consistency (Roworth-Stokes, 2006). Therefore, the idea is to systematically codify, collate,
reduce, and analyse the data made in a consistent, but pragmatic manner (Roworth-Stokes,

2006), which has been implemented in this research.

According to Yin (2009) it is essential to define three fundamental items in the analysis of
qualitative data:

e The analytic strategy,

e transparent analytical steps, and

¢ atechnique for how to deal with rival explanations.

Yin (2009, p. 130) proposes “relying on theoretical propositions” (theoretical
understanding) as one of four basic strategies in case study analysis. According to Yin, it is
the most preferred strategy in the analysis of qualitative data. The strategy proposed is thus
in line with Yin’s preference of theory before empirical study. The method is suitable here,
as it allows to follow theoretical propositions (i.e. the thematic headings) established in the
literature review, and is thus in line with the deductive approach of this case study. Still,
elements of induction have been used to complement the deductive approach in this
research. The latter included re-visiting the thematic headings after data collection and the
use of a reflective comments log. This has been used to integrate theory and empirical
findings, in order to facilitate the process from data collection to analysis and interpretation.

It supports the formation of thoughts.

Different analytical methods have been proposed; among them are such preferred methods
as content analysis and grounded analysis. The decision on which of the methods to rely on
is an important one, and should not be taken hastily. It was decided not to use content
analysis in this research, as there exists a perception that content analysis lends itself overly
to positivist epistemologies and is mainly (though not exclusively) used in conjunction with
quantitative studies. The strength of content analysis appears to be that it mainly considers
the frequency and distribution of specific contents, which is not a main point of interest in
qualitative analyses. In grounded analysis, King (2004, in Easterby-Smith et al., 2008)
argues that codes cannot be determined beforehand, which contradicts the analytical strategy
as described above. In this research codes are based on thematic headings, used in principle

already in the literature review.
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Another technique that has become prominent in use among qualitative researchers is the
thematic coding technique (Bryman and Bell, 2007). According to Bryman and Bell (2007)
it has reached widespread acceptance in the academic community, and may so be used in the
context of this thesis as well. In practice, a colour coding scheme was used following data
reduction in order to reach thematic clustering. Following colour coding, the data was
structured logically (i.e. in the order of the defined codes), to result in a cross-interview
analysis after the individual texts had been merged. In addition, insights from archival
records and documents obtained as additional sources of evidence, have been compared with

the analysed interview data at the cross-interview stage.

The figure below represents the process steps used in analysing and interpreting the data
after the final reports were obtained and permission to use them was given by the
participants. This overview adds to the initially formulated need for transparent and coherent

research steps (see section 4.2.2).

Figure 20: Process for analysing and interpreting the data (author’s own design)

Data from outside Headings Reduced data Intepretation Refined
Thematic headings the boundaries transformed aggregated in conductedas a conceptual model
as the basis marked for colour codes tables narrative
exclusion

, ) EXCI o o (-]
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apptoptiate [ appropriate double-entries Peer debriefing

Have a routine for data ) ) | Save and re-check Support explanation of

reduction | Establish a routine for material to be excluded maodel by using & figure

tival explanations

| Production of
categories

The analysis of the case study data was started with printing the final reports. Final report
means that the transcripts from the interviews, the reports, were included as final as the
participants approved the use in the thesis (see for an example Appendix No. 4). Then they
were comprehensively reviewed. Such an approach is designed to follow Creswell’s (2009)
advice, who recommends to read and screen reports in order to obtain a general sense and an
overall meaning of the data that has been made. A variety of steps were conducted in order
to ensure a coherent and transparent transition from raw data to analysed data and to keep

authenticity at a high level.
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e Data reduction with a clear rule: eliminating all entries that were not directly
concerned with answering the agenda questions (such as personal comments or
stories from professional experience), items deemed as confidential (such as latest
technological developments of a company) and double entries. Data reduction before
analysis may be considered common practice as in qualitative research, as large
amounts of data were collected. In this case, reduction before analysis is related to the
189 pages of transcripts. Reducing the data before analysis is a pragmatic but
necessary step here. It is furthermore related to an ethical dimension of the research
project. Reducing the data before analysis can avert harm from participants and
participating organizations, for example when a competitor reads the thesis. It is
justified as market intelligence is considered a sensitive topic of business
management. Avoiding harm, respectively promoting confidentiality, is a central
element in the ethical concept applied to this thesis.

e Translation of the reduced data into English where necessary and review of data in
order to establish an overall sense of all data to be used in the following processes.
Translating only reduced data is considered a pragmatic step, as it reduced the
workload resulting from translation. Due to language abilities of the author, this did
not compromise the quality of the data made and analysed.

e Re-visiting the thematic headings developed (see section 5.4) and applying the colour
codes to particular text chunks of individual reports.

e Structuring the individual data logically under the respective thematic headers within
individual interviews, eliminating double entries and searching for differences as well
as emerging insights. Potential differences, as well as, emerging insights were added
to the reflective comments log.

e Final overall analysis (cross-interview analysis): structuring the statements of
different participants under one respective thematic header, eliminating double
entries, searching for differences and emerging insights. Furthermore, main items
from the archival records and documents were added in order to achieve a balanced
and comprehensive analysis of market intelligence practices in the plant building

industry.

4.7.2 Emerging insights and contradictory results

Essential in cross-analysis is to look at the data in divergent ways. The reason to cross-

analyse the individual reports is not to check whether participants answered in completely
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identical ways. Rather, the cross-check is a tool to spot whether individual cases yield
similar overall pictures, without totally contradicting explanations. This is due to the fact
that case studies are an instrument that allow to collect and analyse data on an immersed

level, typically not accessible to e.g. surveys.

The rival explanations strategy is based on Eisenhardt (1989), who thinks that awareness of
such incidents and a routine for problem solving, is of importance. It has been said that
theory building from case studies is a process based on preconceptions. In fact this is not
necessarily true. The juxtaposition, the creative insight obtained from reconciling (potential)
differences and reframing them into a new gestalt is what is important (Eisenhardt, 1989).
This juxtaposition is at the core of theory building from case studies, as conflicting realities
tend to unfreeze thinking and minimize bias from the researcher (Eisenhardt, 1989). If re-
framing differences into new gestalt is not possible due to statements that are diametrically
opposed, the strategy employed is to address this problem by going back to participants and
asking specific or closed questions in order to find out if it is actually a rival explanation. In
the worst case it implies re-formulating questions until no rival cases are obtained. In this
case study, this implied noting all potentially rivalling or contradictory statements into one
the reflective comments log (see section 5.6). In a next step, it was analysed whether these
potential differences were truly rivalling, or merely data on different levels, which is often

so in case study research.

4.7.3 Interpreting the data

The interpretation is important as the design seeks to answer the question “what have I
learned” (Lincoln and Guba, 1985, in Creswell, 2009, p.189). Although the latter question
may be seen as a personal advancement, this is an essential research step too. The
interpretation is thus important in this research, as no real interpretation of theoretical
frameworks was possible and undertaken at the literature review stage (see section 2.5.3).
“What have I learned”, means that the analytical framework is synthesized into a refined
conceptual framework, that supports managers by clarifying how to engage in different
market intelligence strategies and for which purpose. This is the main objective of this

research and will be brought forward in the course of the next chapter.

In order to undertake a rigorous and transparent interpretation, it was relied on the reflective

comments log that provided for emerging insights. The latter provided for the foundation in
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establishing the interpretative technique. The importance of reflecting on existing models,
discussed in literature, was further implemented. Four potential models have already been
investigated during the process of literature review, and the importance of Quinn’s (1985)
model (see section 2.5.1) in the development of the interpretative technique is discussed in
the next chapter. Emphasis in the interpretation was hence put on the following items:

e Prolonged reflection process: using a reflective comments log where emerging
insights were cross-checked with existing models for establishing the interpretative
technique (see section 5.7).

e [terative process: alternating between data, analysis and literature to ensure that the
interpretative technique is grounded and discussing the differences compared to
models of literature.

e Using the narrative method for undertaking the interpretation by taking into

consideration the rich data collected and analysed.
4.8 The Social Dimension of Reflective Practice

4.8.1 General remarks on reflective practice

Reflection suggests looking back over personal experiences with the aim to reveal one’s self
to oneself (Sambrook, Stewart and Roberts, 2008). It is an introspective activity. Schon
(1983) thinks, that through reflection, a person may surface tacit knowledge to become
explicit, which in turn may result in heightened awareness as to the item and possibly
discover a need for change (Schon, 1983). Wong et al. (1997, in Freshwater et al., 2005)
argue for increased responsibility and accountability as a consequence of reflecting on past

incidences.

A philosophical view that acknowledges the importance of change, as well as, the
techniques of how to adapt to it, is social constructivism. One of its main objections with
regard to positivism is that it lacks abilities to manage complexity (Schon, 1983). Schon
(1983) describes it as a mismatch of traditional patterns of practice, whereby modern
practice situations exhibit complexity, uncertainty and instability. Of course, market
intelligence is predominantly concerned with managing complexity and change. Reflection
is therefore a major building block and may be even thought of as forming a part of the
methods mix (Schon, 1983). Yin (2009) has characterized the case researcher as a person

capable of dealing with changes, complex situations and the lack of standard answers to
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problems. This calls for a separate strategy, and the implementation of reflective practice as
a key ingredient to it.

Raelin (2002) thinks that reflective practice, in contrast to the introspective appearance that
it gains in other conceptions, may include reflecting in public, and puts such an activity in
relation to learning dialogues. Wong et al. (1997, in Freshwater et al., 2005) agree to public
reflection and that it may include dialogue and discussion of events with other individuals in
order to develop a grounded understanding of what happened, why it happened and having
what kind of implications. These discussions actively challenge and question existing
assumptions based on personal experiences and relate to a social component of reflective
practice. Disclosing one’s thoughts, ideas, actions, and values to critique from the external
world, by allowing different views to impact on oneself, is considered a powerful moment.
It allows for the construction of knowledge and reality, possibly resulting in a need for

change. It is seen as an aspect in terms of the quality concept established in section 3.6.

4.8.2 Peer debriefing

A main technique to open a particular piece of research to scrutiny is the peer debriefing. It
supports the notion of a social reflective practice, and complements the rather introspective
moment of the reflective comments log. It is furthermore commensurate with the

philosophical standpoint that overarches this thesis.

A peer debriefing is therefore implemented at the end of the empirical study to highlight and
discuss main events and insights from the study. It opened the study to an external audit or
review, which was concerned with making suggestions on authenticity and trustworthiness
of the results. It is another iterative characteristic of the research approach implemented. The
details of the peer debriefing are disclosed following the analysis and interpretation of the

study data in section 5.9.
4.9 Research Design Quality Check

4.9.1 Protocol template for case study planning

All major steps in the case study design have been supported by taking additional quality
improving measures in line with the approach employed in this study. It is thus consistent to

undertake a quality check specifically for the research design itself. This is implemented
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using two specific measures. Firstly, checking the design with a protocol template for case

study planning, and secondly, identifying similar research projects.

The “protocol template for case study planning” prepared by Brereton et al. (2008) was used
to check the quality of the research design. This protocol, apart from having been based on
acknowledged authors from the field of case study research (Yin, Stake and Eisenhardt, all
in Brereton et al., 2008), includes a synthesis of the most accepted and recommended
actions governing case study research. It was prepared by the aforementioned authors
following a series of case studies in order to frame a template that discusses their
experiences in improving the rigour and consistency of case studies (Brereton et al., 2008).
This template was copied and it was examined whether the design in general, as well as, the
individual measures proposed, are adequate. Specific measures have been added, showing
how the items proposed by the template are supported and implemented in the actual

research design.

Table 11: Mapping the protocol template against the research design developed (based on
Brereton et al., 2008)

.. . Applicability Specific measure adopted in this
No. | Description of protocol template items and
Bt q research
justification
1  Background: identify previous research Yes Section 2.3.7
2 Define main research questions Yes Section 3.2.2
3 Define additional research questions Yes Section 4.5

Identify whether to use multiple- or single- ) )
4 ] Yes Single case design
case design

5  Describe object of study Yes Section 1.5

Describe any propositions or sub-questions ]
6 ) ) Yes Sections 3.2.2 and 4.5
and measures to be used to investigate them

7  Criteria for case selection Yes Section 4.4

8  Procedures governing field procedures Yes Sections 4.2.2,4.3.3, 4.5, 4.6 and 4.7
9 Roles of case study research team members = No Not applicable

10  Identify the data to be collected Yes Sections 4.4 and 4.5
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11

12

13

14

15

16

17

18

19

20

21

22

23

Define a data collection plan

Define how data will be stored

Identify the criteria for interpreting the

findings

Identify which data elements will be used

and how the data will be combined
Consider the range of possible outcomes

The analysis should take place as the case

study progresses

Validity: check against Host and Runeson’s

(2007, in Brereton et al., 2008) checklist

items

Construct validity: show that correct

operational measures are planned

Internal validity: only for explanatory or

causal research

External validity: identify the domain to

which findings may be generalized
Explain study limitations

Identify target audience.

Give time estimates for all major steps.

Yes

Yes

Yes

Yes

Yes

Yes

No

Yes

Yes

General plan established for personal

use only

Section 4.3.3

Section 4.7

Section 4.7, summary in Figure 20

Section 4.5.2

Iterative process, ongoing analysis,

reflective comments log section 5.3

Not applicable, as qualitative criteria

and concepts are used (section 3.6)

Credibility, dependability,
transferability and confirmability used
as qualitative criteria to measure
overall “trustworthiness” of the

research (see section 3.6).

Sections 3.2.3 and 6.8
Academic panel

General time schedule established for

personal use only

This quality check confirms that all items identified as relevant for this case study research

design could be related with specific measures implemented here. Hence, the basis for

taking the decision to proceed was obtained. Additional optimization potential has been

revealed and implemented during the preparatory works and especially when writing a

reflective comments log throughout the data making and analysis processes.

4.9.2 Identifying similar research projects

This section has been included to additionally support the credibility of the research design

and the methods and techniques implemented. Shenton (2004) mentions that it is important
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to identify whether the methods proposed and used in a particular piece of research have
already been used in similar research projects. Apart from the study by Thomas and
Linstead (2002) which has already been mentioned several times, Beverland and Lindgreen
(2007) in their multiple-case study on implementing market orientation in industrial firms,
have used a set of similar methods and techniques. They argue in favour of qualitative
methods when studying complex processes (Yin, 1994, in Beverland and Lindgreen, 2007),
and chose a multiple-case approach in their efforts to generate theory (Eisenhardt, 1989, in
Beverland and Lindgreen, 2007). Beverland and Lindgreen used two cases which they
selected for their (expected) rich insights. They held a total of nine in-depth interviews, with
participants from middle and upper management levels, stopping the interview process
when saturation occurred. Saturation was related to the point in time when few new insights
were gained (Strauss and Corbin, 1998, in Beverland and Lindgreen, 2007). They have used
Eisenhardt’s methods for case analysis (within-case and cross-case analysis), including the

coding technique to produce theoretical categories.

Mortara et al. (2009) have also embarked on a qualitative case study approach using semi-
structured interviews in their efforts to construct a framework model on technology
intelligence. It was not mentioned, whether Mortara et al. (2009) preferred multiple case
studies, or case studies. The latter term has been used in their research, although they speak
of individual cases that are covered within their study. Apparently, the authors see no

advantage of labelling a case study a multiple case study.

The methodology and methods adopted in this approach, as well as, the design implemented
have apparently been used in similar projects already. Hence, it can be said that:

e A qualitative case study is a sensitive methodology that enables making rich data at
different levels, constructing a comprehensive picture and presenting different voices
rather than silencing many of them. It is thus useful to achieve new insights into the
subject matter that can be framed into new theory.

e Semi-structured interviews, participant selection based on personal judgement with
few participants is not necessarily in contrast with creating a high-quality case study.
Successful examples indicate that such approaches yield acceptable results.

e Thematic coding is an appropriate strategy in analysing qualitative data.
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4.10 Outlook on the following Chapter

This chapter has dealt with the development of the research design, and has transparently
disseminated all relevant decisions in this process together with justifications for the
decisions. The next chapter will render visible to the reader the actual empirical case study.
Details connected to the data collection are addressed; in addition, the chapter will present
the analysis and the interpretation of the data. A peer debriefing is implemented as an
additional measure of the quality concept applied. Most importantly, it will disclose the
foundations of the revised conceptual framework, which is then summarized in the final

chapter.
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S. Data Collection and Analysis

5.1 Introduction

This chapter holds the empirical case study, and focuses on the analysis and interpretation of
the data. The raw data itself is not included in this thesis due to its large size, among other
reasons. Instead, an example of the raw data (i.e. one interview report) is included in the
appendix as evidence. In addition, one example of a reduced and colour-coded report, as
well as, the summary of all reduced and structured interview reports are shown in the
appendix. This approach has been chosen to disseminate the individual steps in line with the
establishment of a chain of evidence. The chapter sets ground for the revised conceptual
framework, by detailing specifically the narrative synthesis of the cross-interview analysis,
as well as, the interpretation. In addition, the chapter will provide justifications for the

approach chosen, implemented in the form of a peer debriefing.
5.2 Reporting on the Data Collection

5.2.1 Negotiating access to selected organizations and participants

The search for informative participants required implementation of the criteria mentioned in
the description of the selection process (see section 4.4.2). A pre-requisite for participation
in the study was, that the potential candidate was known to have the necessary experience,
as well as, the expert knowledge in the field. This was implemented starting with persons
from the author’s network as well as, recommendations from potential participants. This

tentative list was taken as the starting point in negotiating access.

From this tentative list potential participants were contacted either personally or via
telephone. The objective was to obtain information whether the potential participant was
able and willing to be included into a final list of participants. Apart from one potential

participant, all tentatively listed persons agreed to participate in the study.

The final list of participants was then used to organize dates and venues with the people
concerned. This again involved direct communication with them by telephone or face-to-
face. The final list of participants consisted of people who fitted with the mentioned criteria
having a minimum of 10 years of work experience, significant knowledge in marketing

and/or sales and/or project management in the plant building industry, and had technical,
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engineering or business management backgrounds. The participants had knowledge of plant
building market intelligence in managerial practice both, on strategic, as well as, on tactical

and operational levels.

The plant building industry is as an industry predominantly globalized, therefore it was
important to invite participants with different backgrounds to the study. Over-reliance on
Austrian participants with their traditions and norms was avoided. Diversity was essential
and participants from Brazil, the U.S. and the U.K were ready to contribute. This measure
was set to support transferability. In total eight interviews were conducted with experts from
the plant building industry, this figure holds and included the pilot interview. These experts
are employed by four different companies, including two plant building companies, one
exponent of a customer organization and a representative of consulting (see section 4.4.1).

The organizations taking part in the study are briefly described below.

Plant building company No. 1 with its headquarters in Austria is one of the global leaders in
the field of plant building, with more than 10,000 employees worldwide. The company is
active in the field of metallurgical plant building, although the company once also engaged
in chemical plant building and fabrics building. Today, plant solutions are provided for the
mining, ironmaking, steelmaking and rolling, as well as, the aluminium industries. Five
participants were included from this company, with diverse backgrounds in terms of
education, nationality, age, and management hierarchy. This group of participants included
one Senior Vice President (MSc, 20 years of professional experience), one Head of
Marketing (BA, 10 years of professional experience), one Commercial Head of a Business
Segment (MSc, 19 years of professional experience), one Senior Project Manager (MSc, 15
years of professional experience) and one Specialist in marketing and media relations (PhD,

30 years of professional experience). The details are referred to in table 12.

Plant building company No. 2 is an affiliated company with Plant building company No. 1
and is located in the U.K. It is specialized in blast furnaces, rolling mills and aluminium
rolling. The company employs a total of more than 500 people. Plant building company No.
2 employs the senior manager in the sales and account management area, included in the list
of participants. This participant is of special interest, apart from having 10 years of
experience in metallurgical plant building, has more than 10 years of experience in power

plant building for both British and Austrian companies. The participant holds a bachelor’s
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degree in engineering and the expertise provides a wealth of information for the study (see

table 12).

Company No. 3 is an Austrian holding that owns a number of enterprises. The number of
employees exceeds several hundreds. These companies are engaged in services, spare parts,
consulting, plant building and sale of metal products. One senior vice president from this
company was included to the list of participants. This participant has over 30 years of work
experience, a background in business management (see table 12) and exposure to plant
building as a senior consultant in structuring plant building projects (see section 4.4.1,

second group of potential interviewees).

Company No. 4 owns one of the largest mining enterprises in Eastern Europe. It is a holding
company based in Cyprus and has about 70 employees. Experience in structuring large-scale
plant projects for the mining company was the reason for selecting one of the board
members. The customer’s perspective shapes the area this particular participant can add (see
section 4.4.1, third group of potential interviewees). This participant, apart from being a
member of the board, holds two university degrees, one of them in business administration

and has 17 years of work experience.

5.2.2 Making the data using semi-structured interviews

Each interview first aimed at informing the participant about the goals, methods and
processes of the research. A short overview of the most important issues provided as a
conceptual briefing was given to familiarize the participant with the topic of the interview.

The latter was identified as important from the findings of the pilot interview.

The interview began with two basic questions in order to pick up the interview partner and
proceed. Firstly, the immersion strategy involved asking the participant about the position
held in the company. The second question posed included asking for the perceived relevance
of market intelligence. This strategy provided for the opportunity to open field of the

subject.

The interview continued by targeting the weaknesses and contradictions located in literature.

The third part of the interview included an exploration of how the process may unfold in the
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plant building industry, which gave the participant the opportunity to reflect. Table 12 gives

an overview of the operational details of the interviews.

Table 12: Overview on the interviews

Participant’s Wo.r k . . Date of the Duration of the
No. experience | Nationality . . : c
background 2 interview interview
(in years)

Technical and

1 19 Austrian Nov. 21, 2011 2 hours and 3 minutes
commercial

2 Commercial 30 Austrian Nov. 24, 2011 1 hour and 54 minutes

. Nov. 25,2011 and .
3 Scientific, technical 30 American 2 hours and 27 minutes
Jan.13, 2012

4 Commercial 17 Austrian Dec. 04, 2011 1 hour and 20 minutes
Commercial and

5 10 Brazilian Dec. 12, 2011 lhour and 45 minutes
technical
Technical and .

6 20 Austrian Dec. 23, 2011 1 hour and 34 minutes
commercial

7 Technical 15 Austrian Dec. 23,2011 56 minutes
Commercial and .

8 30 British Jan. 10, 2012 1 hour and 43 minutes

technical

The data making procedure lasted from November 2011 to January 2012. During this period
eight interviews were carried out with a total length 13.7 hours (822 minutes). The average
interview lasted for 103 minutes (1 hour 43 minutes). The longest interview lasted for two
hours and twenty seven minutes and was, on ground of limited time availability of the
participant, divided into two sessions. Data collection ended after eight interviews. The
saturation of insights became evident after seven interviews, and confirmation of the notion
became clear after the eighth one was carried out. Saturation was perceived after a sufficient
amount of rich data had been gathered, and repetition occurred. Repetition may be referred

to as redundancy of insights. One complete interview is in Appendix 4.
The feedback obtained, provided the confirmation that the interviewees considered the

interviews carried out well and that the reports were correct (see Appendix No. 5). All

participants furthermore confirmed that the topic was covered comprehensively that the
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questions were formulated plausibly and in a reflective manner. Feedback was received on
two occasions:

e Before ending an interview, each participant was given the opportunity to remark on
how the interview was conducted and if the topic was covered comprehensively.
Participants also had the opportunity to make additional comments before closing the
interview procedure.

e Reports were sent to the participants for confirmation. A major concern was if the
participants felt that the interview was conducted in a reflective manner and not

overly biased (see Appendix No. 5).

Typing the reports proved to be time consuming, as an hour of interviewing resulted in
approximately seven to nine hours of typing work, depending on the speed of speech. One
hour of an interview was equal to approximately 15 of DIN A4 pages using word format,

Times New Roman font, font size 12 and single space.

Table 13: Overview on the amount of data produced

No. | Date of the interview | Duration of the interview NP O3] IS Worfl count
the report (circa)
1
Nov. 21, 2011 2 hours and 3 minutes 44 14,600
2 Nov. 24, 2011 1 hour and 54 minutes 18 7,100

Nov. 25, 2011 and Jan.
3 2 hours and 27 minutes 30 15,700
13, 2012 (two sessions)

4 Dec. 4, 2011 1 hour and 20 minutes 19 8,400
5 Dec. 12, 2011 1 hour and 45 minutes 24 12,000
6 Dec. 23,2011 1 hour and 34 minutes 18 9,200
7 Dec. 23, 2011 56 minutes 15 5,600
8 Jan. 10, 2012 1 hour and 43 minutes 21 10,900
Total 13 hours and 42 minutes 189 83,500

The interviews resulted in reports amounting to 189 pages of data, with a total word count

exceeding 83,500 words. For this reason only one example of an interview report is attached
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to this thesis (see Appendix No. 4), whilst a summary of reduced and structured interviews
can be found in Appendix No. 7.

The interviewees received the reports in order to confirm the content and give permission
for use in the thesis. One participant (Participant No. 7) pointed out some spelling mistakes,
which were then corrected. The positive responses (see an example in Appendix No. 5)
provided the basis to continue with the analysis and the interpretation of the data. After
conducting and transcribing all the interviews, the reports were carefully read and the
essential substance of the statements obtained. A separate reflective comments log proved to

be helpful in this context (see section 5.3).

5.2.3 Additional evidence from archival records and documents

Searching for archival records and documents was included in the data collection strategy,
as means to locate multiple sources of evidence. A concise search for suitable sources of
evidence from within Plant building company No. 1 was conducted in the following way:
e The corporate intranet,
e The departmental drives (marketing department and sales and key account
management department),
e The IRC (corporate “Information Research Center”): is a separate corporate staff unit
that operates a huge database with articles, studies and other literature for many

(almost all) relevant topics (management and technology topics mainly).

A total of three documents could be retrieved by using this strategy:
e An internal guideline for market intelligence used by one business unit (non-plant
building) was retrieved from the corporate intranet and studied.
e A presentation on market intelligence and its connection to a reporting tool used in
the company was retrieved from the departmental drive and studied.
e A management report on “competitive intelligence — maximizing the intelligent use

of information” was retrieved from the IRC and studied.

After carefully reading and reflecting the content of the documents, none of the retrieved
pieces were used. The first and the last of the above mentioned documents were excluded
because they were issued by a corporate holding and not specifically designed for use in
plant building. The general knowledge was available from other sources (i.e. the literature

base); no additional value justified inclusion in the case study. The second item was
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prepared for use in the plant building industry, however, the perspective was rather one-
sided from an IT and reporting point of view. Rejection was based on the limitations of the
research as defined in section 3.2.3. For reasons of confidentiality documents and archival

records cannot be disseminated in this thesis.

Yin (2009) states that any of the proposed sources of evidence have been the sole basis for
entire case studies. This means, that although it seems possible in case study research to rely
on one source of evidence only, the search for additional sources of evidence was not
abandoned. During the interviews, participants were asked to suggest useful documents or
archival records, as additional sources of evidence. This strategy is in accordance with a
prolonged engagement in the field. The following additional documents could be retrieved
following this approach:

e Participant No. 5 provided a market analysis and a competitor report as outputs of a
business unit market intelligence project. These have also been incorporated into the
analysis, especially the information how they were produced. In this case the data
cannot be made public published for reasons of confidentiality.

e Participant No. 6 provided a general benchmarking study (evaluation of main
competitors) prepared by a central department of the firm, and was classified as a
strategic type of market intelligence product. After careful consideration the
document was included in the data suitable for analysis, as it contained important
information about its preparation methods. The data is confidential and cannot be

made public.
5.3 Reflective Comments Log

5.3.1 General aspects with regard to the reflective comments log

A main characteristic of case studies aiming at theory generation is considered to be
overlapping data collection and analysis processes (Eisenhardt, 1989). This feature has
already been introduced in section 3.4.3. In order to ensure such overlapping stages it was

deemed important to start and maintain a reflective comments log.

The reflective comments log was started after the pilot interview was conducted and was

maintained parallel to data collection and analysis. It supported the formation of thoughts
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and facilitated the transition from data making to analysis and interpretation by following an
iterative approach.

The log created had a total volume of 29 pages, with almost 16,700 words. The reflective
comments log was started in December 2011 and kept until March 2012. The ongoing
reflection was supported through several entries per week. During this period, emerging
topics, rich descriptions, potential differences, main statements and reflections on the case
study data were entered and reflected upon. All the issues that emerged were noted on the
day they emerged, and in an unstructured manner. After completing the data making
procedure the comments were analysed and reflected upon.

This reflective comments log served two purposes:

¢ Firstly, experiences from the data collection process were discussed. This provided
for an opportunity to use experiences in order to improve interviewing techniques of
the author as the process continued (see section 4.5.1).

e Secondly, it supported the analysis and the interpretation of the data by enhancing the
methods and techniques applied with a reflective and iterative approach. The
alternation between data and theory supported identification of differences, emerging
insights and confirmation of existing knowledge. These insights are disseminated to

the reader after the analysis of the data, and are part of sections 5.6 and 5.7.

5.3.2 Lessons learnt from the interviews

Although the interviews were conceptualized in a semi-structured approach, a gradual
evolution into a more in-depth nature was observed as interviewing proceeded. Although the
distinctions are not clear-cut, the most pertinent result was that the interviews lasted longer
than originally anticipated. Thus the role of the agenda changed in the course of the
interviews, leading to a more flexible approach in the interviews. It was used as a pure aide-
memoire, with most of the essential insights naturally emerging from the conversations.
Consequently, some of the interviews, especially the longer ones, could be referred to as
narrative based, the way in which the interviewees responded to the questions was often in

the form of episodic narratives of how particular things had happened.

Flexibility proved to be a key issue when conducting the interviews. It relates to adapting to
the differences in character and knowledge stock among participants. Some participants
were highly structured and hence preferred a structured approach as originally outlined in

the agenda (see section 4.5). Other participants were determined and intuitive, which

Page 171



resulted in a process characterized by the inclusion of stories from professional experience
and alternation between individual blocks of the agenda.

Careful time management proved to be more important than originally conceived. It was
related to tight time budgets of participants. Although Saunders et al. (2007) explicitly
recommend typing the interview report shortly after the actual interview, this was not
always possible due to the author’s employment status. The strategy to mitigate the threats
associated with not typing the reports immediately after the interview, included combining

tape records and hand written notes when crafting the reports.

Most participants had a superficial understanding of market intelligence theory. Thus it was
imperative to have questions formulated in a comprehensible and pragmatic way. The latter
relates to omitting technical terms, while relying on common sense formulations. This
approach supported participants in associating these formulations to their personal and
professional experiences. In general, the theoretic approach to agenda development, which
resulted in a logical order of questions, supported the interviewing procedure. This was

confirmed by participants at several instances.

Participants with different backgrounds (see section 4.4.1) was vital, thus a broad variety of
positions on the topic was made possible. The diversity of the participants made it possible
to obtain a comprehensive understanding of the topic. Narrations provided detailed rich
descriptions. Dealing with the statements of participants proved to be challenging, thus
developing a method to comprehend meaning was essential. As potential differences were
located in the data, the prepared routine was followed (see section 4.7.2), and such entries

were extracted as reflective comments and discussed separately (see section 5.6).

The underlying theory about the informative participant proved helpful and the
characteristics knowledge, experience, openness, communicativeness and reflectivity, were
confirmed (see section 4.4.2). In addition, the criteria that the participant had to have at least
10 years exposure to plant building was confirmed during the interviews. Participant No. 8

indicated his experience as follows:

“And then you need a couple of years, usually it’s about ten years in the business,
before you get a good feel of the people, the market, the customers, the company, the

’

network - to add value.’
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Occasionally, the terminology used in the interviews was not clear to some of the
participants. Unfortunately, some participants did not admit to not understanding a concept.
For this reason technical terms were introduced with short explanations, thus dealing with
the insufficient understanding of terminology was avoided. One example was the concept of

knowledge management, that had to be explained on two occasions.

Interviews were held in either German or English as preferred by the participant. Three
participants were non-native German speakers, resulting in three interviews conducted in the
English language. German-speaking participants sometimes confused the term market
intelligence with intelligence as a property of the mind. An adequate German term for this
concept does apparently not exist, although it may advance the understanding of the concept

in German-speaking countries.

Bias has been seen as a major drawback of constructivist and qualitative interviews.
Although objectivism has to be rejected from the point of view adopted in the thesis, bias
was not perceived as a threat in this study. Participants from middle management or senior
managers were very experienced in terms of negotiation techniques. This is an important
fact to consider, as constructivist interviews are said to “negotiate a shared understanding”
(Koro-Ljungberg, 2008, in Holstein and Gubrium, 2008, p. 431). This made interviewing an
interesting, but challenging procedure, as participants were able to negotiate their views by
substantiating them with experiences from their professional domain. The expert knowledge
of the interviewer and that of the participant was perceived as balanced. In addition,
participants were asked if they felt that interviews were conducted in an overly biased way
(see Appendix No. 5). The participants found that the interviews were conducted well and
bias was not an issue. The confirmation provided the basis to further proceed with the

analysis.
5.4 Analysing the data using thematic headings and colour codes

5.4.1 Definition of the thematic headings established for the analysis

The thematic headers established in the literature review were used to develop the interview
agenda (see section 4.5) and to guide the development of the thematic headers used in the
analysis of the case study evidence. This is in line with the rather deductive approach, as

well as, with the analytical strategy adopted in the case study (see section 4.7.1). Re-visiting
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themes after the data was collected, may be considered as an element of induction, and is a
pragmatic characteristic designed to adapt the headers to fit with the research progress. This
led to minor modifications compared to the initial headers. The use of the reflective

comments log supported this approach.

Thematic headers established led to omitting previously used headers, definition of
intelligence needs, sources of environmental information, storing intelligence and utilization
and feedback, in line with the limitations of the study as established in section 3.2.3.
Collection strategy was renamed into information gathering, giving particular consideration
to indirect gathering approaches. Information synthesis and intelligence integration were
added to the thematic headers used here, due to the importance of merging information and
intelligence from different sources to obtain a comprehensive picture of the operating
environment. Products and services from intelligence operations, as previously used, was
changed into results of market intelligence, in order to place more emphasis on intangible
results of market intelligence. Furthermore, the header plant building specifics was added, in
order to support the construction of an industry-specific framework. Each thematic header
was then related with a specific colour to be used in the analysis of the texts. In practice,

coloured text markers were used and applied in the context thematic analysis.

Table 14: Relating thematic headings and colour codes

No. Thematic heading Colour Code
1" Plant building specifics Yellow
2 Information gathering Green
3 Information synthesis and triangulation Magenta
4 Analysis and interpretation Orange
5 Intelligence integration Blue
6 Dissemination and communication Violet

7 Results of market intelligence activities
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5.4.2 Data reduction, colour coding and cross-interview analyses

Data reduction before analysis was necessary, as exploratory, qualitative studies usually
produce large amounts of data (see table 13). A justification for this procedure has been
given already in the previous chapter. Data reduction was conducted with marking those
aspects in the reports that were to be used for the final analysis. The reduction criterion
applied was, that only items providing answers to particular questions posed in the agenda
were left for analysis. As a result 60-70% of the data made was reduced. This high
percentage is justified because participants often highlighted specific aspects of their
answers by elaborating on situations from their professional life (stories). Confidential items

or repetitions were also excluded thus leading to data reduction.

Translation of the German interviews into English was done only after data reduction in
order to reduce the work load. At this stage the translated data was unstructured, meaning
that the data was in the order in which the interviews were conducted. Coding can result in a
fragmentation of data due to the loss of the context of a statement. This is associated with
the loss of the narrative flow of the interview (Bryman and Bell, 2007). Therefore, after
translation of the reduced data, a check for comprehensibility was conducted. In any case,
the focus remained on keeping the authentic meaning of the data, as much as possible,
without compromising on comprehensibility. Any interpretive work is susceptible to
changing the original meaning constructed in the interviews; a reflective and careful

approach is considered necessary to mitigate this risk.

The colour codes were applied to individual text chunks using coloured text markers. The
coloured data was clustered in order to structure it within the word file. This means that
individual items were positioned logically to the respective thematic heading, arranging the
headings in the order as established in table 14. This procedure led to eight documents in
total, that reflects the number of interviews conducted. A summary document of this

procedure can be referred to in Appendix 7.

Although a separate within-interview analysis could have been performed on the individual
interviews (Eisenhardt, 1989), this was rejected. Within-interview analysis would have been
necessary, if the social reality constructed in the particular interview would have been in the

focus, which was not the case. Cross-interview analysis was considered sufficient to draw
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out the necessary insights, as this study focused on a phenomenon in the context of an
industry. The personal context is thus considered to be subordinate in the construction of a
framework. Regular entries in the reflective comments log, supported additionally whether
the individual interviews yielded similar descriptions. This was affirmed, thus the decision
not to carry out a within-interview analysis was supported. Nonetheless minor differences in

the social realities constructed were obtained and discussed (see section 5.7).

Then, the data reduced, translated, colour coded and structured, was collated into one single
word file. This file was used for the cross-interview analysis. The seven thematic headings
established were included in the cross-interview analysis file, and the individual
contributions of the interviews were arranged and combined according to the structure
specified. This step was implemented to again eliminate double entries, whereby the item
with a more informative content was kept. This is referred to as keeping data with higher
explanatory power. In addition, relevant data from archival records or documents were
added to the cross-analysis. In the cross-interview analysis, emphasis was kept on minimum
interpretative acts in order to maintain the data as authentic as possible. Furthermore, the
data was checked for inconsistencies and differences, as well as, emerging insights that
served as a basis for the discussion and interpretation of the data (see sections 5.6 and 5.7).
The analysis was conducted over a period of five weeks, from mid of February to mid of
March 2012. This included data reduction, colour coding, structuring and eliminating

double-entries, as well as, cross-interview analysis.
5.5 A Narrative Synthesis of the cross-interview Analysis

5.5.1 First Theme: Plant building specifics

In order to structure the theme of plant building specifics, a total of five sub-headers were
implemented. The sub-headers are important as to highlight the main particularities of plant

building, that influence market intelligence processes.

5.5.1.1 General statements with regard to plant building specifics

All participants see the plant building industry as being unique in its characteristics. All of
the characteristics portrayed below, are to be reviewed for their significance in terms of

constructing a refined conceptual framework on plant building market intelligence.
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5.5.1.2 Internal and external complexity

Complexity is a main characteristic of the plant building industry, that was mentioned by all
participants. Complexity relates to both internal and external factors. Firstly, there are
different disciplines (knowledge bases) involved in the plant building business, such as, but
not limited to, engineering, technology, marketing and sales, financing among others. These
disciplines may be seen as interfaces and result in a particularly high need for interaction

among representatives of the disciplines.

Participant No. 2 related complexity to a high need of interaction (interfaces):
“It is necessary to include a relatively high number of specialists from different
disciplines in order to examine a plant project from different angles — from financing,
to technical feasibility and ecological aspects. This is a main characteristic of plant
building. Especially topics connected to environmental requirements and emissions
have spread from Central Europe to China.”
External complexity relates to the amount of participants included in the actual plant
building project such as the plant builder, the customer, construction and erection
companies, financing and credit risk covering institutes, commercial and technology

consultants, among others (Eberle, 2008).

This insight was reflected in the title of this thesis, as the relation to the environment (see
section 4.4.1), is a main characteristic of case studies (Flyvbjerg, 2011) and serves to
position the study into its environment and the company in its (market) environment. Thus,
this market intelligence investigation was placed in the plant building industry due to

internal and external complexity.

5.5.1.3 Direct selling approach

The plant building industry is characterized by a direct selling approach, mostly omitting
sales intermediaries. That means, that plant builders sell their technology and equipment
(mostly) directly to the end customer, which is typically an operating company. As a result,
managers of plant building companies have detailed knowledge on the customers and their
respective markets. Managers of the plant building industry, but not only sales managers,
around the world in order to promote their technologies, search for cooperation and drive

developments in technology (for example confirmed by Participants No. 2, 5 and 6).
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Representatives of plant builders are challenged by the external operating environment, as
they receive input directly from external partners (Participant No. 3). These multiple, direct
inputs are, from a market intelligence point of view, essential and need to be integrated. It
relates to the section above, as information needs to be shared with a high number of

internal interfaces, which increases complexity.

A characteristic of the plant building industry is that the customers of the customers are also
relevant in terms of developing future market scenarios. Industrial plant operators can only
produce as much steel, chemicals or energy as there is demand for cars, bridges, fertilizer or

electricity.

As Participant No. 8 explained:
“I have to understand what is the customer’s strategy, where is he today, where does
he want to be down the road, and we have to find a system, a roadmap that we need in
order to be successful.”

Sales approaches and activities in plant building differ from those of other industries.

Participant No. 2 mentioned in this regard:

“Sales activities are fundamentally different in plant building, than in other industries.
The sales process is more detailed, diversified, a certain amount of engineering
resources are put into it — that means resources, time. Therefore, market intelligence
is so vital in the plant building industry. It serves also to prioritize activities, to put

’

your resources on promising projects — and not hunting white elephants.’

This means that project and customer intelligence are fundamental aspects in plant building
as dealing with them well can ensure financial viability of operations. This type of project
intelligence serves to prioritize activities in order to concentrate on promising prospects. As
projects are connected with individual customers, project and customer intelligence can be

seen as two independent sides of a coin.

5.5.1.4 Long-term relationships and lifecycles

The plant building industry operates in an environment, that is characterized by long-term
relationships among suppliers and customers (Participant No. 5). This is in part related to

the long lifecycles of industrial plants, from design and delivery, to commissioning,
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operation and dismantling, and may include decades of operating time. This influences and
promotes the building of personal relationships among industry members, which can be
related to the number of personal interactions among suppliers, end users and decision
makers (Participant No. 3). This has influences on market intelligence routines, as specific
information may only be obtained if a relationship exists among participants. When asked
about peculiarities of plant building that may influence market intelligence, Participant No.
5 said:

“Plant building is complex because you have to consider internal factors, external

factors, you have a time schedule, a budget. This turns the business different. Plan

building and project-executing business is related to long-term business

’

relationships.’

5.5.1.5 Institutionalized decision making processes

Another characteristic is the decision making process in industrial purchases. Such
processes due to their relative importance tend to be institutionalized, and the unit that is
usually involved, contains several organizational members (Participant No. 2). This has its
effects on market intelligence, especially with regard to customer intelligence when
identifying priorities, expectations and aspirations of individual members of a decision

making unit.

5.5.1.6 Transferability among plant building sectors

It seems possible to transfer the findings from this study to the entire plant building industry,
although most participants have their background in metallurgical plant building. According
to participants and based on their extensive experience, the competitors operates very much
in a similar way and the managerial processes are also quite similar (Participant No. 8). One
participant, who worked in the power plant building sector affirmed, that there are no
significant differences with regard to market intelligence at different plant building sectors

(Participant No. 8).

One participant also purported that the plant building industry, has a lot in common with the
larger capital goods industry (Participant No. 5). This includes similarities in terms of
managerial processes with other capital goods industries such as complex civil projects (e.g.
tunnel construction), heavy mechanical engineering and other such types of businesses. The

reason seems to be that the businesses are also project-centred businesses, typically on large
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budgets, long-term supplier-buyer relationships with complex structures in use (Participant
No. 5). This form of wider transferability beyond the plant building industry could not be
affirmed by other participants, because they did not have sufficient knowledge and

experience (see section 6.8).

Acknowledged limits in terms of transferability are cultural differences in the various
markets that plant builders operate in (Participant No. 8). These tend to be primarily Europe,
the CIS countries, China, India, the U.S.A., Brazil and the Middle East. Local peculiarities,
as there is no one rule that fits all, have to be taken into account when exploring business
processes. This increases complexity, as culture influences views, attitudes and work ethics,
among other aspects. It appears that the study conducted, comprises mainly an image of the
European plant building industry, as is reflected in the title of this thesis. According to
Mokhtar et al. (2009) this insight is partly confirmed by market orientation, emphasizing the

importance of culture in business.

5.5.2 Second Theme: Gathering competitive information

A total of nine sub-headers have been implemented to structure the wide topic of

information gathering. This is designed to support readability and comprehensibility.

5.5.2.1 Relationships as a basis to secure competitive information

The prerequisite to acquire competitive information from external personal (referred to as
direct gathering in the literature) sources appears to be determined by relationships with

knowledgeable persons.

Participant No. 1 stated:
“The prerequisite to acquire information — even critical information — is to have a

relationship with somebody, who is knowledgeable about a topic.”

Participant No. 2 added to this by explaining the following:
“The most essential and topical customer and project information can only be
received from customers directly. This may include project opportunities, feasibility of
projects, time schedules, financing issues and the like. Since it is the client companies
that realize projects, their representatives are naturally the most direct source of

’

information.’
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In order to obtain such information it is necessary to be at the geographic location of the
client at regular intervals and to be proactive when asking for latest developments
(Participant No. 2). Regular contact with the customer is essential, as well as, knowing who

possess the information required.

Participant No. 8 added to this:
“A good sales man is thus so valuable to an organization, because his position gives
the organization the possibility to extend its domain onto customers, partners, maybe
even suppliers and so on. Especially valuable pieces of information are received
mainly via informal means of communication, in such instances the most relevant

items tend to come up.”

5.5.2.2 Sources of competitive information

When considering technology or product information a variety of different sources appear to
be useful and important. Competitive information may emerge from screening the media,
publications and contributions at conferences (Participant No. 3). The importance of the
internet is increasing steadily, due to the increased online availability of technical and

technological information.

Information that is not available from the public domain, may include knowledge about the
competitive realm, for example as individual customer strategies, pricing levels in specific
product markets. However, there is one constraint sometimes neglected and that is that some
information is stored in peoples’ minds rather than on paper (Participant No. 5). These are

shared, if at all, to a great extent using informal means and structures.

Participant No. 3 indicates that exchanging internal sources of information is directly
associated with trust that relationships convey. Literature refers to this as indirect gathering.
The participant emphasizes this as follows:
“Exchanges with experts are also important sources, if not the most important ones, of
technology or product information, if supported by personal relationships. These
experts are then willing to make available more detailed information that they would

’

not reveal to someone that they do not know.’
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5.5.2.3 Competitive information entry modes

Different modes exist of how competitive information enters an organization. Examples of
information push may include minutes of meetings, memos or trip reports, alternatively,
information push may be implemented verbally or by telephone calls. Information push is
dependent on the person’s willingness to share particular pieces of information (Participant

No. 5).

Often, it is necessary to pull additional information from potentially knowledgeable persons
within the organization (Participant No. 1). Apart from factual information, feelings or
intuition from sales persons that visit and speak to customers’ frequently, are considered
another source of information (Participant No. 5). Information pull is characterized through
telephone calls, calling in (ad-hoc) meetings or locating directly prospective persons in order
to receive (pull) competitive information (Participant No. 1). The literature refers to such

strategies as indirect personal gathering strategies.

Participant No. 1 stated in this regard:
“We use (regular, added by the author) departmental meetings to ask for and get
additional information and knowledge held by participants and so to make it available

to the whole department.”

Participant No. 1 means that such strategies are becoming a commonplace today. Pulling
information and making it available to the entire department is important, as not all relevant
information that organizational members obtain in the course of their activities, are pushed
into the organization proactively. Pulling additional information is supported in the course

of meetings, including the opportunity to ask questions, and refine views developed.

Participant No. 6 portrayed this trend:
“There has been a shift from information push to information pull in the recent past.
This trend is accompanied by the increasing use of software tools that force personnel

’

to constantly place latest information within organizational boundaries.’

The importance of indirect gathering strategies, closely related to information pull, is

witnessed also from literature. Constantly pulling additional information is relevant due to
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the fact that many organizational members may need to refine their own views, especially
front office employees and managers. Software tools are used to aggregate and store such

information.

5.5.2.4 Differences in internal and external information gathering

Gathering from internal sources (referred to as indirect gathering in literature) differs from
gathering information from external sources (direct gathering). Especially information
originating from internal personal sources are said to have “emotion” (original word used)

attached to them (Participant No. 5).

Participant No. 4 said:
“Internal information is often sugar-coated, to make them look more interesting and
to drive a certain agenda.”
Information directly from external sources are in turn said to be more reliable than
information indirectly received (Participant No. 5). This may relate to credibility, where a
piece of competitive information received by a plant building manager directly from e.g. a

customer, may be seen as more trustworthy than if the same piece of information was

received (indirectly) via a colleague.

Considering the volume of information that is available, a time factor emerges that has to be
taken into account given time constraints of organizational members. It is often time
consuming to access certain competitive information (Participant No. 3). A common
technique is, thus, to revert to indirect gathering strategies by focusing on internal sources.
Indirect gathering strategies may therefore decrease the time necessary to get to the core of
a particular matter (Participant No. 3). This has a number of implications. Firstly, what then
is received is usually more than plain data, and sometimes even more than information. This
means, that information is mixed with personal knowledge of the source (Participant No. 4).
Secondly, talking to people who are aware of specific business or market aspects, allows the
investigator immediately ask specific questions turning gathering into a two-way activity, in
order to develop and sharpen a refined view (Participant No. 6). A term often used by

participants in this context is information or knowledge sharing (Participants No. 2 and 3).
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5.5.2.5 Responsibilities with regard to gathering information

Gathering competitive information is not the responsibility of one person alone and involves
many people due to the sheer amount of information available (Participant No. §). This may

also be seen in connection with internal complexity (section 5.5.1.2).

Participant No. 8 explained:
“Everybody with contacts should have a “sales man’s hat” on, and should be sensitive
with regard to gathering information and feeding it back into the system. One problem

’

is that it is not always clear where people should put or forward such information to.’

The ultimate responsibility to ensure that a sufficient amount of competitive information is
available to the department lies with the head (Participant No. 2). Different kinds of
organizational units are considered in business management, one of the most basic
differentiations is, whether the respective unit holds income responsibility. Operational
divisions (sometimes called business units) are usually charged with income responsibility,
whereas central departments are not. Central units are departments such as Strategy
Development, Marketing, or Research & Development (R&D). Central units drive
information gathering in indirect and to a lesser extent in direct modes — but seem to prefer
formal methods and structure of gathering (supported by documents and archival records

obtained from participants).

Another characteristic of modern indirect information gathering are software tools for
different applications (such as sales reporting tools). Information is gathered by forcing
designated organizational members to contribute input in the form of competitive
information. Providing access to the data or information collected to different organizational
members is facilitated by implementing software tools (Participant No. 6). Official meetings
are then used for example to clarify certain issues connected to the data or information. For
more strategic intelligence activities, formal interviews or questionnaires are used as a
gathering technique (supported by documents and archival records obtained from
participants). Central departments may also rely on external sources, such as commissioned
market research, as a form of information input to central intelligence activities (Participant

No. 1).
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In order to verify the above, a benchmarking report, one of the foremost outputs of central
units’ intelligence, was obtained from a participant and evaluated (see section 5.2.3). In the
introduction of this document, information on the methods, as well as, on the preparation of
the findings were explained. Information gathering was done in both direct and indirect
ways. Direct information gathering included formal interviews with externals and secondary
information in the form of reports. Indirect gathering included in-house data obtained from
software tools and interviews with employees. Analysis and interpretation was done within
the strategy department using formal methods such as thematic analysis or SWOT.
Although, the report cannot, on grounds of confidentiality, be made available to the reader,
the value of this discussion is that this document confirmed the notion received from the
interview partners. Central departments rely on formal methods when preparing market

intelligence.

Operational divisions, sometimes called business units, may use formal and informal
methods to gather information, depending on the purpose of the intelligence to be produced
(Participant No. 1). One purpose may be that the intelligence produced is forwarded to top-

management, another purpose is that intelligence is used for the business units’ application.

Participant No. 5 explained the role of formal methods:
“If it is only for the understanding of people, the analytical processes will be rather

informal, also with regard to methods and techniques applied.”

Operational divisions are in charge of information and intelligence that is concerned with
their respective businesses mostly. This narrower scope is a main differentiating factor to
the broader scope that the central units must have. The formal approaches used by
operational divisions, such as market research or interviews, differ little from those that the
central units use, but may generally include ad-hoc or regular meetings, in order to pull
information that is otherwise not obtained. Interviews or commissioned research are mainly
used to for more strategic applications, when operational divisions elaborate their market

strategies or R&D roadmaps.

Two outputs of operational divisions’ intelligence were obtained from Participant No. 5 (see
section 5.2.3), a market analysis of an operational division, as well as, a competitor report.

The two documents were analysed to examine whether the above stated is reflected in the
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methods and preparation techniques of the documents. They were prepared for use by the
operational unit itself, by implementing secondary information as the basis for investigation.
This information was then refined using indirect gatherings techniques, such as
conversations during and outside meetings with knowledgeable employees. These reports
were prepared by knowledgeable experts in the area, which facilitated the tasks involved for
preparation. The latter favoured the implementation of rather common-sense techniques in

the course of elaboration.

For more operational, day-to-day business decisions and activities, regular meetings are
used to exchange competitive information, discuss and evaluate it in order to produce
conclusions and set the agenda. One example describing the informal nature of exchanging
information is the so called employee’s round table giving employees the opportunity to
speak freely. The employee’s round table is a dedicated meeting to facilitate the exchange of

information and knowledge, particularly with regard to the external operating environment.

Participant No. 1 explained the reason for embracing informal structures as well:
“With all the systems and tools in place, informal gatherings sometimes work better

than anything else.”

5.5.2.6 Informal information gathering approaches

Purely informal information exchanges, as autonomous, non-directed approaches, take place
within existing networks that people develop and maintain (Participant No. 5). Informal
collection may render different and/or additional types of information than the formal
approach may collect, which is distributed in more formal settings and structures. In
informal structures, information may not only be exchanged, but as well evaluated in order
to check validity and compare the information against existing knowledge in an integrated

approach. Relationships appear to be highly important in informal structures.

Participant No. 6 explained in detail his view on the development of networks:
“The prerequisites for such networks are often a shared past of participants in terms
of having worked together before, sympathy for the other person, geographic

’

proximity, and trust that the other person provides factual information.’
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Participant No. 8 highlighted the relationship of the inquirer to the knowledgeable person, in

addition, explaining knowledge and experience of the respondent as a main motivation:
“You-ve gotta know the company, you've gotta know whom to call. So obviously, if
we’re talking about a specific business field, your try to find out from the persons

dealing with that respective customer.”

Social gatherings are an important component of informal information exchanges. They
favour the inclusion of two or more persons, which is important due to internal complexity.
Information exchanges may emerge in the form of (informal) meetings, or when going for

lunch together, when undertaking a business trip and at many other such instances.

5.5.2.7 Network-based communities emerge from prolonged relationships

Communities may emerge from personal networks and relationships. In these communities,
participants share a continued, common interest, be it a project, a new technology, a certain
customer or a specific market region. The reason is, that participation or membership to
communities (of practice) is dependent upon expertise and not a product of organizational

affiliation (Wenger et al., 2002).

Participant No. 3 connects the emergence of communities with relationships and long-
standing experience in the particular field of business:
“I have been in the company for 30 years, I know many of the people in important
positions of the company — particularly, in the technology areas — and it is these good
relationships and connections, which you have with these people, which is extremely
important [...] I find that it is good relations which is extremely important for getting
honest, quality information. So that I can evaluate shall we push this technology, or

we do not really have any chance in that.”

The fact that these informal relationships represent communities of participants working in
different organizational units that centre around specific interests is also confirmed by
Participant No. 3:
“These are people specifically involved with the project in some respect [...] So two
sources are generally the most reliable sources, the process technologists, and
product managers and the people involved in the project implementation directly at

site. [...] Inter-departmental coordination is extremely important.”
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Participant No. 5 explained why one person may be a member of several different
communities:
“What happens in this process is: you would meet these people because you have an
objective of something, I have a reason, I want to gather information about something,
a specific client, a specific project, I may have a specific market target — so we will
meet personally, because these guys will not make this available on paper. And then
there will be specific questions with opinions, ideas followed by what needs to be

)

done.’

Participant No. 3 answered, when asked, whether he thinks that these are communities that
emerge out of existing networks:
“I think they are communities, yeah. Communities, or interacting communities that
centre around specific interests. There are cases where people working with a
company have to very specifically focus on key topics.”
Participant No. 6 also put emerging communities into relation with networks and sees them
on a more operational level:
“These informal structures are more relevant in terms of activities that are on “lower
layers” such as on project levels. Within the latter there are more of the personal
contacts and meetings going on. Informal communities mostly centre on geographic
proximity of members, that promotes communication, personal sympathy, and a

personal relationship based on common cooperation in the past.”

Participant No. 4 addressed the question pertaining to knowledge management structures
used in plant building as follows:
“Communities of practice, yes, we have these in plant building. Although most
methods and techniques from knowledge management appear to be useful in market

)

intelligence. Storytelling for example.’

Such forms of social gatherings are not guided through by a moderator, although one
participant added that they could be developed more in a moderated direction, which may
result in discussions becoming more focused. Inter-departmental coordination, that has been
mentioned an important issue in plant building (internal complexity), appears to happen

more frequently in such informal structures. An inter-departmental approach is used by
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participants to mitigate the perceived risks of the approach employed by business units. The

latter appear to integrate inter-departmental cooperation to lesser extent (Participant No. 1).

Another reason for employees to engage in network-based communities, is that access to
competitive information is restricted, often based on hierarchy in an organization.
Participant No. 3 literally said:
“Often what you have here, you're allowed to attend a meeting or conference. This
depends not only on your capabilities, but on your connections. There are many top-
specialists that do not get the information that they need [...] It is the queen bee that

gets the royal jelee”.

Information that is broadly, formally disseminated throughout the company is often filtered,
without providing the possibility of a two-way conversation (Participant No. 2 and 3). The
latter is connected to the method of dissemination, often newsletters or the corporate intranet
are used. Additional information can be gained through networks and through the
communities in which the experts participate. A company may choose to tolerate such
structures, or even foster them, by establishing discussion centres, coffee zones or a canteen
where people can lunch together (Participant No. 2, Participant No. 6). Participant No. 7
adds to this the time aspect. Such informal approaches are then possible, when employees,

specialists and managers are allowed time to exchange and refine views.

The participants indicate that human interactions are often seen as far better tools than
software programmes, often referring to the timeliness of information (Participant No. 2).
Confronted with the question why human interactions are favoured Participant No. 8
admitted in this regard:

“It’s natural, after all we 're humans!”

Another threat, frequently expressed, was information overload, which is also associated
with software tools (Participant No. 5). Participant No. 7 added to this:
“Too much information prevents from action, developing systems that hold huge
amounts of — let’s say questionable — information is a threat. Since there is an

information overload present anyway.”
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5.5.2.8 Information technology in information gathering

Information technology makes saving and storing information possible. Once gained, the
information can be kept within the operating boundaries of the organization. Another
functionality of a software application is to grant a circle of users’ access to the information
collected. This is in line with the aforementioned shift from information push to information
pull. Participant No. 6 explained the role of IT tools as follows:
“IT tools make it possible to standardize the input of information, in order to facilitate
communication and reporting. Main duties with regard to IT systems are entering

information, saving information and storing it.”

Two participants explicitly stated, that the use of software tools is on the rise and that an
intranet platform would be needed to foster network-based communities as to strengthen an

informal approach of market intelligence which is seen as useful, if not indispensable.

Participant No. 3 explained this suggestion:
“As a plant builder we are a multinational company, we should aim at utilizing
knowledge available at different locations. [...] Our company has made steps into this

direction.”

Organic approaches are indispensable, as IT solutions cannot replace the wide array of
social interactions used in the construction of market intelligence (Participants No. 1, 2 and
5). Software applications may rather complement or expand market intelligence operations.
Technology platforms without any organic strategy to support them, would pull people
arbitrarily together. These people, may not have a shared, past, may not know each other,
and may not know what they could expect from each other. Therefore, it is the organic

approach that form the basis of any market intelligence operation.

5.5.2.9 Essential aspects in information gathering

Training people is important especially with regard to key intelligence topics. Participant
No. 7 added to this:
“The collection of competitive information can be fostered by the general management
in form of special time allocations for people to actively engage in information

gathering activities. Furthermore, raising awareness of managers with regard to the
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importance of collecting competitive information, motivating them to contribute, and
training of personnel with regard to how and what to collect and how to pass it on,

respectively where to store it is useful.”

What is essential for producing conclusions and recommendations is to have a sufficient
amount of relevant information available. Another aspect is to have a sense of what
information is or might be missing. Therefore, inter-departmental coordination is related to
mitigating the problems associated with excluding oneself from valuable information that is
available to other departments and organizational structures (Participant No. 3). Participant
No. 3 added the following to this idea:

“It means taking into account other people’s facts and information into the whole

picture. Staying in the box means getting a very one-sided picture of the reality of

projects, technologies, future prospective products.”

A major problem, especially, of formal intelligence activities and acknowledged by all
participants, is that these provide for less room for inter-departmental coordination
(Participant No. 3). The latter weakness is, therefore, mitigated by participants engaging in
networks and network-based communities. Inter-departmental coordination is absolutely
important in terms of information exchange. In most companies opportunities thereof are

missed due to lacking inter-departmental coordination (Participant No. 4).

Participant No. 4 said in this regard:
“Inter-departmental coordination is a priority which is disregarded in many
organizations. Inter-departmental coordination is a main tool to leverage synergies

within the organization.”

Hence, different steps of the market intelligence cycle may occur in an integrated way. This
means that gathering, merging different pieces of information, analysing and interpreting
information or personal knowledge may take place all at the same time on one occasion, for
example in the course of an informal meeting. In other cases, these steps may be separately

conducted.
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Participant No. 5 indicated:
“Integrated processes in terms of gathering, synthesis, analysing and interpreting are

especially crucial in the short term. Here the need to act fast is most pertinent.”

Participant No. 2 added to this, as follows:
“We need an integrated approach very much in the short term, for operational

1

measures and decisions. Since I have to fulfil my targets, this is a priority for me.’

When implementing a tactical perspective, decisions and planning activities involve several
steps that require time, time necessary for refining and considering alternatives. This is also
related to the hierarchy in an organization, when information collected and merged together,

is presented for analysis and interpretation, for example to the head of a business unit.

Participant No. 2 stated in this regard:
“In terms of tactical measures I have somewhat more time, the intelligence used in
such instances is allowed to be not completely mature yet, as I have the opportunity to
realize the benefits from refining it. In terms of strategic plans and decisions this is

even more true.”’

Even more time is available when embracing a strategic perspective in market intelligence.
Therefore the steps of gathering and synthesis are often separated from analysis and
interpretation and these again are separated from the decision, with the degree of
involvement of the head of the unit increasing as the process moves on. So, hierarchy is
important in this regard, as the compiled information or the analysis and interpretation is
presented to (top) decision makers. The latter can even revise the analysis and interpretation
undertaken, and suggest different conclusions to be taken from the information available
(Participant No. 2). In order to present compelling cases to top decision makers, involved in
strategic perspectives of market intelligence, more emphasis is placed on formal methods in
data gathering and analysis (supported by archival records and documents). This was
confirmed when analysing the benchmarking report document from a central department

(see section 5.5.2.5).
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5.5.3 Third Theme: Synthesis and triangulation of competitive information

5.5.3.1 General aspects in information synthesis

Information synthesis, that is compiling and merging information from different sources, is
the step necessary after information has been gathered. Different forms of synthesis exist in
this regard, and again formal and informal synthesis processes may be identified. The
department that potentially benefits from the information received, has the responsibility to
merge or consolidate the information with other related information (Participant No. 2).
Additional responsibilities include sorting information chronologically and keeping the
information up-to-date (Participant No. 2). In the recent years a shift to store the merged
information in computerized databases has been noted (Participant No. 6). Such processes
are considered formal synthesis processes and are mostly undertaken in intra-departmental

approaches.

Participant No. 6 stated in this regard:
“To make sure that information that belongs together gets together and remains up-to-
date, it is in the responsibility of the head of the department that benefits of that
information. If the information received was some long-terms trends for the industry to

name an example, it would be the strategy department.”

5.5.3.2 Formal aspects in information synthesis

Connecting information from external and internal sources is additionally supported through
meetings (information pull), as competitive information is often not proactively
communicated, but remains stored in the heads of organizational members (Participant No.
1). Meetings with an official character are, for example regular (departmental) meetings,
project meetings, sales meetings and other such designated events, with the formality being
characterized through items, such as an invitation, meeting reports, memos among others.
These reports, also, constitute an information synthesis and are disseminated afterwards to
possibly interested persons, sometimes also beyond departmental boundaries (Participant

No. 2).
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Participant No. 1 stated in this regard:
“Merging external and internally available competitive information is mainly done in
the course of regular or designated meetings. [...] It is not possible to cover this huge

field entirely via computer systems. There is a human factor involved.”

Merging information has been compared to building a puzzle, in which more parts are
missing than there are parts available (Participant No. 5). Therefore, it is the experience and
knowledge of those persons involved in such tasks, that are of importance, not only in

analysis and interpretation, but at the earlier stage of information synthesis.

Participant No. 8 drew a similar picture:
“Aggregating different pieces of information together to obtain a full picture is
compared with the job of a detective.

Some participants referred to a hierarchy applied, when merging different pieces of
information. Essentially the broader market environment (macro environment), that is often
influenced by trends and critical themes, is at the top of information synthesis. Then, the
synthesis moves along to the micro environment and further down to individual competitors,
customers and projects (see figure 3). Thematic clustering, which has been mentioned, is an

applicable technique (Participant No. 6).

Participant No. 6 explained in detail the approach:
“It is the general market environment, being composed of macro and micro
environment that have to be generated first. These more general aspects then influence
the customers in their respective market region and in their strategy, to rather invest,
or rather not invest, together with other factors. Than the individual customer views
have to investigated, investment behaviour — all down to the individual projects, the
priorities, preferences and time schedules. Then it is important to take into account the

competitors, where they focus, why and how they do it. Again, from a rather strategic

level, all the way down to the actual project level.”

Informal types of social gatherings are furthermore implemented by departments to merge
information, for example round table meetings. Interested persons meet and discuss topical

issues of the operating environment.
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Participant No. 1 explained the importance:
“In official meetings, with the head of the department being there, everybody watches
the speaking person. This may result in a situation where nobody wants to be exposed.
Additionally, people sometimes do not want to give away information at such

instances.”

This has, in part, led to departments institutionalizing informal venues in order to foster
information exchanges followed by the merging of information, leading to participants
being able to construct overall images of the current and expected operating environment. In
informal structures, information may also be evaluated in order to check the validity, e.g.
through questioning. One example has already been reported, the employee’s round table

(Participant No. 1).

Thus joining information from external and internal sources often happens on a personal
level, and is not restricted to meeting-type of gatherings. Business trips, talking on the plane,
in hotels, in a restaurant, among other occasions, provide opportunities to exchange

information and to refine views (Participant No. 4).

5.5.3.3 Informal routines in information synthesis

Information synthesis can be achieved with the help of expert communities and networking
strategies. Informal meetings provide opportunities for people, who share similar interests,
or work in a particular area to meet and discuss recently obtained competitive information
(Participant No. 4). The topics range from referring to contacts with customers to the results
of the latest business trip.

One advantage of informal meetings is the exchange of information among people from
different departments. The constraint associated with a formal setting is that it allows less

space for inter-departmental coordination (Participant No. 3).

Participant No. 4 explained one approach to informal synthesis processes as follows:
“Usually a person hears or reads something, for example in a newspaper article. The
most natural phenomenon to happen is that this person then meets with other people
who may be knowledgeable about this particular subject. Such venues may include
totally informal type of gatherings, for example at a coffee, in order to check the

information newly received against existing knowledge of participants.”

Page 195



As noted earlier, individual process steps of market intelligence may occur as an integrated
process in such circumstances. This may include, that information is merged and evaluated,
leading to (preliminary) results through producing conclusions and recommendations

(Participant No. 5).

Triangulation, as a process of cross-examining information, may be an important aspect in
information synthesis. The reason is that conflicting information may be obtained by
different participants or from only one participant, that needs to be clarified before engaging
in any analytical or interpretative process (Participant No. 8). Such occurrences promote an

iterative approach in information synthesis.

Participant No. 8 described the notion of an iterative approach to triangulation:
“Of course there is always conflicting items, so there may be several loops. This may
imply that you pick up the phone, or you discuss with somebody that may be

knowledgeable about it, be it internally or externally.”

5.5.3.4 Organic strategies to improve information synthesis

As mentioned in section 5.5.3.2, departments may choose to incorporate informal
approaches into their intelligence strategies. Informal approaches may include information
exchanging and sharing events, among, for example, project managers. Such events, apart
from leading to the discovery and exchange of topical information, has been put into relation
with the sharing of best practices, and may take the form of project manager communities
(Participant No. 7). Inter-departmental coordination is thus emphasized using such an
approach, as many departments may encounter similar problems and situations. Participants
confirm a lack of inter-departmental coordination in formal settings. Therefore, it is sharing
of knowledge and information, that might reduce potential mistakes, due to the transfer of

successful past actions.

Participant No. 3 explained the importance of sharing information, as follows:
“The problem in any large company with a complex structure is that people
increasingly become ‘compartmentalized’. People that exclude themselves from
valuable information available to other departments and organizational structures are

’

faced with one-sided pictures.’
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Participant No. 3 promoted the idea of moderating and steering the intelligence networks
and communities within the company as a way to improve on inter-departmental
coordination. Participant No. 3 argued in favour of information and knowledge exchanges
that would then be conducted in a more efficient way, possibly leading to a situation where

information deficits are located more efficiently.

Participant No. 1 provided an example of a manager and member of the department. This
particular manager engages in activities such as attending conferences and fairs, collects

competitive information and then distributes it within the entire organization.

Participant No. 1 stated in this context:
“In our department we have a manager, Mr. K. (name anonymized), he is the one that
goes to many international fairs and conferences. He serves as a central point of
merging together different pieces of competitive information, and he also distributes

this information to many people within the company, not just within the department.”

5.5.3.5 Information technology in information synthesis

Accumulating information from different sources using a software tool is related to a
database problem. Much of the competitive information that is held by participants is more
than data, and may include information and personal knowledge (Participant No. 4). Finding

appropriate ways to organize the information requires categorizing the pieces of knowledge.

Participant No. 8, who is confronted with this problem, admitted that the problem is difficult
to deal with:

“[...] Under what heading? In which box is that going? Is that a customer problem?
Is that a market problem, the customer is just a — let’s say — a symptom of? Is it a
personal problem with this guy? Is it at the end a technological? At the end it’s

’

classifying! That’s the problem, how to classify information.’
As a result networks and communities focus on exchanging information, then jointly

evaluating the pieces obtained. This is often perceived as more effective than writing reports

or using databases (Participant No. 8).
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Without proper information technology, however, information synthesis is not manageable
in today’s organizations (Participant No. 6). A main issue remains securing a reasonable
degree of data quality over time. The notion of information technology rounding off or

balancing a structured and comprehensive market intelligence approach may be formulated.
5.5.4 Fourth Theme: Analysing and interpreting competitive information

5.5.4.1 General aspects in analysis and interpretation

Analysis and interpretation are processes that are undertaken after, a reasonable amount of,
information has been accumulated. This may imply aggregation of information from
different sources, possibly using different approached. Analysis and interpretation are
largely conducted within groups of people (Participant No. 5). The complex business
environment, as well as, the complexity related to the product technologies of plant builders,
favours the inclusion of several persons in analytical and interpretative processes

(Participant No. 2).

Participant No. 2 said in this regard:
“If a single person undertakes an analysis based on competitive information and
comes up with a conclusion, that is always a risky thing. In order to have a balanced

view, different disciplines are necessary. [...] This also relates to complexity.”

There appears to be a connection of such processes to the leadership function within the unit
where the analysis is being conducted. It is usually the head that confirms the results of the
analysis and interpretation (Participant No. 2). Formal analysis and interpretation are often

conducted (or reviewed) in the course of meetings.

5.5.4.2 Different approaches for macro and micro environment information

Analysing and interpreting more general information of the macro and micro environment is
often based factual data, implemented from studies, market research or interviews
(Participant No. 6). Such forms of information may be obtained from consulting firms,
market research companies or be from the public domain. These data can be analysed by
generalists, such as professional analysts (Participant No. 6). An analyst may be employed
by a central department in order to in-house such activities. Findings from such analyses

may portray long-term perspectives on industry developments, including a global
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perspective (supported by the documents and archival records obtained). Central
departments profiting from such analyses include the strategy department, central marketing

or the R&D department.

Participant No. 6 noted in this context:
“If we look at general, macro environment related information, the approach is
different (than in micro environment related issues, added by the author). Much of
what is analysed here comes from external sources, specialized institutions. It is
possible to revert to analyses from the public domain, to commission an external

consultant with that, or to have internally an analyst taking care of that.”

Specific items, such as market segments of particular product technologies, or competitors
to certain product portfolios are relevant for operational division intelligence (supported by
documents and archival records obtained). This is related to the particular expertise
necessary in order evaluate such competitive information. Operational unit intelligence,
include all types of perspectives from short term issues to mid-term and long-term
developments (supported by documents and archival records obtained). Higher levels of
management are essentially interested in longer-term perspectives and intelligence, and

information of this nature is often conveyed to a central department and upper management.

Participant No. 4 explained in this regard:
“In formal settings, information is analysed to feed the higher levels of management.
The latter may not be interested in too much detail, more than that, it is necessary to

’

give overviews, summaries and present intermediary results.’

Participant No. 4 emphasized, that information or intelligence transmitted into the higher
levels of hierarchy may contain less details, due to time constraints and other such issues. In
contrast to that, intelligence produced for specific situations, such as operational divisions,
require presentation of more details (supported by documents and archival records
obtained).

The business unit (operational divisions) heads are in charge of conducting correct and
comprehensive analyses and interpretation processes within their organizational boundaries
(Participant No. 2). These forms of analyses are related to formal planning routines, and are

supported through internal processes and documents (Participant No. 8). The structures
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include also meetings within business units in order to analyse and interpret more
operational and short-term oriented intelligence, as their depreciation may outpace any
formal planning procedure. A main differentiator in terms of involved persons that is
mentioned in the literature, was confirmed during the interviews. It is the people from the
actual business domain, that is experienced in a way, that it may judge and analyse
information from the actual business domain. Analysing general trends, macro-economic
issues and global competitive situations, does generally exert other prerequisites on the

competences of participants (supported by archival records and documents).

Analysis and interpretation of information from the customer level were mentioned as being
more chaotic, more unstructured and unsurprisingly, also conducted in a more emotional
way (Participant No. 5). One reason appears to be the limited transferability among different
customers or projects, with their specific background, strategies and situations, which
eventually limits the amount of potential participants that is competent to contribute in such
settings. Only people from the actual business domain, with an in-depth knowledge of the

issues at hand, are in a position to analyse and interpret such information.

5.5.4.3 Evaluation replacing analysis and interpretation in informal structures

Informal analytical processes in market intelligence are related to discussions, typically on
the project level, customer level or product or technology level. Informal analytical
processes happen, for example also in the course of community meetings (Participant No.
3). Inter-departmental coordination is vital to evaluate and to generate a comprehensive

picture of the operating environment.

Evaluation was the term that was preferred to analysis and interpretation in informal
analytical processes by participants (Participant No. 3). One reason may be that evaluation
implied a less methodical approach. Another reason is that participants relate evaluation to
informal analysis and interpretation processes, that are often integrated with information and
knowledge sharing, as well as, the construction of the intelligence that is then used to set the
personal or community agenda. Evaluation is therefore often used in integrated intelligence
processes. Evaluation seems to be closer to the decision making process and may thus be
used in operational types of intelligence (Participant No. 3). Informal modes include

characteristics of best practices sharing (Participant No. 4).
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Participant No. 3 explained in this regard:
“[...] but evaluation is already ... I am putting a certain emphasis, this is more
important than this. And analysis — here are the facts [...] but to evaluate ... here |

1

make conclusions.’

This means that evaluation appears to be more than just plain analysis, that is being
conducted in formal intelligence operations, where individual steps of the intelligence
process may not be integrated. Hence, the terms analysis and interpretation are often used in
situations where the intelligence creation is detached from the utilization of the intelligence.
Detaching intelligence production from the utilization of intelligence requires handing over
intelligence products to other persons (supported by archival records and documents). That
is often the case in intelligence produced by central department, as well as, intelligence from

individual business units that is relevant for the entire organization.

5.5.4.4 Analytical methods used

Analytical methods may differ according to the context that they are used in. Again, a main
differentiator are formal and informal types of activities. In informal intelligence activities,
common-sense or pragmatic techniques may replace the methodical techniques, that are also
proposed and presented throughout literature. Pragmatic techniques are for example putting
information in chronological order or thematic clustering (Participant No. 6). Furthermore,

historic and current situation comparisons are used in such contexts (Participant No. 8).

SWOT and PESTLE are also considered useful but appear to be used on more strategic
levels (Participant No. 5). Other techniques may include scenario building, especially with
regard to forecasting future market developments. In general, the more formal and strategic

the level is, the more formal and methodical the analytical approach is.

Participant No. 5 added to this, that:
“If it is only for understanding of people, the analytical processes will be rather

informal, also with regard to methods and techniques applied.”
Storytelling appears to have a prominent place in evaluation, as stories serve to transmit tacit
knowledge that is otherwise hard to verbalize. Its use appears to be related to mainly

informal structures. Participant No. 4 said in this regard:
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“Knowledge that is used to evaluate information gets passed on in the form of

storytelling. These stories base on personal experiences.”

On another occasion the same participant further elaborated on the verbalization and
exchange of knowledge:
“Knowledge management may provide methods to improve market intelligence, one
example is certainly storytelling. The latter is used in market intelligence in order to
support knowledge sharing. Knowledge management and market intelligence are like

gear wheels.”

Storytelling is used in the context of evaluation, as knowledge gained through experiences

may be used as the backdrop against which to evaluate new topic information.

5.5.4.5 Importance of inter-departmental coordination

Inter-departmental coordination is relevant in analysis and interpretation due to internal
complexity. Therefore central units, mostly in charge of strategic intelligence, implement
inter-departmental approaches via regulated planning procedures (Participant No. 8), or
when interviewing people from different departments (supported by internal document). The
first approach is supported through transmission of prominent business unit topics to a
central department, in order to include of the findings into central intelligence (Participant
No. 8).

In addition, inter-departmental coordination naturally evolves from implementing
communities to support with intelligence processes (Participant No. 3). Informal intelligence
often supports the creation and dissemination of short-term and operational insights, where
the speed of depreciation of information may outpace many formal planning procedure or
routine business process. Business units, or operational divisions, have been mentioned to

lacking mechanisms for implementing inter-departmental coordination (Participant No. 3).
5.5.5 Fifth Theme: Integrating intelligence products

5.5.5.1 General aspects

The responsibility of integrating different kinds and products of intelligence processes is
dispersed on several functions within a company. Participant No. 8 used a picture to explain

this moment:
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“To digest the elephant it has to be sliced up. I cannot envision one person that does it

all.”

Participant No. 8 suggests, that the integration of intelligence implies, to some extent, a
process of division. As market intelligence may take different forms, such as customer
intelligence, product intelligence or competitor intelligence, and additionally implies
different time horizons, the notion that not all intelligence is capable of being integrated, is

acceptable.

Alternatively, a cross-discipline integration of intelligence may happen on strategic levels,
especially considering findings relevant for the longer-term (supported by internal
documents). Here, the depreciation of the intelligence does not outpace the time that is

needed for its integration.

5.5.5.2 Integration of intelligence on a strategic level

Effective, cross-departmental intelligence integration, seems to be implemented mostly at
the strategic level. Here, organizational routines and processes make provisions, that
intelligence produced by all major organizational units can be integrated into one (set of)
document(s) (Participant No. 8). This intelligence integration is undertaken by central units,
but with assistance of operational divisions (business units). Two examples of operational
divisions’ intelligence (market analysis and competitor report) obtained support this notion.
A central department in charge of cross-departmental intelligence integration is in literature
referred to as intelligence unit. In practice, such a unit may not be available, and so, it is the
central department that potentially profits from such an intelligence integration, that is
charged with its implementation (Participant No. 6). This can be the strategic planning

department.

Participant No. 6 confirmed this insight by stating:
“In terms of central intelligence, the integration of different pieces of intelligence is
done on a strategic level. All the available input is consolidated into one central

’

document, which is then maintained and kept up-to-date.’

In terms of business unit intelligence, integration of different products relates mostly to

those from its own organizational sub-structures (supported by documents and archival
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records obtained). This often eliminates the possibility for inter-departmental coordination,
which has been criticised already at several instances. In such cases, the head has the
responsibility to supervise the culmination of different kinds of intelligence available to the
unit (Participant No. 2). Both examples of business unit intelligence (market analysis,

competitor report) confirmed this notion.

Or as Participant No. 2 added:
“Integration of intelligence is related to a responsibility that the respective head of

department has.”

Networks and communities are again social structures developed autonomously by
participants (of different units) to achieve a certain degree of intelligence integration on a
personal, network and community level (Participant No. 5). It entails a similar interplay as
in information synthesis, as already presented, as such structures often implement integrated
intelligence processes (information exchange, synthesis, evaluation and conclusions). The
main benefit for participants of such informal structures is to mitigate the perceived threat of
lacking inter-departmental coordination (Participant No. 3). Integration of intelligence
products is thus a formal, as well as, an informal activity. Integration is conducted for
different purposes with the formal processes relating to planning and business processes,
and the informal ones to balance and round-off (rich) pictures used for learning, decision

making and problem solving.
5.5.6 Sixth Theme: Disseminating market intelligence

5.5.6.1 General aspects

Intelligence is communicated within the organization using different means and methods.
Heads of organizational units are responsible to disseminate the intelligence, that is
available to them to their members, as they see fit. This can be undertaken via formal
meetings through presentations, or via personal communication, respectively e-mail and

telephone. Formally disseminating intelligence is thus part of the leadership responsibilities.
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Participant No. 6 explained this approach:
“From the overall strategy, which is to a large extent based on market intelligence,
the unit-relevant items are extracted and communicated to organizational groups or

individuals. Apart from formal dissemination personal communication is important.”

5.5.6.2 The management as amplifier in disseminating intelligence

The management has an amplifier function with regard to spreading market intelligence
throughout the organization (Participant No. 2). Formal, as well as, informal means may be
integrated in order to ensure that their organizational members possess a reasonable stock of

intelligence.

Participant No. 2 stated, that:
“They (the management, added by the author) have to pass on intelligence to their
subordinates. They act as an amplifier. In doing so they integrate formal and informal

means of market intelligence dissemination.”

Participant No. 2 added another dimension, the motivating factor, involved in passing on
intelligence:
“Passing on topical information or intelligence, and now I do not know whether this
fits to what we were discussing, but I think it is motivating for the employee and even

’

for entire teams to receive topical intelligence.’

Participant No. 2 thinks, that being considered trustworthy and thus being endowed with one

of the organizations most important assets, information, may be perceived as motivating.

5.5.6.3 Formal intelligence dissemination

Formal ways of distributing intelligence include presentations at different kinds of meetings,
in all areas of the organization. Furthermore, intelligence is disseminated formally using, for
example reports or memos (supported by documents and archival records obtained). The
latter are usually transmitted by e-mail (Participant No. 5). Formal dissemination modes
relate to higher effectiveness, that means many people can be informed on one occasion, e.g.

standardized reports.
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Participant No. 5 added the importance of credibility in disseminating intelligence, as
follows:
“Formal dissemination should ideally be done by the producer of the intelligence;

otherwise it might lose credibility.”

It is the trust, that the receiver has to have in the sender, that the latter provides quality
intelligence. Hence, if the producer of the intelligence is also the distributor, this may
improve the credibility of the particular piece of intelligence. A similar notion has already
been presented in the topic of information gathering. External, directly received information,
was related with higher credibility. Whereas, indirectly gathered information not directly
coming from the source, was given less credibility. Trust, relationship and sympathy are

also in intelligence operations vital.

5.5.6.4 Informal intelligence dissemination

In addition to formal dissemination, personal communication has been mentioned to be of
high importance in terms of spreading intelligence throughout the organization. The latter
may occur in informal settings or may partly be formalized. A big advantage of personal
communication appears to be that information lacks can be identified easier, and a
comprehensive picture may be obtained through a two-way communication (Participant No.
6). This two-way communication may include room for feedback and clarification. In such
instances it appears, that dissemination becomes exchanged by other related terms, such as

intelligence communication.

Purely informal intelligence communication may occur among peers, with hierarchical

differences taking a backseat. Participant 8 the following:
“Informally disseminating intelligence is compared to a spider’s web. Something
lands on that spider’s web, and the spider in charge of that web which feels that this
intelligence will have to get somewhere. It’s always better if the spider knows that he
is supposed to bring it somewhere. It needs both, pull and push. It is important to
know from whom potentially intelligence can be sought, if there is a perceived lack of
intelligence. So it is not a one-way approach, to communicate it, but it should be more

actively, in terms of also drawing this information from other personnel.
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This again is related, at least partly, to networks (for exchange of intelligence) and network-
based communities, which allow not only for exchange of intelligence, but for active (re-)
construction of intelligence, that includes conclusions and implementation
recommendations. Speed is another argument in favour of informal modes of intelligence
communication, as Participant No. 4 stated:

“Informal ways of communicating intelligence are still the most efficient ones. They

allow for information to go around quickly.”

It is justified to speak of intelligence dissemination in the course of formal events.

Intelligence communication may be preferred in the context of informal dissemination.

5.5.6.5 Integrating formal and informal dissemination modes

Combining or integrating informal and formal dissemination methods was a topic addressed
in literature (see end of section 2.3.7.6), that was included in the investigation. Participants
think, that this integration of modes is possible, though not always easily achieved
(Participant No. 1). Participant No. 1 brought forward an example of a Christmas event,
which was designed as an informal departmental event, eventually used to include short
presentations about topical issues that organizational member faced. Another example was
presented by Participant No. 5, who mentioned, that the market report, already portrayed as
an additional source of evidence here, was initially disseminated formally via e-mail, to be
followed by a management presentation. Both are considered to be the formal dissemination
modes. In a next step, Participant No. 5 engaged in personal conversations with other
employees, with the aim to mutually refine the picture obtained, when crafting the report.
So, promoting a stance may in some cases generate discussions, and so bring up additional
knowledge and information held by participants. The amplifier position of management, as
already stated before, is a preferred means of integrating formal and informal dissemination

modes (Participant No. 6).
5.5.7 Seventh Theme: Results of intelligence activities

5.5.7.1 General aspects

Market intelligence operations lead to the production of different kinds of intelligence
products (see section 1.6.2). These products can be utilized in planning activities or decision

making, ultimately leading to defending or maintaining competitiveness.
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Participants, however, neglect market intelligence as a self-contained function and often
relate it directly with the activity that follows the intelligence process. As Participant No. 5
stated in this regard:

“It is necessary to start with an end in mind.”

Participant No. 5 sees market intelligence in many cases not a final result, not an activity in
its own, but rather as a pre-activity undertaken to achieve something else. One example is
customer or project intelligence to be used for the area of sales. This supports the notion
expressed in the abstract of this thesis, where market intelligence is termed as a
methodology of practice. Therefore, market intelligence is to be directed. Informal market
intelligence activities can be implemented as a community activity without explicitly having
to reach a goal or accomplish a task. Maintaining such a stance leads to the notion that,

market intelligence does not only produce products, but delivers results.

It is important to state this, as market intelligence has been a trend in business management,
and is often portrayed without making clear what kind of results may be expected or for
which specific purpose(s) it is to be undertaken. This is a disadvantage, as managers will
engage in activities they understand, especially when benefits are obvious. The benefits of
market intelligence are sometimes intangible in nature. Nonetheless, it may be one method
of taking successful actions, as participant No. 8 said:

“Success has many fathers, and failure is an orphan.”

The reason is that the benefits of the market intelligence concept are in some instances hard
to measure. Participant No. 8 further elaborated:

“Commonly, only what gets measured, gets done.”

Therefore, top-management may be reluctant to acknowledge the value creating contribution
of (more informal) intelligence operations. Participant No. 5 stated that especially highly
experienced managers often portray an “I know it all” type of mindset (see section 2.5.3),
which may diminish the results of more informal or operational types of intelligence — as

these are generated in less formalistic or methodical ways.

Integrated processes in intelligence, depicted to a far lesser extent in literature, allow for

immediate, and more importantly, for additional results — apart from those mentioned in
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literature. Participants mentioned, that intelligence may foster a more reflective approach to
taking action, especially in more informal approaches, as these allow for more inter-
departmental coordination (Participant No. 2). Sharing information and knowledge,
comparing new topic information against experience using stories and integrating the
construction of intelligence with its utilization may result in learning processes or even in
knowledge creation (Participant No. 7). The latter two items are described in more detail in
section 5.5.7.3. The interviewed participants confirmed the high importance of market
intelligence and implement this strategy. As Participant No. 4 acknowledged:

“... if market intelligence is important to me? Yes, definitely! That is true.”

5.5.7.2 Specific results of market intelligence processes

Results of market intelligence processes have already been presented in the course of this
analysis, among them results of formal processes such as benchmarking studies, market
analyses and competitor reports. In literature these are referred to as products of market
intelligence. Production of intelligence, however, starts at the (hierarchical) bottom of the
organization (Participant No. 2). Managers engaged in a particular project typically
produces project intelligence as a result from its activities. A Key Account Manager may
support in the production of project-specific intelligence, as well as customer intelligence
(Participant No. 6). Therefore, intelligence results are sometimes part of ongoing activities —

and so emerge from specific tasks.

Participant No. 2 stated in this regards:
“As just said, the production of intelligence starts at the (hierarchical, included by the
author) bottom of the organization. It’s the members of the project team that create it,
than it may get refined as it passes through the hierarchy to the head of a business unit
and maybe even to the corporate intelligence.”

Participant No. 6 confirms this statement:
“In our project-centred business we get confronted with competitors in the course of
negotiating a specific project [...] in such cases our key account management system

supports the creation of project and customer specific market intelligence.”
It is thus fair to establish, that project and customer intelligence, deliver results to sales and
customer relationship activities. This is brought into connection with adopting a more

critical and reflective stance. Not applying such intelligence to e.g. sales activities is
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therefore dangerous as the basis from where to deploy evidence-based decisions and plans

may be lacking.

At the business unit level, market analyses and competitor benchmarking studies are
products of market intelligence activities. They may be culminated into the market strategy
or the portfolio strategy. Both are products of formal intelligence and may be included in
tactical or even strategic considerations (supported by documents and archival records
obtained). Business unit levels have to provide for product and technology intelligence
which is usually merged with customer intelligence, to be used in decision making or

planning (Participant No. 6).

A benchmarking study is a specific result from central or business unit intelligence, and is
used mostly on a strategic level (supported by documents and archival records obtained). A
strategy becomes structured, through a methodical approach and may take a longer-term
perspective, based on facts. It usually includes an action plan. The central strategy

documents are largely based on market intelligence.

5.5.7.3 Additional intelligence results from integrated analysis frameworks

Integrated approaches to market intelligence, often as part of informal intelligence activities,
usually allow for additional results. In addition, market intelligence and knowledge
management appear to be connected, as suggested by participants, and are said to influence

each other positively.

Participant No. 4 purported in this regard:

’

“Knowledge management and market intelligence are like gear wheels.’

Knowledge management as a managerial concept may provide methods and techniques to
improve market intelligence operations, and especially in terms of informal intelligence
activities (Participant No. 4). Storytelling serves as an example. Knowledge management is,
among others, concerned with sharing (transferring) knowledge among organizational
participants (Jashapara, 2004). Market intelligence requires knowledge to analyse or
evaluate competitive information. Supporting the externalization of knowledge through the
sharing of stories, is beneficial in terms of evaluating topical information from the

competitive realm. This is plausible as comparing historic and current situations has been

Page 210



mentioned as being a preferred method in the evaluation of competitive information (see
section 5.5.4.4) where stories seem to have a prominent position with regard to externalizing
historic situations.

Communities of practice are another concept from the knowledge management arena, that
appear to improve market intelligence activities. Their use is related to autonomous and self-
directed behaviours (Participant No. 3). Communities of practice support in making
transparent information, intelligence and knowledge held by participant, and thus transfer

the aforementioned onto a community level (Participant No. 4).

Integrating knowledge management and market intelligence has been related to optimizing
the latter in terms of results. Market intelligence communities can, for example, be an
impulse for learning processes which might then even lead to knowledge generation.
Participant No. 7 provided the following example, that substantiated the idea, that learning
and intelligence are connected. A project team received the information about a particular
piece of hardware, that a competitor was re-designing to make it lighter in weight. The result
would be lower production costs. This information was then used to investigate in detail, if
a similar or better solution could be designed in-house. The resulting technical intelligence
was then converted into new technical knowledge, after the new hardware solution was
designed. This implied a learning process. The learning and knowledge creation processes

involved were arrived at by integrated intelligence processes.

Summarizing, integrated intelligence approaches may allow for additional results of
engaging in market intelligence activities. Reflection and reflective approaches to decision
making, learning impulses and processes, knowledge transfer through the use of storytelling
and even knowledge creation were mentioned by the interview participants, together with
examples from their experience. Integrated approaches are especially prominent in informal
market intelligence processes. The reason is, that intelligence results are often used to
immediately progress with personal, team or community tasks, and so, comparison of
intelligence results and their application are possible, leading to feedback, improvements

and refinement.

5.6 Discussion of Differences among Participants

Differences in the data are not contradicting, but relate to individually constructed social

realities with particular participants. A routine to deal with specific differences in the data is
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available, and has already been discussed in section 4.7.2. The reflective comments log
proved to be supportive in the discussion of differences. In order to render visible the

differences encountered in the data to the reader, this section has been established.

A main difference was the location where competitive data or information is found.
Participants from middle management tend to say, that such information is mostly available
with other managers or specialists directly. Participants of upper management, on the other
side, often referred to software tools as the location of where to search for competitive
information. This is in part related to personal preferences, in addition, representatives of
upper management can oblige organizational members to input data into computer
applications. The latter is often not possible for representatives of the middle management.
Hierarchically, higher-ranking participants appear to have a stronger preference for IT tools
as such applications bring competitive information into their remit. Middle-ranking
participants prefer personal contact to IT systems, especially when more details and personal
appraisals are necessary. The accessibility of competitive information in software tools is
sometimes restricted on hierarchical basis, leading middle managers to revert to their

networks and communities as a method to obtain additional information or intelligence.

Another example is the topic of the informal networks or communities. Upper level
managers tend to see it as a “softer” topic, thus less controllable and less important for the
company. Representatives of middle management tend to see networks and communities as
indispensable to their jobs, because they can gain access to additional information. Older
employees, who have worked for the company for many years, seem to be integrated better
in their networks and communities. They seem to make use of their participation in
communities more effectively, due to this exposure, and the knowledge related to knowing
whom to call for which issue. This is supported by Wenger et al. (2002), who think that
participation to a community of practice is mainly dependant on expertise. The latter
statement by Wenger et al. however, is not comprehensive as in many cases it may take

expertise and relationship to enter into communities.

Top-level managers are less concerned with the details involved in the production of
intelligence and, sometimes, live well with more superficial information. The latter is related
to their limited time budgets, which does not allow them to go into details in all aspects of

intelligence. This in turn is an explanation for their preference for IT tools. In fact, these
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tools often contain a limited amount of useful information and need to be supported by
organic approaches at the stage of synthesis of information. During the latter stage,
software-held information has to be enhanced by personal knowledge and information,
especially when applying a more operational perspective. In such instances, the importance
of human, group, and social processes increases, in which in-depth, detailed information and
knowledge is exchanged and evaluated to obtain comprehensive pictures related to the
external operating environment. Top-managers on the other side, would like to see the
world’s wisdom on just one PowerPoint slide, a demand that is not always easily fulfilled.
As mentioned in section 2.5.2, it is considered a distraction to explicitly focus on the
management of intelligence processes, as they seem to be a blend of manageable and

autonomous processes undertaken for different purposes.

Although different positions on individual aspects of plant building market intelligence were
captured throughout the interview, they are not seen as contradictory. Rather, they represent
rich data on different levels, that make it obvious that different positions, priorities and

perspectives exist with regard to market intelligence.

One of the characteristics of case studies is intensity which Flyvbjerg (2011) has defined as
comprising more detail, richness, completeness and variance. This depth is in this case study
achieved by the cross-analysis leading to emerging insights and differences. This provides
for additional explanations, and a more complete understanding of what market intelligence

is in the plant building industry.

5.7 Discussion of Emerging Insights

The emerging insights presented in this section are a product of reflection on the literature,
data collected and the analysis, that were supported by the use of a reflective comments log.
In essence, it emerged that market intelligence can be implemented in a variety of different
ways. In general, three approaches can be distinguished: intelligence produced at central
units (first pillar), intelligence of business units or operational divisions (second pillar) and

intelligence of informal activities (third pillar).
This insight is advanced and grounded when integrating the critique expressed (see section
2.5.2) and develop new concepts. Recapitulating, the essential points of critique towards

existing concepts were as follows:
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e There appears to be a need of organizations to form integrated analysis frameworks
(Wolter, 2011, in Keuper et al., 2011), a request that is in line with Mortara et al.
(2009) who suggest employing social networks resources to maximize intelligence
outreach. This claim can be supported as Ghoshal (1985) argued that only managers,
that have relations to the industry are able to receive topical information, and that
only managers with knowledge and professional experience are able to analyse and
interpret such information. In plant building, which is an industry that is
characterized as complex, long-term oriented and having a direct sales set-up,
integrated analysis frameworks within the individual pillars, strengthen the exchange
of information and the active construction and exchange of intelligence. As such, the
individual pillars are forms of social networks resources, a combined use of all pillars
maximizes intelligence outreach.

e Stauffer (2003) purports that market intelligence has to be connected to many
different levels of the organization, in line with Bose’s (2008) request that the market
intelligence programme should not be distinct and isolated, but incorporated in the
entire organization. The three pillars described above as emerging from reflection on
data and literature are capable of integrating market intelligence into many
organizational units and participants through its deliberate inclusion of both formal
and informal market intelligence approaches.

e Drott (2001) sees the issue of market intelligence as a knowledge management issue,
as ways to foster exchange of information and knowledge and connects it with
learning processes. The incorporation of informal market intelligence activities, that
implement communities of practice and storytelling, may be seen as explicit ways to
foster the exchange knowledge and information, not bound by any database
paradigm. Such integrated approaches have a connection to learning and even to
knowledge creation processes.

Additional emerging insights were witnessed in the course of reflecting on the data and

analysis and are provided below as a summary of the reflective comments log.

There appears to be a trend to formalizing specific managerial tasks and processes in larger
companies. In the past, many managerial activities have been shaped by personal discretion.
Formalization implements a stricter, more rigorous approach to managerial tasks,
demanding that the same task needs to be undertaken by different people in the same way.

This trend was forecasted to still increase in the future. This has affected market intelligence
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activities, especially strategic and formal approaches, where market intelligence has been
integrated in standard routines, business and planning processes. Informal market
intelligence approaches are seen as softer, less controllable and therefore less susceptible to
such formalization trends. This may be a reason why informal market intelligence has
received less attention in management and research, although its value-adding contribution

has been established.

The term information gathering, used throughout literature, may sometimes be replaced by
information exchanges or information sharing. In such instance, exchanges may include also
personal knowledge. These alternatives terms refer to informal market intelligence practices
mainly, as these are privileged by personal relationships. Establishing a relationship may
allow participants to exchange information and knowledge, whereas, information gathering
is sometimes related with a commanded activity. Both are advantageous to market

intelligence operations.

Evaluation may replace analysis and interpretation especially in informal market
intelligence, where little formal analytical techniques are employed, or where these are
replaced by more common-sense or pragmatic techniques. Pragmatic techniques include
thematic clustering, applying chronological order to different events and comparing new
topic information with existing knowledge. The latter is implemented in discussion rounds
and by using the method of storytelling. Evaluation is used in more operational, short-term
type of issues, where evaluation of information and the utilization of intelligence are partly
integrated with each other. This is, though to a lesser extent, implemented in formal
intelligence processes as well. The latter refers to findings where business unit market
intelligence deliberately implements more informal intelligence approaches (e.g. employees’
round table) in order to enhance information exchanges and learning. Analysis and
interpretation may be preferred in cases where the intelligence product (e.g. a market
analysis or competitor benchmark) is delivered to a higher hierarchical decision making
unit. This instance could be confirmed with the help of the two examples of business unit

intelligence (see section 5.2.3, documents as additional sources of evidence).

Dissemination is a term that is used by large parts of the literature to cover the
communication of market intelligence results within the organization. From the study

results, this term is only partly applicable in current market intelligence practices.
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Depending on the structure used, it may be replaced by such terms as reporting (strategic
intelligence) to top-management, or communication (diffusion throughout the company),
when more informal intelligence communication allows for a two-way conversation that
includes feedback. Dissemination on the other hand implies a one way distribution of

intelligence, favoured by use of formal means and methods.

Project-specific intelligence was another emerging topic. It is not mentioned in the
literature, as projects are specific to the plant building industry. As projects, especially
larger ones, have the potential to have an impact on the financial statements of an
organization, their importance is high in plant building. Project-related intelligence is used
to prioritize activities, concentrate on promising prospects and is used for the acquisition of

contracts.

Although not explicitly investigated, results of market intelligence practices also emerged as
themes in this thesis. Market intelligence is also constructed within integrated approaches,
where intelligence production and utilization are integrated, the term intelligence products
may be seen as forming part of intelligence results. Intelligence results from integrated
approaches are used for immediate progression in operational routines are implemented in
business unit approaches, as well as, informal approaches.

Reflection and provoking reflective thoughts as a product of engaging in market intelligence
activities is an example of market intelligence results. Reflection may be considered as an
important form of learning. Reflectivity is a method to embrace a more active, critical and
thoughtful approach in management for example in decision making or problem solving. It
may result when project-specific intelligence is created and implemented in order to craft a
project strategy. Active participation in market intelligence activities increases the
reflectivity of organizational members. Another example of market intelligence results was
knowledge shared among participants, leading to best practice sharing and the use of
synergies. Furthermore, one example shows that in the course of engaging in market
intelligence activities a learning process, guided by the needs of the market, leads to
knowledge creation. Learning processes and knowledge creation, guided by market needs, is

considered to improving the competitiveness of an organization.

A different insight are cultural differences. They are often not appropriately taken into

account by the literature. Much of the literature has been developed in the United States or
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Europe, and although the normative perspective if often implemented, it is rarely stated that
the appropriate implementation of the concepts may be restricted to the Western culture.
Plant builders have grown into multinational or global organizations. This is related to a
process of integration that taken place the last thirty years, considerable reducing the
number of (European) market participants. In any field of plant building, such as power
generation, mining, metallurgy, chemicals among others, there are only a few, but larger,
participants left. The participants interviewed were mostly Europeans, or, due to their
prolonged experience of working in a European company, “cultural Europeans”. This
suggests that, the perspective that is presented here includes a European view on market
intelligence. The title of this thesis does reflect the European perspective. The regions of
primary interest for the European plant building industry are the USA, Brazil, China, India,
Russia and the Middle East and, of course, Europe (see introduction). Cultural differences
and its effects on market intelligence is one area of future research to focus on (see section

6.8).
5.8 Interpreting the Findings

5.8.1 Developing the interpretative technique

The emerging insight that plant building market intelligence comprises three pillars is partly
supported by the literature (Quinn, 1985; Lichtenthaler, 2004). In determining an
interpretative technique, focus was kept on reflecting on existing models. This is
advantageous to exploratory research (Kerr et al., 2006). Models included for reflecting on
the interpretative technique are the ones by Quinn (1985), Lichtenthaler (2004) and Kerr et
al. (2006), and have already been amply discussed in this thesis.

Kerr et al. (2006) and Lichtenthaler’s (2004) models were rejected as the basis for an
interpretative structure. The first one lends itself heavily to the intelligence cycle, which is
too simplistic to implement a complex phenomenon as market intelligence. Lichtenthaler’s
(2004) model bases on three different approaches, but distinguishes between hybrid and
structural forms of coordinating market intelligence, which were not identified in this
research. Rather, this research identified centralized (central department) and decentralized

(business units) approaches within formal market intelligence.
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Quinn (1985) differentiates between four fundamental types of market intelligence: the
dedicated central unit, inclusion within a central group function, decentralization to
operational divisions and diffusion throughout the company. This differentiation is useful in
reflecting on the interpretative technique, as the emerging insights have produced a similar

structure, but needs modification.

The first two types in Quinn’s model are mutually exclusive, as companies either have a
dedicated central function (sometimes referred to as central intelligence unit) or attach the
intelligence function to a central department (e.g. the strategic planning department). The
first two types, the dedicated central unit and inclusion within a central group function, are
combined to central unit intelligence here. Lichtenthaler’s (2004) appraisal that dedicated
central intelligence functions are not available in most organizations is a conclusion that the

case study also supports. Hence, the integration of both structures is additionally grounded.

The other two pillars of market intelligence, complement this first one by focusing on
particular perspectives and operative ranges, other than the central perspective. In this
interpretative technique they are referred to as decentralized intelligence and informal
intelligence. In addition, to these three pillars general aspects of plant building are included
in the interpretative technique, in order to present and discuss the basic particularities of
plant building market intelligence. Integration and dissemination of intelligence, as well as,
results of market intelligence, are further included as they support the integration of market

intelligence operations with the organization.

General aspects of plant building market intelligence are important, as the particularities of
the plant building industry influence the three pillars. General aspects of plant building
market intelligence serve thus as the idiosyncratic foundation of the concept and are
revisited in section 6.2. The analysed data established that some integration of intelligence,
beyond the immediate pillar where it was constructed, is necessary and occurs. Together
with the results of market intelligence, they are implemented to integrate the intelligence

function and the organization.

The interpretative technique used to interpret the findings of this case study is thus based on
the emerging insight, where a reflection phase has allowed for comparison with existing

models. The interpretative technique is established as follows:
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General aspects of plant building market intelligence. This section reviews and
implements those industry characteristics outlined in section 5.5.1, that are essential
in structuring a conceptual framework on plant building market intelligence. These
factors are used to locate the study in its context and a market intelligence framework
into its environment. Plant building aspects are related to the intensity and the
relation to the environment of case studies (Flyvbjerg, 2011).

Central market intelligence. This particular approach may be regarded as the first
pillar of the framework. It is a particularly formal intelligence approach and serves
mainly to inform the top-management of an organization about the developments in
the external operating environment implementing a more long-term and strategic
perspective. The latter is especially useful as an input to corporate strategic planning.
Decentralization to operational divisions (decentralized intelligence). This is
identified as the second pillar of plant building market intelligence and uses a
primarily formal intelligence approach, however, informal elements are also
implemented. Decentralized intelligence is designed to inform the operational
divisions (or business units) with intelligence ranging from short to long term
perspectives, used in planning, strategy and decision making or problem solving.
Informal intelligence. This third pillar of market intelligence complements the other
two (mainly) formal approaches. It implements networks and inter-departmental
intelligence communities based on relationships and expertise. Informal intelligence
is essential to middle management of an organization, and often employs an
integrated approach. It serves members to remain up-to-date, refine and develop their
views and set ground for operational agendas.

Integration and dissemination of market intelligence. This item is added to the
interpretative structure as the analysis has shown, that some intelligence is integrated
beyond its immediate scope in order to disseminate general intelligence insights. It
serves to integrate organization and intelligence.

Results of market intelligence. This item is based on the finding that market
intelligence does not only result in products, but in an array of results. Apart from the
products, known from literature, market intelligence may result in reflective and
learning processes, sharing of best practices, as well as, knowledge creation. It
provides additional arguments for the implementation of a comprehensive and

continuous market intelligence programme.
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The topic of a software solution complementing an organic strategy in market intelligence
was excluded from further interpretation, in line with the limitations of the study (see

section 3.2.3).

5.8.2 General aspects of plant building market intelligence

The plant building industry has developed its own characteristics, that differentiate it from
other industries of the business-to-business arena. The foremost aspect is the length of time
necessary to develop a new product or technology. Other activities such as selling a plant
project and executing a contract are further examples that require time. Each of these
activities may take up to several years. During these long periods, personal relationships
among participants within and even across organizational boundaries develop and grow.
These grown relationships may influence market intelligence operations, in a way that
networks develop due to the contact in such phases, from which, eventually, more or less,
stable communities emerge. Especially these items supports the diffusion of intelligence

throughout the company.

These relationships also emerge over corporate boundaries, and result in increasing personal
relationships, that govern the plant building industry. This favours a multiple-to-multiple
approach in plant building market intelligence, that requires market intelligence to be
implemented in many organizational units and with many organizational members, if it is to
work effectively. In turn, relationships are a guiding factor in supporting a three pillars

framework.

Another aspect is the complexity of the business. Complexity requires experience to manage
a plant building business effectively. Established social networks resources advance the
exchange of information and knowledge among participants over organizational boundaries,
and favour the inclusion of several organizational members in information sharing,
analytical and interpretative processes. As complexity requires experience, and the latter is a
prerequisite for participation in communities, it favours the evolution of such communities

in conjunction with the relationships developed.
The direct sales approach entails that representatives of plant building companies are in
direct contact with end-customers, including representatives of sales-related functions,

engineering and technology departments, purchasers and commissioning managers, among
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others. This results in a large amount of directly gathered competitive information and thus
makes this people as informants in market intelligence processes (Participant No. 8). On the
other hand, being able to investigate from multiple internal sources, results in many
opportunities in terms of indirect information gathering. This may be seen in connection
with Bose’s (2008) statement, who thinks it is necessary to connect market intelligence to
many organizational layers and functions. Gathering from multiple sources is thus possible

and implemented in plant building (Participant No. 3).

The main building blocks (see figure 3) of market intelligence have so far been: (1) the
general market, (2) individual customers (including prospects), (3) product and technologies
and (4) competitors (including emerging competitors). Another major block and of
importance to a plant building company, are the actual projects. Especially larger projects,
of which there may be only few at a given time, may be highly relevant, due to their
potential impact on the financial statements of plant building companies. Therefore, the

project, as the fifth building block, is added to the market intelligence framework.

Consciously experienced market intelligence processes are much related to specific tasks,
such as preparing market analyses or competitor benchmarking studies. Participants do,
however, implement a wide array of market intelligence activities, many of them classified
as informal intelligence. This type of intelligence is used to share and verify information,
participants have received, remain up-to-date and set ground for further operational agendas.
Informal types of intelligence may unfold and emerge in the course of daily business tasks,
and thus not be specifically related with intelligence activities at first sight. They are often
related with pre-steps necessary in the successfully dealing with the daily agenda. Market
intelligence may therefore be seen as a methodology of practice, that guides the work of
front office personnel. Inter-departmental coordination, although acknowledged to be highly
useful, is often used to a lesser extent in formal intelligence approaches and thus provides an
additional argument in favour of the inclusion of informal market intelligence approaches
into a refined conceptual framework. Within rather formal market intelligence, central unit

market intelligence and decentralized market intelligence operations can be identified.

These pillars are not completely separated from each other, but may influence each other,
sometimes. For example, a head of sales in a business segment may be a key participant of

decentralized market intelligence, but may also be a user of centrally produced intelligence,
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and at the same time be a member at one or several intelligence communities. This person is
then influenced by a plethora of different views and perspectives, and may actively
challenge assumptions and beliefs through the multiple perspectives integrated. This is a
strong argument in favour of intelligence, as one option to engage in more reflective actions
and decisions. The three pillars are, thus, seen as communicating vessels within the
organization, a notion that supports the view that intelligence may be integrated beyond its

original scope and outreach and communicated throughout the organization.

Stauffer (2003) states that market intelligence builds on the tenets of knowledge
management and that it should be connected to many levels of the organization. This can be
the case when all pillars of market intelligence operations are present and functional in a
plant building company. The tenets of knowledge management (if it is even possible to
manage knowledge) is interpreted as applying techniques and structures from the knowledge
management field of science, such as communities of practice and storytelling, both of
which have been identified in the course of this research. A supporting argument relates to
Drott (2001), who purports the need to enhance the exchange of information and knowledge
by deliberately looking beyond computerized databases and connect market intelligence
with learning processes. Especially, inter-departmental coordination is a vital topic here, and
may substantially be advanced through implementation of intelligence communities, as
these are not restricted by organizational boundaries. Intelligence communities may actively
implement learning processes and lead to leveraging of synergies and sharing of best

practices. It remains questionable if intelligence communities can be managed effectively.

The perspectives in market intelligence are strategic, tactical and operational (Ding, 2009).
Their distinction is not clear-cut and hard to apply concretely in many instances, as
organizational structures may be responsible for more than just one perspective, giving rise
to the issue of demarcation. The three market intelligence pillars are also not easily assigned
to particular perspectives. Therefore, any allocation made here is in not strict and rigid, but

indicated as to advance the general understanding.

5.8.3 The first pillar: Central market intelligence

Central market intelligence is related to a central corporate department or unit that caters
mostly to the intelligence needs of top-management. In producing central market

intelligence the central department provides the foundation for developing strategies and
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giving advice dedicated to answering more general and long-term type of questions. Central
intelligence, in cases with an absence of a central intelligence unit, may be conducted by
department such as the strategic planning department. It focuses on the topic of general

competitiveness of the firm.

This first pillar of the market intelligence framework forms part of formal market
intelligence approaches and is often dedicated to crafting strategic intelligence. Strategic
planning based on sound intelligence allows for prioritizing the right topics by concentrating
on items relevant for setting a long-term agenda. Strategic intelligence, a concept that a
large portion of the literature reviewed concentrates on, appears to be the relatively similar
to central market intelligence. The method of its preparation is to a high degree analogous to
the original intelligence cycle and portrays less iterative characteristics, but is instead more
linear. In order to mitigate the threats associated with a more linear approach, a formal and

methodical approach, in part analogous to a research project is favoured and implemented.

The results of central intelligence, often referred to as intelligence products, may find their
application in strategic planning and key decisions involving the top management. This
supports an approach where the production of intelligence and its utilization are separated in
terms of participants to such processes. The opposite approach, portrayed later in this
section, is the integrated approach. Examples of central intelligence products are key
documents, as market analyses and competitor benchmarking studies. This finding was

substantiated by analysing documents, identified as additional source of evidence.

Producers of central intelligence are usually detached from day-to-day business operations,
which is a differentiator to producers of decentralized intelligence. Producers of central
intelligence tend to be professionally trained in order to perform the tasks expected, whereas
the producers of decentralized intelligence have to be professionally experienced. Therefore,
the information gathering techniques implemented in central intelligence are more varied
and include several sources of information. Synthesis and triangulation of information is

supported through interviewing of knowledgeable participants.

The analysis is supported through application of formal analytical methods, which are
congruent with the techniques portrayed in the literature reviewed. Central market

intelligence applies formal analytical methods to the greatest extent, compared to other
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market intelligence approaches. Analytical methods may include such well known
techniques as PESTLE, SWOT or the 5-Forces model by Porter, among others.
Interpretation is supported through group discussions, and may involve the end-users of this

kind of intelligence, that is the top and upper management.

Inter-departmental coordination is supported through routines and processes, that include
managers and material from various departments. Interviews are deliberately undertaken
with proponents of various disciplines. Operational divisions may in this context escalate or
forward prominent intelligence topics from their remit into central intelligence. This

represents a comprehensive integration of intelligence outputs from various disciplines.

As discussed, dissemination appears to be mostly undertaken in a one-way process. Products
from central market intelligence are distributed to the higher ranking officers of a company.
Lower hierarchical layers of the company are thus often not involved in dissemination. The
dissemination methods are characterized as formal, with the means involved ranging from

newsletters, to presentations and transmitting summaries via e-mail.

Upper management may serve as an amplifier by distributing informally parts of central
intelligence to lower organizational hierarchies. This suggests that, upper management does
become an integrator of formal and informal intelligence dissemination, thereby modifying
dissemination into a two-way communication. This has been termed an important aspect of
the duties that upper managers have, as the notion of receiving topical strategic intelligence
may be perceived as motivating by junior managers. It furthermore serves to integrate an

intelligence perspective with the organization.

5.8.4 The second pillar: Decentralization to operational division

Decentralized intelligence is related to intelligence produced by business units. The latter
assume income responsibility, and develop and market a defined portfolio, servicing their
customer base throughout the lifecycle of plants. Business units are also referred to as

operational divisions or business segments, depending on the organization.
Decentralized intelligence is an approach that is somewhat narrower and more focused in
terms of scope (see section 2.3.7.1), as decentralized units will focus on intelligence that is

directly concerned with their portfolio and markets. Central intelligence may, in contrast to
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that, implement a broader perspective, as it is concerned with the general competitiveness of
the firm. The time horizon applied to decentralized intelligence can range from short-term to
long-term. As business units are not primarily market intelligence departments, their
intelligence approach includes the perspective, that the intelligence is only a basis for
successful accomplishment of their strategic, tactical and operational tasks. Therefore,
decentralized intelligence is often not as methodical as central intelligence, especially in
cases where the intelligence is used within the business unit and not forwarded to a central
department. Decentralized intelligence may implement forms of informal intelligence, e.g.

the employees’ round table.

Participants performing decentralized intelligence have to be experienced. This approach
involves processes, that are less linear than those described in central intelligence, with the
notion of decentralized intelligence working as a filter. This filtering function serves to
identify prominent topics to be escalated to the central units’ remit, using planning and

reporting processes.

The fundamentally different sales process in the plant building industry, as compared to
other industries within the business-to-business realm, is characterized by larger projects in
terms of potential revenues, complex technical solutions, time invested until contract
signature and a certain amount of engineering work to be invested into bid projects. This
requires carefully elaborated bid strategies in order to focus resources and budgets on
promising project opportunities. Project intelligence is, therefore, a building block within
business unit-driven market intelligence, as the absence of such activities may result in
costly endeavours with no financial remuneration connected to it. In many cases business
unit-driven intelligence is deeply immersed within the unit and is a part of many daily work

routines.

For internal information gathering, meetings are a highly effective method, which are
furthermore designed to pull additional information from organizational members. In order
to ensure, that sufficient competitive information is transmitted, all relevant front office
personnel needs to be trained in order to be receptive to competitive information and to
further ensure that this information is transmitted and forwarded to the right places. Apart
from pulling information and data, information push is a main factor in business unit-driven

market intelligence. Competitive information is received and transmitted from
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organizational members via for example trip reports, memos, telephone calls of e-mails,
whereby the responsibility in terms of having a knowledge base, that is sufficient, up-to-date
and useful for operational and strategic tasks lies with the head.

Information synthesis and triangulation is a major problem in second pillar market
intelligence affairs, sometimes due to a perceived lack of inter-departmental coordination.
This is a downside of many larger companies. Apart from pulling additional information,
departmental and team meetings have the purpose to facilitating information exchange by
making visible knowledgeable personnel, and to enable synthesis and triangulation of data,
information and knowledge. The reason is, that information from internal sources may
sometimes be mistrusted. Meetings are seen as a method, not only to gather information but,
to actively challenge different views. Triangulation is easier in terms of markets,
competitors and general, as well as, regional trends. Triangulation is hardest on the customer
and project level, as there are less people with substantial knowledge in order to provide
many different views. Software applications furthermore support synthesis of information,

and have been widely implemented in many organizations.

An analysis using analytical techniques, as described in many parts of the literature, happens
mostly in central intelligence processes. Analysis and interpretation in decentralized
intelligence seem to happen in meetings mostly, due to the fact that several persons may be
required to analyse meaningfully complex situations (Participant No. 2). Analytical methods
seem to be replaced partly by more common-sense or pragmatic techniques, such as putting
events into chronological order, thematic grouping or matching latest competitive
information against existing personal knowledge and challenging it in group discussions

(Participants 3, 5 and 6).

Dissemination of intelligence is usually undertaken in two ways. One-way dissemination is
conducted in terms of formal market intelligence products, such as market analyses or
competitor reports, where a paper or report is sent by e-mail to a specific circle of receivers
within that unit. Another way of disseminating intelligence was mentioned to happen in the
course of different social gatherings, such as formal and informal meetings were intelligence
produced was presented and discussed with room for feedback and discussion. Decision
makers are usually involved in the processes of elaborating this type of intelligence and

again display an amplifier position.
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In general, the methods applied are not as sophisticated as in central intelligence, but may in
certain cases include formal methods. This is related partly to the participation of decision-
makers or end-users in parts of the intelligence preparation process. From a quantitative
perspective, fewer information sources tend to be used, but due to the in-depth knowledge
held by participants, particular emphasis is put on qualitative issues and highly qualified

conversation partners.

5.8.5 The third pillar: Informal intelligence

The third pillar of the refined market intelligence framework is an informal one and may
take the form of network-based intelligence communities. Participation does not require any
particular hierarchy level, rather it is the experiences and knowledge that participants bring
into the community together with the relationship developed among participants, that is
decisive. Intelligence communities are comprised on experts interested in and focusing on

particular market regions, clients, projects or technologies.

A multiple-to-multiple approach grounded in inter-departmental coordination supports the
exchange of topical information, challenging its plausibility, authenticity and
trustworthiness and its evaluation in order to construct intelligence, that is designed to set
operational agendas. In addition, it is the aim of community participants to obtain additional
information and intelligence, otherwise not available to them, on for example hierarchical
grounds. Furthermore, Participant No. 5 purports, that informal routines make it possible to
access information, that is not written down anywhere. Participant No. 3 adds the time
advantage, as such discussions allow to determine the problem and find solutions more
quickly. This is a significant and powerful aspect of market intelligence but remains difficult

to describe.

Communities implement group discussions which are not moderated, or only informally by
spokespersons (Participants No. 3 and 6). Informal market intelligence addresses the
importance of short-term issues, without neglecting other perspectives including strategic
information and intelligence. A sharp differentiation, among the perspectives predominantly
used in inter-departmental intelligence units, seems not easily described. One of their
benefits, as perceived by participants, is the possibility of mitigating threats due to the lack
of inter-departmental coordination of other intelligence approaches, and thus integrate the

advantages of best practice sharing and synergies.
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Inter-departmental communities establish market intelligence operations as an iterative
process, often using integrated approaches in terms of intelligence steps. They are soft i.e.
hard to measure in terms of outputs, but very powerful methodologies of practice. This may
lead to members of the community being more sensitive to emerging trends and events in
the market, and taking more reflective actions. Production of intelligence and its utilization
are often closely linked. Inter-departmental intelligence communities connect the processes
of market intelligence with many organizational layers and members. Communities promote
learning, reflection, maintaining of trust and relationship among participants and sharing of

knowledge and information.

Central intelligence has been accused of a certain superficiality. People often feel that the
views developed are too narrow, too confined (Participant No. 3). Participants of
communities thus look proactively for exchange, triangulation and verification.
Decentralized intelligence on the other hand is sometimes criticized for its lack of inter-
departmental coordination. This is why communities advance informal intelligence to a
greater extent, than the networks of which they eventually emerge. Networks are often
maintained by their members to keep participants up-to-date, relating them with information
and intelligence exchanges. Communities implement the construction of intelligence,
through information exchanges, discussion and evaluation, as well as, the production of
recommendations and conclusions. It is a characteristic of community participants to meet
continuously, over a longer period, and to have more intense contact than to other members
of the respective network. It appears thus hard to foster and to steer them. Many of the
informal conversations happen on the hallway, during lunch break, and other such informal
venues. Participant No. 7 added, that such processes may be supported by allowing for time
resources at the discretion of employees, in order to engage in such activities, or by
providing locations for open communication (Participant No. 3). Participant No. 8 added

training of employees and managers with regard to market intelligence theory and practice.

Evaluation replaces analysis and interpretation in informal intelligence. Analytical
techniques are often rejected and common-sense techniques are used. The latter include the
comparison of recent information with previous experiences, matching competitive
information against personal knowledge of participants and group discussions. Storytelling
has a prominent position in such approaches. Stories are used to externalize existing

personal knowledge, whereby the latter is used to match it against topical information,
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allowing for comparison. In such cases knowledge may also be shared and transmitted,
which is another advantage associated with communities of practice. Dissemination is
usually replaced by communication. Communicating intelligence is a two-way process, that

allows identifying information needs, and opens space for clarification.

5.8.6 Integration and dissemination of market intelligence

Integration of different outputs of different intelligence approaches is a major problem. The
responsibility of integrating different results of intelligence into one concise picture is
divided. A formal and cross-departmental integration therefore happens mostly on a central
(strategic) level. Access to (strategic) intelligence is limited, often on grounds of hierarchy.

Integration of formal and informal means of intelligence dissemination seems first of all a
management task. Upper and middle managers may make available central market
intelligence that is available to them on grounds of their hierarchy to lower-ranking
employees. Their amplifier position allows for an integration of formal and informal
dissemination modes and further advances an informal integration of different kinds of

intelligence results.

A notion, that is advanced by the insight of the three pillars as communicating vessels,
indicates that a certain integration of intelligence beyond the immediate effect of the
individual pillars occurs. As participants become aware of the variety of intelligence outputs
available to them, they may integrate these and refine their views in the course of
intellectual and group processes. Networks and communities are used in such processes of
integration and dissemination as well, and so imply their own routine of integration. The
goal of integrating intelligence beyond their respective approaches, is to increase the overall
stock of knowledge of the participants, including awareness of emerging trends, as well as,

refining the understanding as to the operating environment.

5.8.7 Results of comprehensive market intelligence

A variety of products of market intelligence operations are mentioned in literature. Apart
from such tangible outputs, a number of additional results are established in this study.
Especially, intelligence constructed in integrated approaches, such communities, may
stimulate learning processes. This means, that if the intelligence co-produced by a

participant is of interest to this person (Participant No. 5), it may trigger a learning process,
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especially if a need for change is detected by the participant. Reflective processes may lead

to identifying the need for change.

Best practice transfer may also be facilitated in the course of market intelligence operations
(Participant No. 4), which may lead to an organization leveraging synergies. The latter are
related to knowledge sharing, which may happen in the course of information evaluation,
especially, when storytelling is used as a method. One example described, has even

revealed, that market intelligence may result in the creation of new knowledge.

A major benefit of market intelligence as described by participants, is the fact, that it
provides for business decisions, that are actively and reflectively taken (Participants No. 2
and 6). Basing decisions on evidence that has been discussed and evaluated, may prove to be
more successful, than relying on guts feeling or tradition. Market intelligence requires
additional thoughts to be invested into the phase before entering an action. However, this

additional investment may pay off later, in terms of quality of actions.

What gets measured is what gets done, is a corporate attitude that may hinder the
implementation of market intelligence. In many cases, the absence of KPIs makes the
measurement of market intelligence results overly hard. MI is often related to the qualitative
side of investigation, though not exclusively; therefore managers sometimes find it too hard
to implement the entire strategy. This appears to be one reason for the absence of well-
formulated and argued advices with regard to organic strategies destined for informal
market intelligence. Therefore, and due to the fact that it is easier to engage in strategic
intelligence, it is the latter that many organizations focus on. The tremendous potential, that
the informal market intelligence operations have, has yet to be realized, although this
research has shown that many managers are at least implicitly aware of that. The latter is of

course the reason why managers engage in such activities.

5.9 Undertaking the peer debriefing

Since emphasizing reflection and reflective practice has been a key component of this work,
a form of social reflective practice was integrating into what is usually referred to as an
external audit. The peer debriefing was implemented to assess the thoughts with regard to
methodology and methods, but also to scrutinize the research development process and the

outcomes of it in terms of comprehensibility and plausibility.
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Table 15: Operational details of the peer debriefing

Details Description
Participant Dr. Robin Bown
Location Munich at the premises of the University of Gloucestershire
Date Saturday, April 28, 2012
Starting and ending time 16:40 —19:30
Overall duration 2 hours and 50 minutes

The aim of the peer debriefing was, thus, to run over the entire research process, to discuss
individual episodes — what happened, how it happened, why it happened and with what
result. The process was designed to support the overall quality concept implemented here.
With regard to the social reflective aspect of the peer debriefing, the session also allowed for
active discussion of the decisions taken in the course of the research. It also supported
ongoing reflections, leading to essential improvements. The peer debriefing was conducted

using the following structure:

Table 16: Format for peer debriefing (author’s own scheme, based on Yin, 2009)

Step Description
1) Results from reviewing the - Discussing the initial conceptual framework.
literature - Reflecting on weaknesses and contradictions.
2) Research purpose - Detailing the research purpose.

- Discuss the research questions in line with the overall inquiry

strategy.

3) Theoretical position - Discussing the characteristics and implications of the social

constructivist position.

4) Qualitative research methodology - Discussing the merits and weaknesses of a purely qualitative

and research approach methodology and the appropriateness of the deductive approach.
5) Research method and research - Detailing case study research and the influences of the

design philosophical position to the research design.

6) Interviews - Reviewing the questions including a brief overview on the results

obtained from the interviews.
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- Reviewing the reports and the routine in data making.

7) Analysis and Interpretation - Discussion of analytical strategy and techniques and the findings

from analysis and interpretation.

8) Final remarks - Discussing the quality and trustworthiness concept of the research

project.

The result of the peer debriefing was perceived to be satisfactory. This provided the basis to
proceed with the thesis. Follow-up conversations were agreed and undertaken to further

refine the views developed.

5.10 Summary

This chapter has dealt with the empirical case study. Upon analysis of the data, it was
possible to interpret the data reflecting on known models from literature (Quinn, 1985;
Lichtenthaler, 2004), when developing the interpretative technique.

The interpretation of the data incorporates six major themes: general aspects of plant
building market intelligence as the basis and the three pillars: central intelligence,
decentralized intelligence and informal intelligence. Furthermore, and due to their
importance to this research work, integration and dissemination beyond the three pillars, as
well as, results of market intelligence activities have been integrated with the framework.
This structure now makes it possible to:

e Set-up an organizational framework, that connects market intelligence to as many
organizational layers, units and participants, as possible,

e Take information and knowledge exchanges among participants into consideration,
thus, looking beyond computerized databases avoiding the database paradigm,

e Incorporate knowledge management techniques in market intelligence through the
implementation of communities of practice and storytelling, thereby consolidating the
connection of market intelligence to learning processes and,

e Transform the conceptual framework into integrated analytical frameworks, using

and leveraging social networks resources (organic strategy).
Due to the importance of communities of practice in the active construction of informal

market intelligence, the denomination was changed from informal intelligence to inter-

departmental intelligence communities. Figure 21 depicts a diagram of the structure
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implemented in the interpretation of the case study evidence. It integrates the six main

themes as discussed earlier in this section.

Figure 21: Diagram of the structure implemented in case interpretation (author’s own

design)
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This revised interpretation structures builds on current industry practices, emphasizes an
organic approach, for review and implementation by interested managers of the plant
building industry. The refined conceptual framework is disseminated in a next step in

section 6.2, as a narrative summary of the interpretation and a diagrammatical concept.

5.11 Outlook on the following Chapter

The following chapter presents the concluding remarks connected to this research. The main
building block is the refined conceptual framework (summary), together with the re-
integrating and discussion of the findings with the literature. The latter provides the basis for
mapping the contribution to knowledge and professional practice. This includes an
assessment on the effectiveness of the research project. In addition the limitations of the

research findings are presented and recommendations for future research are addressed.
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The main contributions of this research work are highlighted in detail. This contribution is a
key factor in doctoral research work, which is designed to advance theoretical and practical
knowledge in contrast to research conducted for its own sake. The last chapter is completed

by presenting concluding remarks and future perspectives.
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6. Conclusion

6.1 Introduction

This chapter focuses on the refined conceptual framework. The main findings from the case
study are summarized into a refined framework, composed of a narration and a
diagrammatic model. The concept is then re-integrated with the findings from literature as
far as possible, including a discussion of similarities and differences. This discussion serves
as the basis to establish the contribution to knowledge and managerial practice.
Furthermore, specific provisions, allowing for an assessment of trustworthiness, are
presented here. In addition, this conclusion presents the limitations of the research findings,
important as to an assessment of transferability. Recommendations are included for future
research in market intelligence. The chapter at hand closes with concluding remarks and

future perspectives.
6.2 A Refined Conceptual Framework for Plant Building Market Intelligence

6.2.1 Narrative summary and diagrammatic framework

The refined conceptual framework on plant building market intelligence was formulated as
the main objective of the study. It is established using two techniques, firstly, the framework
as a narrative summary and, secondly, the concept as a diagrammatic figure. A combination
of narration and visualization is used to support the dissemination of this framework
concept. Figure 22 depicts the refined conceptual framework in the form of a diagrammatic

concept. A larger version of this figure has been included in Appendix No. 8.
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Figure 22: Conceptual framework on plant building market intelligence (author’s own

design)
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In the course of this research, it was established that market intelligence incorporates a
variety of approaches. It was confirmed that the intelligence cycle, as the most basic
intelligence structure, is too simplistic to implement an organizational perspective on market
intelligence. Other models, available from literature, are not specifically designed for the
plant building industry, and may so not be applicable as the model of choice in this industry.
The latter relates to a number of characteristics, that nurture the uniqueness of this industry.
The industry particularities are defined as:

e Internal and external complexity relating to the high number of stakeholders and
knowledge bases involved in plant building. Complexity favours communication to
establish an understanding of the external operating environment. This internal and
external complexity implements an inter-departmental approach in information
gathering, as well as, information analysis and interpretation. Complex knowledge
becomes a source of market intelligence processes, and serves also to evaluate new

topic information.
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e The direct selling approach requiring inter-departmental coordination implemented as
direct and indirect gathering strategies, or when substituting gathering strategies with
information and knowledge exchanges among participants of market intelligence
processes.

e The plant building industry is characterized by long-term relationships, that evolve as
a result of long lifecycles, that industrial plants have. These relationships evolve not
only among client and supplier firms, but also on personal levels, which lead to
information flows over organizational boundaries. Relationships and experiences are
vital factors to be considered in a refined market intelligence framework, as they may
favour the evolution of communities within existing personal networks. Market
intelligence establishes thus a connection with reflection, learning and knowledge
creation.

e The project, both as sales project and during contract execution, is critical to plant
builders. This importance favours the inclusion of the project into the scope of
intelligence as a fifth building block, together with the general market environment,

customers and prospects, competitors and products or technologies.

Participants of plant building market intelligence processes implement different approaches
of market intelligence, not relying on just one approach. Participants blend formal and
informal approaches, as perceived useful. The participants themselves connect the different

market intelligence approaches, rather than organizational structures.

From these basic understandings, a three pillars concept was developed and established as a
conceptual framework for plant building market intelligence. The three pillars are: central
intelligence implemented for defending the general competitiveness of the firm, and
decentralized market intelligence to plan, guide and assess the strategic, tactical and
operational choices of operational divisions. Both are predominantly formal approaches. In
addition, participants implement informal market intelligence activities, emerging as
autonomous and self-directed behaviours. These pillars relate to the three basic approaches
employed in plant building market intelligence. Apparently, all of them are of value to the
organization, as well as, organizational members, so they actively engage in such
approaches. Although partly similar, each of the three approaches implements their
preferred methods and strategies to ensure that a comprehensive picture of the external

environment is constructed.
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The reason for including three different pillars in the market intelligence framework is
justified resulting from the differing purposes, time horizons and responsibilities connected
to business management. This supports the view that market intelligence has to be
undertaken using different approaches, in order to cater to these aforementioned differences.
It has been mentioned by several participants to this study, that it is neither realistic nor
practical to include all market intelligence related tasks within one department, place or

responsibility.

The pillars established here are not completely separated from each other, but may be seen
as communicating vessels which influence each other and are also partly inter-dependant.
Market intelligence as a methodology of practice guides the work of front office employees
and managers, primarily of those engaged in marketing, sales, project management, product
development and general management. Inter-departmental coordination is a cornerstone in
market intelligence in general, but often neglected in managerial practice. This drawback of
intelligence concepts is partly mitigated through the implementation of informal market

intelligence practices, as well as, of the inter-relation of the market intelligence approaches.

Central market intelligence includes intelligence produced (mostly) for top-management to
develop strategies and general plans and to provide evidence for decision making. The focus
of such activities is on more general, strategic and longer-term issues, related to the overall
competitiveness of the firm. A close connection between central market intelligence and
strategic intelligence, as portrayed in literature, is thus established. Central market
intelligence processes are generally more formal, methodical and analytical than those of
other market intelligence approaches. These characteristics are at least partly related to the
hierarchical aspect that they imply. Central intelligence is also closest to the original
intelligence cycle that is portrayed in the literature. The methods used in this regard are:

¢ Interviews, surveys, commissioned research

e Reports containing data from internal software tools,

e Analysis using formal methods such as PESTLE or SWOT, including interpretation

of the data, often conducted within the central unit
e Production of formal intelligence products such as reports or benchmarking studies,
e Integration with other intelligence products from decentralized intelligence via the

organization’s planning routines,
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e Formal reporting of findings to the top management, and the

¢ Dissemination of findings to the (upper) management for implementation.

Decentralized intelligence is related to income responsible operational units. They cover
strategic, technical and financial responsibility with regard to a certain product portfolio
and, thus, have a market intelligence approach that is focused in terms of portfolio,
customers and competitors. Their scope is therefore narrower than that of central
intelligence, but the time horizon employed in their considerations ranges from short-term to
long-term. Operational divisions are not primarily market intelligence departments, but
benefit from the outputs of intelligence processes. Decentralized intelligence is produced
from information or knowledge that is pushed into the organization or deliberately pulled.
Methods used are:
e Information pushed into the organization, partly directly gathered from secondary
sources,
¢ Information or knowledge additionally pulled e.g. in the course of meetings,
¢ Information consolidated with the help of software tools,
e Formal analytical methods or common-sense or pragmatic techniques, depending on
the formality required,
e Group discussions as interpretative method,
e Dissemination to the decision maker(s), integration of formal and informal
dissemination modes,
e Escalation of prominent intelligence topics for inclusion into central market

intelligence via formal planning routines.

Analysis and interpretation are conducted using more common-sense or pragmatic
techniques such as thematic clustering or chronological ordering. The interpretation of
information is often implemented as group evaluation in order to include opportunities for
triangulation. A cross-departmental integration of intelligence is often limited to
organizational sub-groupings. Dissemination happens formally and informally, which
pushes intelligence throughout the organization. Management may assume an amplifying
role, that allows for an integration of both modes of dissemination. In addition,

decentralized intelligence will secure escalating prominent topics, that may influence the
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entire organization’s competitiveness, into a central unit, via e.g. regular and formal
b

planning routines.

The third pillar of market intelligence is an informal one and is implemented in the form of
networks and network-based intelligence communities. Participants often focus on specific
aspects of the business including particular clients or market regions, projects, or products
and technologies. Informal structures are applied to remain up-to-date with regard to latest
developments from the external operational environment, make sense of them and apply
newly constructed intelligence for more reflective and thoughtful actions and decisions.
Although networks are not new in market intelligence theory (Lichtenthaler, 2004), plant
building introduces a new aspect. Long-term relationships favour the development of
communities of practice, which emerge from networks based on such criteria as expert
knowledge, trust, sympathy and geographic proximity. In inter-departmental communities,
process steps, such as information gathering, analysis and interpretation or intelligence
dissemination, may be substituted by terms such as information and knowledge exchange,
evaluation and intelligence communication. Such steps are often integrated with each other,
allowing for immediate progression of intelligence findings to utilization in managerial
tasks. The process is described as multidimensional and iterative. Main methods of informal
market intelligence are:

e Information, intelligence and knowledge exchanges among participants, including

synthesis and triangulation aspects, as personal and community processes,

e Common-sense or pragmatic methods in analysing information,

¢ Discussion, storytelling and joint evaluation,

e Producing conclusions and implementing findings in personal work,

e Communication of findings throughout networks,

e And in part, transfer of informal intelligence for use in formal intelligence contexts

by participants themselves.

The framework established here, allows for an integration of different outputs of different
intelligence approaches. Whereas a formal and cross-departmental integration happens
mostly on a central market intelligence level, informal intelligence approaches enable an
organization to expand intelligence integration. This is advanced by the conclusion that the

three pillars work as communicating vessels. Participants, becoming aware of the variety of
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intelligence outputs available to them, may integrate and refine their views in the course of
intellectual and group processes. Networks and communities are used in such processes of
integration and dissemination as well, and so imply their own routine of integration. They
serve their members as to increase their overall stock of knowledge, and to refine the

understanding as to the operating environment.

The integration of intelligence dissemination modes, formal and informal is a management
task mainly. Upper managers make available central market intelligence that is available to
them on grounds of their hierarchy to lower-ranking employees. Their amplifier position

allows to further enhance the diffusion of intelligence throughout the organization.

Apart from tangible outputs of market intelligence, which are related to individual pillars, a
number of results are established in this study. Intelligence may stimulate learning
processes, especially if a need for change is detected by the participant. Reflective processes
resulting from intelligence produced and discussed, may lead to identifying the need for
change. Best practice transfers may also be facilitated in the course of intelligence
operations, possibly leveraging synergies. The latter are related to knowledge sharing, which
happen in the course of information evaluation, especially, when storytelling is used as a
method. Stories can base on personal successes of participants, and display effective
techniques applied in similar contexts. It has furthermore been revealed that market

intelligence may result in the creation of new knowledge that is guided by market needs.

6.2.2 Differentiating plant building market intelligence from models of literature

Although other concepts of market intelligence exist and have been discussed in the
literature review (see section 2.5.1), the concept constructed in the course of this study
differs from the ones proposed so far. Differences among concepts may in part be explained
as relating to the idiosyncrasies of the industry. The three most important existing models
are re-visited below, in chronological order, as to present the differences to the concept

established here.

Quinn (1985) differentiates between four fundamental types of market intelligence: the
dedicated central unit, inclusion within a central group function, decentralization to
operational divisions and diffusion throughout the company. As already discussed, the first

two types are, from a practical perspective, mutually exclusive. Companies either have a
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dedicated central function (for market intelligence) or attach the central intelligence function
to a central department (e.g. the strategy department). Furthermore, Lichtenthaler (2004)
explains that few dedicated intelligence units exist in practice. Therefore, the framework
established in this study, with its three pillars, appears to reflect current industry’s practice
more accurately. In addition, diffusion throughout the company is characterized by an
overreliance on personal networks. Personal networks, as has been argued in this thesis, are
primarily appropriate in the exchange of information and intelligence. The complexity of
plant building, forces to focus on the construction of intelligence, whereby the latter is
implemented using inter-departmental communities. Communities are better suited for the
active construction of intelligence, due to the prolonged engagement of members with
particular topics of plant building. Participants, therefore, become experts in specific topics

and so valuable partners in discussing and evaluating new topic information.

In Lichtenthaler’s (2004) model on technology intelligence, the inclusion of an informal
intelligence approach is established, which is also the case in this study. However, in his
study the differentiation between structural and hybrid intelligence, is considered to be a
distraction. Rather than continuous (structural) and project-based intelligence (hybrid),
central and decentralized intelligence, have been identified in this study. The latter is, from a
practical perspective, consistent with the organizational set-up of many plant building
companies today, as they implement central departments for overall corporate processes, as
well as, operational divisions (business units) for particular product portfolios. Therefore,
the concept established in this study, prefers central and decentralized intelligence to
structural and hybrid intelligence.

Lichtenthaler’s (2004) informal intelligence approach focuses on the coordination of
informal intelligence. It has not been determined yet, whether such informal approaches can
be managed or coordinated. Rather, this research has shown that informal market
intelligence approaches can be nourished or indirectly promoted. Examples given by
participants were allowing for time resources at the discretion of people employed,
providing locations for open communication, and training in order to instruct participants on
intelligence theory and practice. Furthermore, and as already criticized in Quinn’s model,
Lichtenthaler (2004) supports the implementation of networks in informal intelligence. The
concept presented here, focuses on the creation of intelligence which includes communities

of practice. This differentiation, reflects more rightfully current industry practices.
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Kerr et al. (2006) in their conceptual model on market intelligence, put great emphasis on
information gathering, which they explain in their system level. Apart from this overreliance
on information and information searching modes (Kerr et al., 2006, p. 80; Mortara et al.,
2009, p. 118), rather than on the construction of intelligence, their intelligence framework
relates largely to the intelligence cycle. It has been found here that the intelligence cycle is
of limited use in approaches other than central market intelligence. The reason for this may
be, that Kerr et al. (2006) focus on technology intelligence, which may be seen as forming
part of a wider market intelligence concept (Jenster and Soilen, 2009), and is often used to

provide evidence for strategic decisions.

6.3 Justifying Communities of Practice

The case study identified communities of practice, as being a central component of informal
market intelligence approaches. Some participants identified these structures by referring to
them as communities of practice (Participants 3 and 4), other participants referred to them as
informal groupings. This difference in terminology does not mean that the latter participants
did not identify them as communities, but rather signals that they are not acquainted in a

theoretic way with this particular phenomenon.

A community of practice (CoP) is, according to Jean Lave and Etienne Wenger (1991), a
group of people who share a craft and/or a profession. The common interest in a specific
field is the reason for the creation of a community of practice. Most often these communities
will evolve naturally. It is through the process of sharing information and experiences with
the group, that the members learn from each other, and have an opportunity to develop

themselves personally and professionally (Lave and Wenger, 1991).

Although communities of practice originate from the field of knowledge management, they
are applicable and useful in market intelligence operations too. Drott (2001), among other
researchers, notes that conventional models for market intelligence do not adequately
integrate personal information, often mixed with personal knowledge, as a factor that
stimulates market intelligence processes. Competitive information, when acquired by
individuals in social events is often mixed with personal knowledge. This is then subject to
further evaluation and determination of action. Organic strategies, such as communities of
practice, allow for active sharing, evaluation and development of newly received

information and knowledge, as they are not bound by the database paradigm. In addition,
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they support in the evaluation when storytelling is implemented, thereby, possibly

promoting knowledge sharing.

The reason why such structures may be referred to communities instead of, for example
teams or communities of interest, lies in the definition of communities of practice (Lave and
Wenger, 1991). The following characteristics have been described:

e Often organically created, with as many objectives as members,

e Existing, as long as, the members believe they have something to contribute to it, or

gain from it,

e Members are active practitioners,

e Membership depends on expertise,

e The purpose is to provide a way for practitioners to share, ask questions and provide

support for each other.

An additional characteristic particular to intelligence communities, that surfaced from the
data collected, is that of relationship. The latter may be connected to the sensitivity of parts
of the information involved in market intelligence affairs. In addition, relationship supports
community members as it allows for a pre-assessment of the kind of contribution and the
quality that can be expected from other (potential) members. Although April and Bessa
(2006) introduce an example of communities of practice (see section 2.3.7.8), they relate
them to learning from intelligence already produced. In this study, it surfaced that
intelligence communities are suited to engage in the construction of intelligence, and benefit

from it in form of learning, reflection and action.

6.4 Re-integrating the Findings with the Literature

Re-integrating the findings obtained from the case study with the theoretical knowledge
base was a delicate and difficult task. The reason is, that both concepts, the initial and the
refined framework, are substantially different. The technique applied is described as
iterative and pragmatic, alternating between the initial and the refined conceptual
framework. Therefore, primarily individual aspects of market intelligence are addressed
here, as the initial framework refers primarily to formal, and therein especially to central

intelligence.
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The definition of intelligence needs was found to be comprehensively covered by the
literature. The suggestions from the literature are clearly tuned into the needs of formal
intelligence modes. For informal intelligence approaches, the case study clearly establishes
the need for a more iterative, less process-based approach. It is related to an ongoing critique
and learning process in terms of priorities and intelligence needs used to redefine and
sharpen developed understandings. In addition, and essential for all three intelligence
approaches, is the integration of the project as a key constituent of plant building market
intelligence, which has to be reflected in the course of developing and refining plant

building intelligence needs.

The sources of environmental or competitive information are also comprehensively covered
by literature. Internal sources are confirmed by the case study, as being the most valuable
ones in terms of input factors to an intelligence system. However, the statement by Le Bon
and Merunka (2006), who identify sales people as a primary source of competitive
information can only in part be affirmed. In plant building, additional people are seen as
useful sources of competitive information, due to the direct sales set-up and the complexity
inherent to the business. Murphy’s (2005) statement, that every member of an organization
should be on alert for useful information gains additional importance in this context. This

promotes approaches implementing inter-departmental coordination.

The collection strategy was found to be widely studied in literature. The main downside of
theory 1is, that it gives a plethora of (questionable) recommendations for information
gathering, lacking reasoning for how to implement them. Direct gathering strategies were
found to be comprehensively studied. Indirect strategies are capable of improvement. Calof
and Skinner (1998) also agree, that internally available information is the most valuable, and
Vuori (2006) found that these resources are underutilized. The most valuable methods of
indirect personal strategies were found to be:

e Meetings in order to push information or pull additional information,

e Written information such as trip reports or memos to push information,

¢ Oral information in personal or telephone conversations for clarification, and

e Software applications aggregating competitive information.
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Other suggestions such as multi-departmental meetings, as suggested by literature, are
mainly used in central or informal intelligence modes. Recommendations such as indexed
lists of knowledgeable employees were declined by the participants of the study with the
hint that such items are useless in corporate reality. Interviewing is mostly used in central
intelligence modes and less frequently in other intelligence approaches, where interviews
tend to be replaced by meetings implementing discussions and conversations. The general
conclusion is, that the strategies of information gathering depend upon the intelligence
approach employed. These may differ as the general characteristics between centralized,

decentralized and informal intelligence approaches differ (see section 6.2).

Analysis and interpretation provide a framework that converts information into intelligence.
These terms were found to be tuned into the needs of formal intelligence, and especially
towards the use in central intelligence approaches. The findings from the case study suggest,
that meetings hold a prominent position in the analysis and interpretation of information.
Especially, information from the micro environment of an organization needs to be analysed
by experienced managers and employees, favouring the inclusion of several persons to such
analysis meeting. Formal techniques such as SWOT or PESTLE are used in formal, strategic
fields, where intelligence is produced for use by top-management. In less formal modes,
group discussions and pragmatic methods may replace these aforementioned techniques.
Again multi-departmental approaches were related to a greater extent with informal
intelligence approaches. This congruency was not perceived in the literature to the same
extent, as literature mostly follows the intelligence cycle, thereby missing on opportunities

to develop sophisticated methods in line with the preferences of particular approaches.

An interesting insight is, that managers who take part in informal, inter-departmental
communities, may use the insights gained in such informal structures as input, in order to
balance formal analysis and interpretation processes with additional (background)
information. Participants preferred the term evaluation in more informal intelligence
approaches, which is related to the informality in terms of analytical techniques, and the
higher importance of more pragmatic techniques. Informal approaches instead use
storytelling, among other ways, to support and compare new information with existing
knowledge. Expert analyzers or indexed list were again refused by participants.

Summarizing, analysis and interpretation resembles the state of information gathering, and
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different methods may be applied in line with the market intelligence approach adopted (see

section 6.2).

Products and services from market intelligence operations were found to be well-studied in
literature. The term products and services was, however, found to be inadequate, and the
term results of intelligence has been preferred here. This relates to the many intangible
results that intelligence activities may produce, such as developing a reflective stance as a
result from constructing intelligence with other managers, or learning processes triggered by
intelligence and reflection on intelligence. Even knowledge may be created on the basis of
intelligence activities, which is seen as highly useful, as considerations from the market

place guide this activity.

Dissemination of intelligence is another area where different terminologies may balance the
concept developed. Intelligence reporting is related to top-management receiving topical
intelligence, dissemination was preferred in more formal contexts, such as sending reports
and presenting intelligence findings in the course of meeting. Informal dissemination of
intelligence was often referred to as communicating intelligence, thereby allowing a two-
way conversation. In two-way conversations, findings may be challenged, additional
information needs identified and new views developed. Integrating formal and informal
dissemination modes has been mentioned in literature as being a topic for improvement.
Participants argued for management assuming an amplifying role. The latter role may
additionally push market intelligence into the organization, and allow a manager to formally
and informally spread important findings to employees in need of such information. The
amplifying role of management is supported through their access to central and strategic

intelligence, that may not be accessible to other employees.
6.5 Mapping the Contributions to Knowledge

6.5.1 Assessing the effectiveness of this research

In determining the effectiveness of this research, reference is made to table 1 already
presented in the introduction. This table holds the main objectives and related sub-objectives
and is the basis of an assessment. The individual objectives and sub-objectives have been
linked with references to individual sections throughout this thesis, where particular

objectives have been arrived at and presented.
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Table 17: Overview on the achievement of individual objectives and sub-objectives

No. Objectives and sub-objectives Reference to section

1 Elaborating an initial conceptual framework on industrial market 2.4

intelligence as a starting point for investigation

1.1  Integration of the fragmented state of research 2.3.7

1.2 Highlighting weaknesses and contradictions in existing knowledge 322

2 Proposing a valuable definition for market intelligence 6.6.5.2

3 Refined conceptual framework on plant building market intelligence 6.2

3.1  Addressing weaknesses and contradictions in existing knowledge 6.5.3,6.5.4
3.2 Conceptual framework for plant building 6.2

4 Contribution to knowledge 6.5

The main objective of this thesis was to develop and establish a refined conceptual
framework for plant building market intelligence. This was related to two sub-objectives,
firstly, addressing the weaknesses and contradictions found in literature, and, secondly,

developing a concept that is designed to fit the industry’s peculiarities.

6.5.2 Reviewing the initial conceptual framework and addressing the weaknesses of

literature

The suggestion by Drott (2001), that a new view on market intelligence is necessary, as the
intelligence cycle cannot comprehensively address a complex phenomenon as market
intelligence, is supported by this research. This insight is confirmed when comparing initial

and refined concepts (see figures 13 and 22).

The weaknesses of literature comprise primarily those aspects of market intelligence where
the general body of managers is required to participate. This was confirmed upon
construction of the refined conceptual framework. Section 6.2 establishes the three pillars
concept of plant building market intelligence, and includes a limited number of methods and
techniques of how to implement them. This limited amount is related to a statement by
Vuori (2006) who maintains that the plethora of, partly contradictory, recommendations
may hinder managers from implementing a market intelligence process within their

organization.
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6.5.3 Answering the research questions

Table 18 presents the detailed research questions, that originated from the initial framework.
They related to aspects considered contradicting or in need of improvement. Each question

is discussed separately below and answers are given based on the findings of the case study.

Table 18: Detailed research questions initially posed

No. Description of question

1 How do plant building managers gather and share competitive information?

2 How do plant building managers analyse and interpret competitive information?
3 How is market intelligence disseminated informally?

How can a market intelligence framework for the plant building industry be re-conceptualized in order

to add value to the knowledge base of the organization?

With regard to question one, the central intelligence approach implements formal methods
mainly, such as interviews, surveys, commissioned research. These represent a blend of
indirect and direct gathering strategies, and are often supported through data originating
from internal software applications. An array of different sources of data is preferred.
Indirect gathering, which formed the core interest when formulating the question, is often
integrated when using the interview method.

In decentralized intelligence a combination of direct and indirect gathering strategies is also
used, although in terms of direct gathering, secondary material is often preferred. Indirect
gathering methods tend to be less formal than in central intelligence and are often
implemented during meetings. The latter also represent a method to additionally pull
information from employees and managers. Commissioned market research is used to a
lesser extent, and may provide for additional data in areas, where there is a (perceived) lack
of internal information present.

In informal intelligence, the focus is mainly on indirect gathering strategies. Due to the
expert status participants, gathering is replaced by information and knowledge exchanges.
Exchanging, rather than gathering, relates to a situation where all of the participating
members possess a thorough knowledge on the situation to be investigated. The latter may

not always be the case in other approaches, especially in central intelligence.
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Question two addressed the topic of analysis and interpretation. Again, the three different
approaches have preferences for particular methods and techniques. Central departments
analyse and interpret data employing formal methods such as PESTLE or SWOT. In
decentralized intelligence approaches, formal methods are implemented especially in cases
where the intelligence produced is to be transmitted to a central department, on grounds of
general importance. Such formal techniques are complimented or even replaced by
pragmatic techniques especially if the intelligence produced is to remain within the
operational division. Departmental meetings are often used to jointly analyse and interpret
competitive information. Usually two or more managers or specialists are included, due to
complexity prevailing in many topics of investigation. Micro environment information is
especially complex, and multiple knowledge bases are used in the course of evaluation.

Inter-departmental intelligence communities may rely solely or mostly on common-sense or
pragmatic techniques, including storytelling. Communities often implement evaluation in
the form of discussions, which are also used for micro environment information, and for

particular topics.

The topic of dissemination was implemented as the third question, and includes formal and
informal aspects. Central units usually apply formal modes, reporting of findings to the
(top) management and formal dissemination of intelligence to (upper) management. In
decentralized intelligence a combination of formal and informal dissemination may be
observed, with the management often acting as an amplifier and so allowing for aspects of
personal communication to be included. The latter is considered as a method to integrate
formal and informal dissemination of intelligence. The informal pillar of market intelligence
makes use of informal communication, thereby allowing intelligence to diffuse throughout

the company.

The fourth question is answered in the narrative summary, as well as in the diagrammatic
model (see section 6.2) and presents the re-conceptualization of the market intelligence
framework for the plant building industry. Due to the idiosyncrasies related to the industry
at hand, this concept is different to the originally constructed one. The three different
approaches in market intelligence privilege the implementation of particular methods and
activities. It is therefore an industry-specific advancement and contribution to knowledge,
but also, due to concise and empirically grounded recommendations, for managerial

practice.
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6.5.4 Integrating major criticism from the literature

Criticisms with regard to existing intelligence concepts have been discussed in section 2.5.2,
they are reviewed here for their significance to the final concept. Wolter (2011, in Keuper et
al., 2011) argues, that organizations need to form integrated analysis frameworks and agrees
with Mortara et al. (2009), who suggest that organizations deploy social networks to
maximize intelligence outreach. This claim can be supported as the analysis has shown that
a combination of different integrated intelligence approaches, based on organizational
structures and social networks (organic strategies) are designed to maximize the outreach of
intelligence. Furthermore, the refined framework implies a notion of permeability among the
three different approaches, to support the maximization of intelligence diffusion throughout

a company.

Stauffer (2003) proposed, that effective market intelligence builds on the tenets of
knowledge management, and adds to this, that market intelligence has to be connected at
many different levels of the organization; this supports Bose (2008) who requests, that the
market intelligence programme should not be distinct and isolated, but incorporated in the
entire organization. The three pillars model integrates a knowledge management
perspective, by implementing communities of practice and storytelling, and furthermore
connects market intelligence to the entire organization through its deliberate inclusion of
both formal and informal market intelligence approaches. This concept eliminates problems
associated with the database paradigm (Drott, 2001) due to its adequate representation of

personal information and knowledge as an input factor to market intelligence processes.

Drott (2001) sees the issue of market intelligence as a knowledge management issue too,
and proposed that market intelligence is to stimulate the exchange of information and
knowledge among organizational members, with a connection to learning processes. The
incorporation of informal market intelligence activities is considered as an explicit way to
include the exchange of knowledge and information exchange, again, not bound by any
database paradigm. A connection to learning processes has been established and presented
in the analysis. Drott (2001) states that a new view on market intelligence information is
necessary. This refined framework (see section 6.2) implements a new view, by

implementing empirically grounded data and reflection on existing models.
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6.5.5 Detailing the contributions to knowledge

6.5.5.1 Summary of contributions

The following contributions to knowledge have been achieved in the course of this research

work:

(1)

)

3)

4

)

(6)

Proposing more comprehensive definition for market intelligence,

Integrating the fragmented state of research by using a systematic review strategy
for the first time,

Undertaking the first case study on plant building market intelligence, leading to a
refined conceptual framework on plant building market intelligence,

Introducing communities of practice and storytelling, as essential components of an
informal market intelligence approach,

Relating effective market intelligence activities with additional results, such as
reflection, respectively reflective processes, as well as, knowledge creation, and
Adding project intelligence as a fifth building block to the scope of plant building

market intelligence.

6.5.5.2 Proposing a new definition for market intelligence

The first contribution made in the course of this thesis was to propose a more

comprehensive definition for market intelligence. Several definitions were screened in the

course of scoping studies, with one of the most popular definitions in use, being the one by

the Global Intelligence Alliance(2008; see page 22). The new definition allows to better

understand the scope and reach of market intelligence, as well as, its purpose. It includes

now the issue of dissemination, as well as, the micro environment. Market intelligence is

defined now as follows:

“Market intelligence is a distinct managerial discipline by which organizations

systematically gather and process information to produce and disseminate intelligence

about their external operating environment. This may include elements and items from

the macro and micro environment in which the company operates. The purpose is to

facilitate accurate and confident decision making, by challenging existing experiences

and intuition, as well as to support planning activities.”
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6.5.5.3 Integrating the fragmented state of research

Another contribution to knowledge is the integration of the fragmented state of research into
an initial framework, conducted from systematically reviewing the literature. The reason for
adding the integration of the fragmented state of research to the list of contributions was,
that this integration was undertaken using a systematic review. This approach has apparently
not been implemented in earlier theoretic frameworks. This contribution finds its expression
in figure 13, which includes main contributions of individual studies. The fragmented state
of research is a problem in the study of market intelligence, this thesis may therefore support

future research, not only in the field of plant building, but also other in industrial contexts.

6.5.5.4 A refined conceptual framework for plant building market intelligence

Providing industry-specific concepts in terms of market intelligence is an important activity
according to Trim and Lee (2006) and Mortara et al. (2009). As it was not possible to locate
any plant building-specific market intelligence concept in the literature, the refined
conceptual framework is considered not only the overarching objective of this thesis, but
logically, also its main contribution to knowledge. The framework concept is included in

section 6.2

6.5.5.5 Communities of practice and storytelling

Informal intelligence approaches have already been disseminated in the literature
(Lichtenthaler, 2004). Quinn (1985) refers to this strategy as diffusion throughout the
company, Lichtenthaler (2004, p. 124) prefers to “steer and stimulate autonomous
intelligence behaviour”. This research provides answers by locating an informal market
intelligence approach within the realm of the framework concept, and describing such
behaviour, as network-based intelligence communities. This puts this specific pillar of
market intelligence in close connection with knowledge sharing, reflective and learning
processes and action. Lichtenthaler (2004) suggests the creation of informal networks
through intranet platforms. In contrast, this research has shown the importance of
communities in the construction of intelligence, and differentiated them from networks
which support the exchange and diffusion of information, knowledge and intelligence. It is
imperative to, firstly, identify the social analysis framework and parameters, that it requires
(relationship, experience, participation) in order to design a technological strategy, that

commensurates with it. Developing a critical stance to Lichtenthaler’s (2004) model,
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includes criticizing his recommendation of implementing intranet platforms to steer
informal intelligence activities. It remains questionable whether it is possible to stimulate or

coordinate such behaviour, as mentioned (Lichtenthaler, 2004).

Although April and Bessa (2006), in their paper on MI and a global energy multinational
organization, write about a community of practice used for learning from intelligence and
implementing insights of market intelligence into R&D); thus, the idea of using communities
of practice in the construction of intelligence is considered a contribution to knowledge.
This contribution brought forth that, storytelling is considered a main method used in the
construction of intelligence. This particular method provides a way to precisely describing

intelligence approaches.

6.5.5.6 Relating effective market intelligence with additional results and outputs

Market intelligence results, apart from intelligence products to be used in planning and
decision making, are poorly portrayed in literature. By engaging in market intelligence, and
through the use and exchange of knowledge in the evaluation of competitive information,
best practices may be shared and synergies used. Market intelligence may not only result in
learning processes (as described already in the literature), but specifically result in reflective
processes, that may improve decisions and actions of managers. One example of knowledge
creation has additionally been described, which indicates, the idea that market intelligence
may favourably influence knowledge production and/or learning processes in a direction,

that is appreciated by the market.

6.5.5.7 Adding project intelligence as a fifth building block

The importance of the project is specific to plant building, which largely revolves around
project business (see section 1.4.1). Since plant building market intelligence has not been
discussed in the literature so far, it comes of no surprise that the project has not been
included as a building block in the scope of market intelligence (see Figure 3). The inclusion
of projects, along with markets, customers, competitors and products or technologies, is
justified, as well as, that of becoming a part of the scope of market intelligence in plant

building.
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6.5.6 Contribution to managerial practice

Apart from the contribution to knowledge, this study has produced contributions to
managerial practice. These are related to individual methods, that can be used in the three
approaches, referred to as pillars of market intelligence. The plethora of recommendations,
given by the literature for specific processes within market intelligence, has been mentioned,
as a major drawback in the implementation of this managerial concept in companies

(Lichtenthaler, 2004; Vuori, 2006).

The summary of the refined conceptual framework focuses on limiting the number of
recommendation in terms of quantity, and to disseminate such activities that are in line with
the preferences of the respective approach employed (see section 6.2). This contribution,
therefore, places emphasis on few, but concise recommendations, for managers interested in

implementing market intelligence in their organization.

6.6 Providing a Justification for the Data

Providing checks and balances throughout the research process is important in order to
maintain acceptable standards of scientific enquiry (Bowen, 2005), consistent with quality
(see section 3.6). In addition to trustworthiness, which is the main quality construct the
study is assessed for, two other key aspects were addressed, rigour and quality (Golafshani,
2003; Bowen 2005). Rigour, followed throughout the research process, culminated in
describing and arguing the assumptions governing this work, as well as, methods chosen and
employed. Furthermore, rigour may also be related to disclosing and detailing coherent
decisions and processes throughout the research. Yin’s (2009) recommendations with regard
to quality have additionally been implemented throughout this work. He recommends
documentation of individual research steps, a storage concept and a study database, leading

to a comprehensive and transparent chain of evidence.

6.6.1 Establishing trustworthiness

In section 3.6.4 it has been argued that the basis for assessing trustworthiness, is related to
operationalizing four concepts:

e Credibility (in preference to internal validity),

e Transferability (in preference to external validity/generalisability),

e Dependability (in preference to reliability) and
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¢ Confirmability (in preference to objectivity).

In terms of credibility the following provisions have been implemented within this research:
(1) a prolonged engagement of the author in the field supported by the employment status,
(2) adoption of research methods established in qualitative investigation, (3) tactics to help
ensure honesty of the informants (e.g. giving each person who is approached the opportunity
to refuse participation), (4) peer debriefing, (5) iterative questioning. Furthermore, (6) the
qualifications and experiences of the investigator (credibility of the person conducting the
research) can be reviewed in the curriculum included in this thesis. (7) An examination of

previous research findings have been incorporated in the theoretical part of this thesis.

Transferability is based on (1) detailed (rich) descriptions provided by the researcher.
Furthermore, (2) additional contextual information was made available to the reader,
especially the number of organizations taking part in the study, the number of participants
involved, data collection methods employed, as well as, the number and length of collection
sessions and the time period over which the data was collected. The latter information may
be obtained from table 12 and 13. Transferability is furthermore supported through (3) the

diversity of participants.

Dependability has been operationalized, using a (1) systematic and comprehensive research
design, (2) providing details of data collection, analysis and interpretation, as well as, (3)
including a reflective appraisal of the project — i.e. evaluating the effectiveness of the project
(see section 6.5.1). The main technique for establishing dependability, as well as,
confirmability is through (4) audits of the research process and the findings. One form of
opening a research project to external audit is through implementing a peer debriefing. This
has been undertaken together with detailed (5) documentation of the data handling process,
and (6) explanations why certain methods were chosen or preferred, when others could have

been selected.

6.6.2 Reviewing implemented measures to establish trustworthiness

The criteria and the measures were designed to present a convincing case based on
academically sound work (Shenton, 2004). The case study employed a total of fifteen
measures to support trustworthiness (Bowen, 2005). The description of the individual

operational measures is presented in table 19.
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Table 19: Determining the trustworthiness of the research

Tests Description of operational measures Reference to section
Well established research methods, used in previous similar | 4.91 und 4.9.2
projects
Development of an early familiarity with the community Employment history
under investigation of the author
Credibility (in Triangulation from using multiple sources of evidence 5.22and 523
preference to internal = Peer debriefing 59
validity) Examination of earlier research on the subject under 2.3.7
investigation
Tactics to improve the honesty of participants 3.5and 5.2.2
Include quotes from participants into the analysis in order 5.5
to show what has really been said
Transferability (in ~ Providing rich descriptions 5.5, App. 4,6 and 7

preference to external

validity)

Dependability (in
preference to

reliability)

Confirmability (in
preference to

objectivity)

Detailed contextual information about data collection

Diversity of participants is related to triangulation

Comprehensive research design

Detailed data gathering operations

Reflective appraisals evaluating the effectiveness of inquiry
processes

Methodological and methodical descriptions

Admitting personal predispositions

Peer debriefing

6.7 Limitations of the Research Findings

5.2
522

4.2
522
6.5

3.3,3.4and 3.6
2.53and 3.2
5.9

It is suggested, that the results of case study research are transferable beyond the immediate

study itself. This question is furthermore related to the question of representativeness.

Although the latter cannot be answered in the context of this study, as there is no way of

how representativeness can be measured in this approach, provisions have been made in

order to ensure transferability. One of the main measures was to include participants with

diverse backgrounds. This diversity is expressed in terms of organizations, nationalities, age,

managerial hierarchy and job families.
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The fact, that a relatively small number of organizations and participants were used in this
study does not mean that the findings are not transferable to the entire plant building
industry. Asked with regard to transferability, most participants affirmed that the findings
the interviews produced were transferable to the entire plant building industry. Some

participants were not able to answer the question.

Limitations or potential limitations exist twofold: firstly, it was mentioned by one
participant, that the findings could even be transferable to the entire capital goods industry.
Although this statement is conceivable, because most of the plant building peculiarities are
at the same time characteristics of the wider capital goods industry, it could not be verified
in this research. Most participants were unable to judge such a statement, due to lacking
expertise. Nevertheless, it might be possible to integrate this study with future studies on
different sectors of the capital goods industry to form a larger conceptual framework on

capital goods market intelligence.

The other limitation is that of culture. Participants thought that findings of such a study
might not be transferable to cultural regions substantially different to the European plant
building industry. This European perspective is nurtured through the fact, that even those
participants originating from outside Europe, are, due to their prolonged employment in
Europe, considered cultural Europeans. This was confirmed when individual interviews
yielded similar overall pictures. This is a thought that is shared in principle by Mokhtar et al.
(2009), who performed studies on cultural differences in market orientation (see section
1.3.4). As stated in section 5.5.1.6, this is reflected in the overall title of this work. Studies
on market intelligence in different cultural or geographic areas of the world may become

important with increasing globalization of the plant building industry.

6.8 Suggestions for further Research

The above mentioned limitations lead to suggestions for further research. Validation or
testing of this newly formed theory on plant building market intelligence is a central
suggestion for subsequent research. It was not formulated as a research objective, and so,
was not undertaken in the course of this research work. Testing the generalizability of the
framework concept established here may include a more extensive and quantitative survey

including additional organizations, and additional sectors of the plant building industry.
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Further developing network-based communities by including a technological strategy is
another suggestion for future research. This implies complementing the organic strategy
established in this research, with a technological strategy. Latest developments and
achievements in the IT sector make such strategies possible or possible in the near future,
and could support inter-departmental coordination within organizations.

This would be in line with the trend of formalizing business processes as the more informal
market intelligence operations that are performed throughout companies would become
visible and traceable. Technology platforms would enable analysis of information and
intelligence with growing opportunities as a result of software development. A prominent
issue here is the development of intelligent algorithms by internet browsing firms. Such
technological solutions would fit with the multinational corporate reality in plant building
and, thus, allow including more regional-based intelligence that is produced locally in the
respective market, for example, regional units or affiliated companies of plant builders.
Participants spoke in favour of having networks and communities developed over the entire

global organization, enabling additional pulling of information.

The suggestion to research further on technological strategies to generally complement
organic approaches, as outlined in this research, is a position that has apparently already
received some attention. Past (2012) presents web 2.0 applications that may favour the
development of improved technological strategies through the implementation of platforms,
that integrate social and computer networks. Microblogging technologies may allow for
successful implementation of communication strategies where additional need for
communication and inter-departmental coordination is necessary (Past, 2012). Although
these recommendations originate from outside the plant building industry, they are
considered to form an additional request for future research. This is in line with an

integration of organic and technological strategies.

6.9 Concluding Remarks

The world of business is becoming ever more complex and a successful level of operations
is becoming harder to reach and defend. Alan Weber, a renowned US trend and innovation
researcher, thinks that the most dangerous situation that a company may find itself in, is one
where a certain level of successful operation has been reached (Sprenger, 2011). This can
lead to inflexible patterns of thought and changes in the environment not being realized

quickly enough. Mdchel (2011) confirms in an article on decision making that managers are
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faced with an increasing number of decisions to be taken. In a survey that she uses as the
basis for her arguments, managers are not only worried about the quantity of decisions, but
relate their concerns also to the reduced time available for making them, and lacking data
and facts to support grounded decisions (Mochel, 2011). Using experience is, therefore, a
delicate tool, as experience relates to using successful patterns of the past to be applied in
newer situations. Guts’ feeling is, so she argues, easily confused with experience and routine

and may favour wrong decisions (Prazak, 2011).

Continuous and effective market intelligence may support reflection through purposefully
including latest information from the external operating environment, by using several
persons with their distinctive knowledge bases and backgrounds, for inclusion into
evaluation and decision making processes. It challenges managers to think about issues in
different ways and provides valuable insights, especially when the process implements open
debate and discourse of current and future issues. An increasing number of companies are
implementing market intelligence systems today, others are increasing their budgets with
regard to market intelligence (Global Intelligence Alliance, 2008), also as a consequence to

aforementioned trends.

Numerous studies have argued the effects of market intelligence: support in strategizing and
general planning, product development, as well as, sales and exports, strengthening of
customer relations, to name a few. But, market intelligence approaches differ significantly
from each other. Organic strategies, that eventually culminate in using social networks
resources and focus on information and knowledge exchanges, is an approach that enables
managers to use market intelligence as methodology of practice. This approach together
with central and decentralized market intelligence approaches, may increase the probability
of managers taking reflective decisions and thoughtful actions. As already indicated in
literature, a comprehensive system, spanning the entire organization enables

e The exchange of information and share knowledge,

e (Connects to learning processes,

¢ [ooks beyond computerized databases, and

e Employs integrated analysis frameworks basing on social networks.
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Learning and creating new knowledge are additional outcomes that are connected to
effective and successful market intelligence activities. Communities of practice, which
organizational members buy into, are powerful structures to refine learning processes into a
direction that is actually provided by the operating environment. Riss (2012) argues in her
article about learning behaviours of school children, that learning processes are inseparably
connected to issues, that are relevant and important to participants. Inter-departmental
communities are therefore well suited to provide this connection between intelligence,

reflection, action and learning, as their participation is related to experience and relationship.

“Success has many fathers, failure is an orphan” is a popular saying. It is believed, that
market intelligence is not a silver bullet. It can lead to success in business management, if
employed effectively and consequently. It does promote a more reflective and critical stance
as to business decisions and implementation of actions, as it purposefully integrates views,
ideas and information from the operating environment and fosters a comprehensive
approach to actions and their consequences. It promotes reflective thinking and re-thinking
of established approaches, which forms the basis for continuous learning and improving.

This is considered the real benefit of market intelligence.
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Appendix

Appendix No. 1: Flowchart of the review procedure
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Appendix No. 2: Initial conceptual framework on industrial market intelligence
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Appendix No. 3: Final interview agenda

Final Interview Agenda

Date Location
Starting time Ending time
Agenda

Statistical data of the participant
Conceptual briefing — Market Intelligence
Design of the interview

Instruction of research ethics

a) Statistical Data

Academic title Age

Name Work experience
Position Background (t/c)
Company Nationality
Department/Area

b) Conceptual briefing

This study is looking into market intelligence in the plant building industry. Market
intelligence is both, a process and a product. That means that data, information or
knowledge are input factors to some gathering and analytical/interpretative processes which
lead to an output — intelligence, that is communicated and used in decision making/planning.
The purpose of this study is to fill blank spaces identified in the theory, as well as to

investigate how the process unfolds in the plant building industry.

¢) Design of the interview

The interview is composed of six parts, each one with several questions. You give answers
according to your knowledge/experience. Based on the notes taken and the tape record, I

will prepare a report. This report will be sent to you for confirmation before the analysis.

d) Instruction of research ethics
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This interview is voluntary. No remuneration will be given for the knowledge obtained. The
interview may be stopped at any time, for any reason. Your name will be anonymized. The

use of a tape recorder is subject to your permission.

Do you have any questions?

Part 1 — Information gathering

a) Detail questions

1.1

1.2
1.3
1.4

1.5
1.6
1.7
1.8

Which types of competitive information (with regard to markets, customers, competitors) do
you need for your work, and where do you get it from?

Where is this competitive information available? Who has such information available?

How does gathering from external sources differ from internal sources?

Which settings or structures are used to collect information from internal sources? How can
participants to such structures be characterized?

How formal or informal are such settings/structures? Why?

How important is inter-department coordination in such processes? Why?

Who is in charge of gathering information from internal sources?

How important is technological (IT) infrastructure in such a context?

b) Time for reflection.

How do plant building managers/employees gather competitive information from

internal sources?

Part 2 — Information synthesis

a) Detail questions

2.1
2.2

2.3
2.4

How is information from internal and external sources synthesized?

Which structures/settings are used in order to synthesize this information with internally
available information/knowledge?

Which means are used to support synthesis of information from different sources?

Is there a leadership role connected to such synthesis processes?

b) Time for reflection.

How is information from internal and external sources synthesized?

Part 3 — Information analysis/interpretation
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3.1
32
3.3

3.4
3.5
3.6
3.7

How is macro/micro environment information analyzed/interpreted?

Which structures and settings are used to analyze/interpret information?

How important is technological (IT) infrastructure in such a context? To what extent can
such processes be computerized?

Is there a leadership role connected to such processes and why?

How important is inter-department coordination is such processes and why?

How formal or informal are such processes and why?

Which techniques/methods are applied in order to analyze and interpret information from

internal sources?

b) Time for reflection.

How is information from internal sources analyzed and interpreted?

Part 4 — Intelligence synthesis

a) Detail questions

4.1
4.2
4.3
4.4
4.5

Who in the organizations produces intelligence?

Which different types of intelligence do these organizational units produce?
Is there a need to synthesize these different kinds of intelligence? Why?

If yes, how are these different types of intelligence synthesized?

Who is responsible for this process?

b) Time for reflection.

How is intelligence from different sources synthesized?

Part 5 — Intelligence communication

a) Detail questions

5.1
52
53
54

Who communicates intelligence in the organization?
How is it communicated and which means are used to communicate intelligence?
Which supporting tools are used to spread intelligence? For which purpose?

Is there a way to integrate formal and informal means of communication?

b) Time for reflection.

How is intelligence disseminated informally?
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Part 6 — Plant building market intelligence

a) Detail questions

6.1

6.2
6.3
6.4
6.5
6.6

6.7

What are plant building peculiarities with regard to market intelligence (gathering, analysis,
interpretation, dissemination)?

How and where is information shared and spread?

How and where is information stored/available?

Is analysis or interpretation part of such sharing processes? Why?

Is there a leadership function related to the management of the human intelligence function?
Is there a connection between market intelligence and knowledge management, and if yes,
where?

Is there a connection between market intelligence and learning, and if yes, where?

b) Time for reflection. Feedback:

How is market intelligence in plant building undertaken?

Thank you very much for your time. You will receive a report in due time.
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Appendix No. 4: Example of an interview report

Report on

Interview No. 8 (JM)
Date: January, 10, 2012
Starting time: 16:00
Ending time: 17:43
Duration: 01:43
Location: Linz

GK: Let me give an overview on the interview, I want to start with some statistical data,
personal data on the participant. I give you a short conceptual briefing on the topic and the
purpose of the study. The next step is the design of the interview, then a few words on the
research ethics, after that we start right away with the interview. Ok?

JM: Yeah.

GK: [running through the preliminary stuff, participant data, conceptual briefing, and
research ethics]. Anything else?

JM: No.

GK: I would like to start with some question with regard to information gathering. In order
to get a first understanding, maybe you can summarize in a few words your own position in
the company, what it is that you are doing, and where — in the course of your tasks — it is
that you need competitive or market information.

JM: Well, as a Global Account Manager, I have the role of being the voice of the customer
inside of our organization, transmitting the requirements and needs, aspirations and
problems of the customer to the right people of our organization and at the end of it, solving
the customer’s problems and winning some business for us. So I have to get all necessary
information to identify the business potential, identify what steps need to be taken, to get
that business potential, to be a source of communication and information, intelligence for
planning, identifying time frames, volumes, the organizations within Siemens that need to
participate, and giving some structure to the business. Identifying that in the company’s
planning and strategy. So I am dedicated now as a Global Account Manager for the

[blacked out for confidentiality reasons, company from the Steel and
Power industry] since middle of last year.

GK: Would it be fair to say that market intelligence is of high relevance to your job?

JM: If it is too general then it becomes trends for the industry. You have to split up the
intelligence into customer-specific intelligence, market-specific intelligence, global trends
and regional trends. So each one has its importance, and it’ll effectively be a part of the
strategy. If you look at the individual project, if you look at the medium term or the long
term. The intelligence will have different values. And you need quality information, if you
don’t have the quality in it, then it is speculation.
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GK: Of course. Which of those that you just mentioned, customer intelligence, market
intelligence, global and regional trends, which one would be the one you rely most on in the
course of your work?

JM: Well, since I am an account manager, the first priority would then be to go for the
customer intelligence. And then the backdrop is the environment in which he is working,
and then the backdrop is the regions in which he is working, and then the backdrop is the
global environment in which he is competing in. So customer first, and then everything
cascades. For me!

GK: I want to know about you. Where do you get the information that is necessary to do
what you described now, where do you get it from typically?

JM: From the customer itself, I have to understand what is the customer’s strategy, where is
he today, where does he want to be down the road, and we have to find a system, a roadmap,
that we need in order to be successful. Try to become a trusted partner, to differentiate
ourselves from being just a simple supplier, where he has a trust in us, in what we say, so
that he hopefully takes our opinion into account. And really, with our portfolio, with our
innovations, to support him, that he gets to be where he wants to be. So primarily you have
to understand, in German it is the “ist” and the “soll” [“as is” and “objective”, added by the
author].

GK: T once read that a good sales man, a good sales person, and I think that an account
manager is part of the sales organization, is thus so valuable to an organization, because his
boundary position gives the organization the possibility to extend their domain onto
customers, partner, maybe even suppliers and so on. Would you agree to such a statement?

JM: Yes, of course that is important. Selling itself has different aspects, there is the selling
to the customer, there is the internal selling to get resources, attention and focus, to deliver
what that customer needs, you need alignment within the organization to deliver something,
and our company is complex...

GK: ... and so is the customer, mostly at least...

JM: ... and so is the customer! They are usually complex, and therefore you have to put a
strategy together, you can call it a selling strategy, an external one, an internal one. To get
the right alignment, the right understanding of what the customer wants, what we need to
provide to meet that requirement, and then you have to make sure that you get the resources
to deliver.

GK: If I understood you correctly the sources of competitive information are persons at the
client. The literature also considers other possibilities, such as secondary sources or the
internet or brochures or even internal sources when you exchange with other colleagues and
so on. Would you rate these also as important, or would you rather say “No, for me it’s the
customer and the other sources are of lesser importance”? What would you say about that?

JM: No, I mean you have to look at the whole; the customer is the majority is most of the
information, of course, but also we have trends that we can bring to the customer. To say
“look, we think you should be doing this!”. Because we’re finding that this is happening in
the outside world, your competitors are doing that...
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GK: Where do you get the stuff on the competitors?

JM: The competitor information is what we usually have internally, from my experiences
with other customers, also within our own customers, it’s what is available from the public
domain, it’s information that you get from customers, from other customers, from our own
people. There are a large number of sources. But it’s bringing that information to a point.
It’s information and what do I do with it.

GK: So you mentioned now two different aspects. Internal sources of information and
external sources. Within the external information, the customer being one of the most
important aspects. If you look at gathering, collecting or getting across competitive
information, where do you see the differences in gathering from external and internal
sources? Or are there no differences?

JM: Not sure if I understood the question correctly.

GK: How does the gathering of competitive information differ in terms of gathering from
external sources, for example clients, or gathering from internal sources, for example from
other colleagues?

JM: With the customers, some are more open than others, as with regard to for example
competitor equipment, most likely because they have exhausted the possibilities with that
supplier, they can’t fix it so you have to find out the full extent of the problems of the
competitors, where it failed, and you have to come up with a solution. Other information,
there is a lot of hear-say, feelings, not always backed-up 100% with collected facts, which
you sometimes sort of have to filter...

GK: You mean bias, for example.

JM: Bias, of course there is always bias. You have to know, is it something they have heard,
is it second-hand, third-hand, and then it starts to get twisted, and ahhh... internally we have
the system, you have these lists of competitors, what they are doing, where they’ve got
orders as well. We often say, “Look, we have the information what our competitors are
doing, and what do we have to do that it doesn’t land so nicely into their hands.” That is
how we can mould it, that it fits better to our technology, so how does it differ at the end of
the day? It’s different people, different sources ahhmm... it’s difficult to generalize. We
probably don’t have as much competitive information as we would like to have, and of
course the most difficult one is the one about prices. And what we try to do about the prices,
the price of a project, is to melt it down and try to use it for the next projects.

GK: Ok, so you learn from experiences as well.
JM: Yeah, you learn from the job itself, and try to improve at the next instance.
GK: Of course. When you think about gathering competitive information from internal

sources, from colleagues, systems, tools, whatever, which structures or settings are used
within the organization?
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JM: Well, you’ve gotta know the company, you’ve gotta know whom to call. So obviously,
if we’re talking about a specific business field, you try to find out from the persons dealing
with that respective customer. I wouldn’t try to find out for a project in ironmaking from a
person in hot rolling. Eventually you will talk to the business manager there, who’s got that
information. You’ve gotta know where to look.

GK: Ok. So it’s mostly about personal contact, about direct communication. What kind of
role do meetings have? More formal stuff... so what you’ve been talking about is more
informal stuff, I’d say. So “I’d know who to call.”

JM: Specifically for competitors now?
GK: Or market, or customers, everything that falls into this domain.

JM: I mean obviously, that falls into such a wide range these questions, because that
information may need more than one head, one person — so you get it. Different disciplines,
different people, different knowledge, someone may be picking up knowledge on electrical
and automation, and on the process, another one on pricing, another one on how they
performed on site. It’s not always in one place or head, and we don’t have a system where
we can just say, competitor X, than just press a button, with questions or searches.

GK: Why is that so that we do not have a system for that? Or what would you say what is
the reason for that?

JM: I guess because nobody has thought about it, and said “that’s important for us”, for the
company, and we need to spend some money and do that. I mean there is competitor
information, I can go to marketing, I can get reference lists, I can read their annual reports
that stuff — I know where I can get that. When you come down to specific strategies against
competitors, I think you have ... ahh... I mean we’ve done that, in our business we have had
our business segments say “Let’s benchmark ourselves”, so there is a lot of information that
our business segments have. Whether that’s available to everybody — I doubt. [laughs] I am
sure there is a lot of information tapped around the company, which sort of — you know,
might be confidential, or whatever — you know.

GK: You just mentioned another thing, you said “different people are necessary to tap
different sources of knowledge”, to talk about it, how important do you think is inter-
department coordination?... in this whole process of getting different information together?

JM: Well, at the end of the day, somebody’s gotta be responsible for it. For a process. And
that person’s gotta coordinate all the different sources going into that process. And if it’s
specifically sales, you’ve got the commercial sales guy, you’ve got the technical sales guy,
you’ve got the region, you’ve got the account management team. And it’s not always easy to
coordinate all of that. Usually we do the four-eyes principle, which is the project manager,
and the commercial project manager, yeah, and they should be the CEO and the CFO of the
project, whether it is a pre-project [sales or bid project], or a contract, yeah. And it should be
their baby, it’s very important to manage that information, because there is so many people
involved, so many inputs and outputs, you gotta define the inputs and outputs, the time
scales, who are the people you need involved, organizing the resources, the interfaces to the
customer, and identifying who are the people you need at meetings, whether they be internal
or external. If you don’t coordinate — it’s a mess, you waste resources and time.
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GK: How important is an IT infrastructure, an automation solution, an IT tool if you wish in
the course of gathering information together?

JM: It’s the dream, isn’t it? You know, give me a Google for the company, and I think that
is what the management is driving to do. I think they have identified that we need to pull
information now, and you’ve gotta have a system, a gateway, which makes it easier to
access information.

GK: Who is actually internally gathering information about competitors, markets and
customers?

JM: Well, about customers, I am gathering information about customers as a global account
responsible, so we have a system called |JJJilf [blacked out for confidentiality reasons],
you know about it, that is being declared as a tool, that we will use, and the better the quality
of the information of the information that we put in there, the better the transparency, and
clarity, that is about a customer — and how we deal with him or her and I think it’s important
to have tools like that. So that people can find information, to know is responsible for that
information, hopefully to push the organization so we can get more business with that
customer.

GK: Apart from the account manager, who else is responsible?

JM: Everybody. I mean, you know — everybody and anybody with contacts should have a
sales man’s hat on, and should be sensitive with regard to gathering information and feeding
back into the system, it’s feedback, it’s knowledge and if you can help somebody’s
understanding, it’s not always clear where people should put that information.

GK: But what happens in practice, according to their networks, and they discuss fresh news
or trends, according to their relationships and whom they trust?

JM: Yes but that’s the unofficial.
GK: Maybe not everything can be input into a tool, at least not so easily.

JM: Oh, not everything — never! You can aspire to it, the question is, you know, “need to
know” — “want to know”. This is the thing about information. Everybody says “I need more
information”, ok, but what information do you need? What are the key success factors?
What are the must have’s that will allow you to move forward? And it’s not always 100%
clear, that we know those things.

GK: Sometimes it is very hard to externalize or to reflect what it is that you really need.
Because a lot of it you may not be aware of, or some of it you may have gotten it wrong, and
this is where the whole problem starts. And there is more problems adding to it, as you go
along the chain.

JM: Yeah, and then you got a piece of information, and in isolation it can be meaningless, if

you get other bits of the puzzle together, there would have to be a place to concentrate that
intelligence — and I think we do not concentrate that intelligence enough. Then, and this is

Page 289



compared to being a detective, then you have the chance of seeing that bigger picture. And
how do you concentrate, and where do you put that intelligence?

GK: So right now its mostly stored in people’s brains, right?
IM: Tt is!

GK: And I think what companies are looking for, is to get more and more out from your
brain and putting it maybe not even paper, but into a system and tool — to enable that
synthesis of information.

JM: Yeah! And you need to filter it and take out what is relevant and what is not relevant.
And I think it’s gotta have an objective, a management objective, to say look: “we’ve looked
at our business, and we have areas were we are lacking”. What are we lacking? Why are we
lacking it? Why is it important to our business? What kind of information do we want to
have formalized? Because otherwise, you could spend all day downloading ... searching...

GK: ... and there is so much available. And maybe it’s not all about quantity, but about
quality? And getting the picture together.

JM: Of course, and getting a picture.

GK: And this is now even topic of the second part of the interview, information synthesis,
compiling, structuring different kinds of information, which may be available in different
parts of the organization. And it gets kind of hard when you consider internally and
externally available information. And how do you put it together? What is your view? How
do you think it works?

JM: And just one more thing, there is conflicting information.
GK: Of course there is always conflicting items.

JM: So there are several loops. Conflicting information, internally, and externally. So that
last one again!

GK: How is information from internal and external sources synthesized? How can we put
those different pieces together?

JM: I mean, we do have existing ... — you know these — you can make a visiting report, a
note, pick up the phone to inform. How much does it have to be systemized somehow?
That’s a tough one... there has to be a minimum. If I go to a customer, there has to be a
report at the end that says, “this is what we discussed, this is the way forward, this is what
we agreed, this we haven’t agreed, these are the actions”, you know. And that applies to any
meeting, with a customer or internally. If you hear that ] [blacked out for confidentiality
reasons] is having a problem, you’ve heard that they have some delays, or something on
some project, what do you do with that? You go to the business segment head, you go to the
sub-segment guy, do you go to the account manager for that customer, there are at least two
to three places where it might fit.
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GK: Yes. Technology, marketing, account manager, but would you agree when I say, that
most of this information synthesis really happens in the brains of people or in groups, rather
than in any system or tool?

JM: The way we operate at the moment, yes. There are not so many systems.

GK: So that’s reality, which is managerial practice, right now. Would you say that at our
competitors the situation is very different? Or would you say that they operate similar?
Based on your experience.

JM: When I’ve worked at other competing companies — not in this industry, though —
generally, there is not so many differences. In fact, people always think that the competitors
are always better in everything, you know [laughs], it’s not always like that. It’s just that the
problems in one company is blue, it’s green in another, it’s different problems in different
companies. Let’s say I am not aware of any significant difference in that.

GK: So one of the questions is really, how much formalization is necessary in the whole
process, because if you have no formalization at all, you may lose a lot of information on the
way. A guy picks up something in India, at some customer, informs one more person — and
then it gets lost. On the other hand, if you have it very formalized, you got all the people
busy with filling in reports, and whatnot, and so...

JM: I think at the end of the day, the management has to say this is the information that we
need. And wherever you are, if you get this, this or that ... and ultimately, nothing will
happen, nothing will change, unless you put somebody responsible for that task. So
identifying what information is important to our business, again, and how should go about
getting better this information to one place, concentrating it, so we can do some analysis on
that information. Data always has to be analysed, has to be looked at, from different angles,
cross-checked, and then again, what’s the result of it? What’s the conclusion I draw? How
can that information help me? We’re not at all thinking in that. I am sure that people in other
industries are far more ... I mean... competitor... [ mean Apple those sorts of people, very,
very sensitive, to what are the innovations going on and...

GK: Is that a question of corporate culture as well?

JM: I think we’re not as dynamic on the innovation side. Just by the nature of our industry.
It’s slow, it’s conservative, changes take time, our products take three to four years to go
into operation, and another two to three years to see what the performance is. It can be round
up to an optimum.

GK: But then in the best case, the plant operates some twenty to thirty years where the
operator has time to profit from it. Isn’t it? So everything is stretched.

JM: Yeah, everything is stretched. So the loops, the feedback loops are in our industry also
slower. We don’t turnover the projects within a year. We sell something now and don’t
know what the profit is, three years, four years down the road. You don’t know how it’s
going to perform exactly, what the limits are. We don’t change the designs so often. We try
to standardize things and innovate. The innovations are always too slow and it takes too
long to take it to market. I think it’s just our culture...
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GK: One more thing I am interested in this part. Do you see any leadership role connected
to this issue of building the information picture? Would you say this is the task of a
department head, or the task of a central function?

JM: You’ve got to ... from the top-management you’ve got to put that information strategy,
where we say “look, this is the kind of information that we want, we’ve identified that as
important for our future...”, then we better formalize it. If it’s information that we need to
look at, like trends, follow the market — then you get people to follow that, and document it,
so that you can do some analysis, it has to come from the top. Because otherwise, it’1l
always be ad-hoc, depending...

GK: But what’s wrong with ad-hoc?

JM: Well ad-hoc, then it comes down to the individual... if you’re happy to keep it all in the
mind, and with small companies, what you find is in smaller companies, since there are
fewer interactions, you can often keep that information much closer, and the information
gets concentrated, with bigger and bigger companies as ours, you need to have systems, to
make sure that on the end of that network, and at the end of this network somebody is
putting it together. So I think with our size, you need that flow of information, the smaller
the company is the easier it is. The less formal it can be. And you can get that information
round more quickly onto the right people.

GK: Ok. Next part deals with analysis/interpretation, you’ve already said a bit about it. And
with all this information and data available now, we need to do something with it to get the
gist out of it, right? And what the literature basically says, is that there is a difference
between analysing and interpreting information from the macro environment, so the more
general stuff, and the micro environment, which is the more industry-related, account-
related stuff. Would you agree to that, would you add anything to such a statement? Or
would you say, “no, that is totally wrong!”

JM: No. You need both. The macro, the trends, is going to the top of the mountain, the
horizon, and seeing maybe what could be a vision, perhaps where you would like to go to.
And as soon as you come down the mountain and you’re in middle of the woods, then
you’re in the micro world and then you gotta go to where you want, cross a river, and then a
cliff. You need both, I think the two have to co-habit.

GK: Ok. But where is the difference in the analysis, when for instance looking at figures
such as per-capita income, the steel consumption of India, and this sort of general, more
macro-related stuff, and on the other hand you have information on you client. So where is
the difference in terms of analysis?

JM: As I said, the macro stuff tends to give you more of a regional, global or product
strategy, which applies let’s say more globally. When I’ve got a customer in front of me,
with certain information, that is very, very specific to a situation, and I might gear up my
business to what my customer says, and it might look quite different to my macro view,
which lead to “hold on a minute”, with that I can say, I can not only serve him, but also him
and him — and develop something to even serve him! You definitely need the two. We need
to look at the macro environment, because you also have to have some kind of vision to say
“look, long-term, this is the trend”. This is the way things are going, this is the best that we
can predict in a certain industry, going in a certain way, with certain parameters. The
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individual customers, or companies or whatever, may or may not be along with that, but to
shape a business you definitely also need a macro view. And the two have to live together,
you have to... the business sort of has to live with the vision, the macro view, and you’ve got
to deal with the day-to-day business, the on the route information that is coming, and I think
that both are inter-linked. You can’t separate one from the other. You can separate it and
make your business, but you know, look at Kodak, chemical photography has gone down
the drain now, and they weren’t reacting to the trends, and looking, whereas other
companies, Fuji or whatever, they had no problem, they went from chemical into electronic.
And so yes, I think you definitely need both.

GK: Ok. Whose’s job is it to look at the macro stuff, and whose’s is it to look at micro and
corporate stuff?

JM: Ahhmm. .. who’s is it? Well, people like ||| |GGG vacked out for
confidentiality, meant is the strategy department], generally at look at macro, strategic,
success factors, market development, more global, and as they refine they bring it also to a
more regional, you can’t say there is a global solution to anything anymore. It’s different
regions have different rules to the game. So I would then expect them to look at different
trends, saying “there will be a need for steel”, “steel will be displaced by something else”,
energy is going up so we should be looking at energy efficiency technologies, you know,
they should be looking at the horizon and say what is coming up.

GK: Like major disruptions, like with Kodak?
JM: Exactly.
GK: That’s disruptive.

JM: Yeah, you need that, and people like strategy, but also the business segments
themselves, have to look also long-term. From the trends which are also coming from ...
ahh... a sum of inputs coming from all of their customers. And then you need the micro, you
need the people, the engineers, the sales guys on the ground actually, saying “there is a
problem here”, this customer’s got a problem, the problem is going to persist and worsen in
the future, that future might only be one, or two or three years, that’s also another input, and
you have to look at all of those micro inputs to also get a picture. And then you can also
decide your strategy.

GK: And how is it done, to get all together, because as you said there is different
departments involved, engineers you mentioned, sales guys you mentioned.

JM: The regions brings, you got a customer...

GK: ... do they meet all personally, ...?

JM: Well we have a planning, we have a || JJij [blacked out for confidentiality, meant is
the central strategy document], strategy meetings, and we have strategic meetings, where

you lay down your plans for innovations for trends.

GK: But, that’s all rather long-term, strategic...
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JM: ... that’s long-term, and then you do your annual planning, which comes down to -
[blacked out for confidentiality, meant is the annual revolving plan and target setting],
enctral strategy and so on, where on the ground, with people from the ground say “hey guys,
this is what we can see on the ground, for this year”, and maybe we can see a little bit into
the following year, but for this year — this is what we can see. This is how far we can see.

GK: How do you do the analysis for the ] [annual plan and target setting]?

JM: I"ve done the ] for four years now, and it’s a combination of bottom-up and top-
down, the bottom-up really need to gather that information from your customers from the
market, to try and get a build-up, actual pieces of ... in our case we do project business, and
present best case, worst case, realistic case, have a look at those, make a judgement and at
the end of the day, you say, look this is what reality could be for the year. That gives a
picture, then you go to top-down, which goes like “well, hold on a minute”, “that can’t be
right”, “there should be more”, or it’s too much — what is going on? And then you’ve got to
sum all the regions together, all the different business segments, and come up with a
business figure that says “ok, yes, market is there, there is an opportunity to get that
business, to cover our costs, and to make a profit”. Or you have to say “grow”, because we
are not achieving the market, or “sorry guys, the market isn’t there”, so we need to downsize
our costs, so you’re searching for the crystal ball. How well can you forecast, what is going
to happen next year in your business, what are the opportunities going to be, what are the
chances. Some people use probabilities, other take a view on typical market developments,
market shares. In the - for India there is a very, very simple tool, which I developed,
which puts very transparently all of the business cases, which we believe will go ahead in a
certain time frame, and that’s what we think is our best guess. Based on the knowledge we
have. That’s what we think that could happen next year, and then you take your view on
that, what do I go for? For 20%? 30%? 40%? If that project doesn’t happen, what’s my
fallback position — you have to analyze all of that. And at the end of the day, it’s a
commitment, we promised to get that business in. The conflicts come, when you have the
macro, which is like the whole business, and then you have the regional. Because I’ve got
this opportunity, and this, and there may be six others in the whole world. And the business
segments, I only need two of these six to survive, but I don’t care which. But if you’re in the
region you say “hold on, mine’s the important one” — I don’t care about his. Sometimes
there are mismatches...

GK: ... would you describe this as a negotiation process?

JM: Yeah. It’s a discussion, it has several rounds, it’s aligning people, it’s people saying
“yes, this makes sense”, there is a kind of an alignment, and understanding what’s behind it.
It’s not just something that you have thought about, you have to back it up, it’s gotta be
justified and explained, and it’s gotta have a strategy in place with something like, * this is
how I’m going to win this business”. And it always identifies where to go, and it identifies
what I should be doing next year. To improve my situation.

GK: We have been talking a lot about formal processes now, the [ JJJili] [central strategy],
the ] [regional strategy] and so on, what about more informal analytical processes in

market intelligence? Could you think of any?

JM: Well there is always a lot of discussions there, you know, we discuss projects, we look
at the way our cycles are going, are we on an up, on a down, are we stabilized, there is a lot
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of informal discussions about that. Suddenly, a competitor is starting to get aggressive, with
prices that you never expected, suddenly appear on the table. There is a mood, isn’t there?
You won’t see it written down anywhere, but there is a mood.

GK: Of course, mhm. Again the question about the IT infrastructure, and the importance of
it. Same story as before. We would like to see it all on paper, wouldn’t we?

JM: Again, I don’t know which information. It always comes down to which information.
Information is fine, if it is relevant. If it has an influence in what you’re doing. Otherwise, if
you were to read things to increase your knowledge there is not enough time in the day to do
your job.

GK: That’s of course true.

JM: I could read all the papers. All the reports. And the day is gone. So what information do
I need to do my job more effectively. That’s something we really should become better in.
We should be defining. And once we’ve defined it, where should it go? And where it goes,
who is the gatekeeper? And who are the people who can then analyze it? And then who are
the people who can then make a decision from it? I mean it’s an intuitive thing, most of us
have a feeling for what information is sensitive, important, whatever. We hear something,
and because we know the business, we say “we better tell person XY™ about this, and then
he should tell the CEO. Or we tell directly, we kind of 90% of the time know where the
information should go. So I would say we rely a lot on our intuition and experience to
deliver information to where it should go. Sometimes it’s better when there is too much
information, although there is too many emails going around — and I don’t know how to
avoid that. It is additional information flow. I think we do have to be careful, as actions do
get diluted... and is this a real action? Is it in the last paragraph, hidden away? So also how
we communicate could be more efficient. What’s the message? You know, presentations...
and so on, how do you deliver information, how can you deliver information in the right
way that you get your point across in an efficient way, so there is no misunderstanding.
Information is... people see it, communication is a two-way thing, it’s information is one
way... it seems one way, but actually it’s still two-way for me. Because it’s a piece of paper
for me, or a person telling me, you’ve still have got to understood it, have I interpreted it
correctly, is that what is really meant there? So it still needs a loop. What’s the difference
between information and a conversation, what’s the difference?

GK: So what is it?

JM: It’s an exchange of ideas, whether it’s written or spoken or visual, it’s an exchange. I
think we still have to get more efficient at receiving, understanding, confirming,
acknowledging, filtering, not filtering...

GK: And then it gets even harder due to different interests of the parties. Isn’t it? Even
within the organization.

JM: You have a human filter, the brain has a filter. Anyway. It sees what it wants to see. It
blocks what it doesn’t like. It interprets things... you know, for a number of reasons, in
different ways. You and I will see that glass in a different way. It’ll have different meanings.
So I think... ahhmm... training, I think also communication training, I see it as part of ....
ahhh.... Information....
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GK: One more question, with regard to analytical methods, you’ve said something about
market shares before that you have used for example in the [ [regional strategy], are
there any other analytical methods that you could think of?

JM: Well, I think you can only analyze the data you’ve got, so ahh... give an example of
what you mean by analytical methods?

GK: For example what is often used is the SWOT analysis. Things like these, techniques or
methods.

JM: We use that in account management, we use SWOT. In the business segments, we do
SWOT, so yes.

GK: Could you think of anything else?

JM: Best case, worst case, realistic case.
GK: Sort of scenarios.

JM: Scenarios. You can look at historical data, trends, plausibility analysis as well.
Ahhmm... statistical, sigma, two sigma, confidence.

GK: Ok, coming to the next part. This is intelligence synthesis now. So we have gathered
information, joined it together with other pieces of information, analyzed and interpreted it
now, so what comes out of that process is intelligence. I would say intelligence gets
produced at many parts of the organization, do you think it’s important to have that
intelligence together in one place now? Or would you say that this is not important — how do
you think it gets done?

JM: You have to manage it, you know. You can’t have access to everything, it’s
counterproductive. Again, decide who are the people that have that information, how it
should be stored, how it should be taken, who should be looking at that making conclusions
or analyzing it. You have to structure it. There’s no one answer fits all. If someone in
accounts has had a meeting and shows that the cash flow is not good in hot mills for
example, should I know about that? If you multiply that by all business segments, probably
it’s not a critical thing for me, is it? But if there is a problem on one of the hot mills that my
customer has, then I would expect somebody, who has that information, to let me know if
there is something going on, if it’s internal to let me know before the customer tells me. So I
think you have to use your judgement to know who is interested in that. Want to know — oh,
there is a lot of people who want to know something — but need to know, sometimes it gets
lost.

GK: Who in the organization is actually producing intelligence?
JM: Gosh, the whole organization produces intelligence. We have the people interacting
with the customer, they are producing information continually, that’s fed into the

organization, the project teams that are putting it into [JJJij [confidential, organizational
feedback tool], everybody is generating intelligence, in one way or another.
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GK: Is there a somebody, that’s responsible to add it all up that’s being produced in the
organization — or is that impossible? Or is it possible to do it to some extent?

JM: To digest the elephant, you gotta slice it up. Some group it, customer intelligence,
competitor intelligence, market intelligence, technical intelligence, technological
intelligence and innovation, developments, people, processes, guideline, you know.
Management tools — you gotta cluster, if, again, define the pieces you need to concentrate,
try to manage communication, I couldn’t see an organization where one person is head of all
intelligence, could you envision it? I couldn’t. It’s impossible; there are just so many
aspects, to our business.

GK: I could see people in charge of strategic intelligence. People in charge of customer
intelligence, technology intelligence.

JM: Exactly.

GK: And at some point in time, there may be a need to aggregate it together. If it be the
I [ccntral strategy] or whatever. But isn’t the latter also a form of intelligence
synthesis?

JM: Of course.

GK: So everybody contributes to it. From all the organizational units. So I would see it as a
form of how to do it. So the next part deals with communication of the intelligence,
hopefully it gets communicated throughout the organization. So my question is, how does
market intelligence — and by that I mean all the aspects such as customers, market,
technology/products, competitor intelligence — how is it communicated, how is reported
throughout the organization?

JM: Well, a pre-project [meant is a sales or bid project] will carry its file and usually the
center point is the project leader, the commercial and technical project manager, they should
know everything that there is about that, so you got like the pilot and the co-pilot that should
be a focus of information. So there is no point me getting information from the customer, so
there is no point me keeping this information, because if I don’t disseminate that
information, it’s not gonna go anywhere, so you got to know who to concentrate, who you
pass this information on to. So it’s like a spider’s web. Something lands on that spider’s
web, and the spider in charge of that web feels that this information will have to get
somewhere, and it’s always better if the spider knows that he is supposed to bring it
somewhere. It needs both, pull and push in our organization.

GK: So you have to know from whom you could potentially get intelligence from, if you
have a perceived lack of intelligence or even information?

JM: Yeah, yeah!

GK: So it’s not one-way thing, to communicate it, but it’s more actively, you know, drawing
this information from somebody.

JM: It has to be two-way in an efficient organization.
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GK: How is this supported or done, I mean, without considering that one has to be in the
business for so-and-so-many years and knowing everybody. That apparently is one way of
doing it. And possibly the way it’s done for certain aspects, but are there other ways of how
to do it?

JM: Well you can train people, say “look that’s an important aspect of our business”
showing, how to become more organized, be more structured. It’s a mindset it’s a cultural
thing, if you don’t have it in the culture, if you don’t have it on the list of things that are
important to your business, it won’t get done. It will just get left to the people, who from
their professional view or from their experience, act as they think is correct. Which 90% of
the time is, but also this 10% can be the critical part. So I think it’s a mindset, if you’re
identifying that communication is not going as well, that information and intelligence is not
flowing, as it should, you’ve got to identify, you’ve got to monitor it, you gotta measure it
somehow. But then how do you measure effectively intelligence? A manager may say,
we’ve got to set some KPIs, and monitor it, then we got so set some targets, we gotta
measure it, how are we doing against the target...

GK: What KPIs could you think of in terms of intelligence? Are there any?

JM: It’s very difficult to do it. Do you say “our order intake went down this year”, and
therefore it’s due to a lack of intelligence — but where’s the link? It’s five hundred million
links... it’s difficult, and that’s why, the cultural, the soft issues, it’s in the list of soft issues
of companies.

GK: So market intelligence is a basis for successful actions, but as they say “success has
many fathers, and failure is an orphan!”. Isn’t it something like this? And that is the reason
that it is sort of hard to “grab” it sometimes? Commonly, “only what gets measured, gets
done”?

JM: Yeah! And do you actively go seeking for it, for that intelligence? The mindset here
again... or “I don’t think it’s important, I don’t want to be bothered”.

GK: “I know it all”.

JM: Yeah, yeah! I heard it, I don’t believe it. One of the technical guys says “oh, the
customer’s budget is a hundred million, no way, we’re at a hundred and fifty million, and
there is no way that we ever can meet that”. And three months later, we get the order at a
hundred and twelve.

GK: Is it a way of promoting a more reflective way of thinking in the organization?

JM: Yeah, if you don’t listen, if you take it as a face value, the guy, the technical guy just
said my calculation says this, customer said that — therefore immediately he thought we lost
the business. We in sales say “hold on a minute, there is something not right here”. It can’t
be that difference, there must be a reason for it, and so what is the reason. Let’s dig a little
bit more, let’s push a bit more. And it’s just that that is a good example for you as a person,
your nature, what motivates you, that’s all soft issues. And that’s... that is one of the issues
that we suffer from, in our technical, technological way of business is, I don’t think we pay
enough attention to the soft issues. In communication, intelligence gathering, it comes down
to these soft issues, ‘cause it’s difficult to measure.
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GK: Of course, yeah — correct. The literature speaks of formal ways to communicate
intelligence, and informal ways. I think it is clear what each of this related to. Do you see
any possibility to integrate those two ways? Or would you say there is no benefit in doing
that?

JM: No, no. [ mean, we do it all the time. And we don’t realize it. Take the management
meetings, two hundred guys from all the countries get together, we have the formal line of
communication, and then we have the completely informal at a coffee, in the breaks or in
the evening. And you can discuss issues.

GK: Would you see the formal part of it, as being the stimulus?

JM: Yeah. You need the formal.

GK: As a stimulus, and then you go into your networks...

JM: It’s more than a stimulus, it’s a clear direction. You have to see it like that: “that
stimulus, we have to put it into practice”. You receive an order, an information — and then
you have to make up your mind and see how it could work.

GK: Ok, good. Coming to the last part of the interview. I want to know more about plant
building peculiarities, but first one question. You said you were working for other
companies, was that in the plant building arena as well, which companies were there?

JM: Hydroelectric power, I was in the hydroelectric power industry. So I was with
companies like Kaverner Hydro, which became GE Hydro, they got taken over, I was with a
company called Voith...

GK: I know this one. Very famous. Power plant building, turbines.

JM: I was with an engineering group called Biwater, in the UK. And of course when I was
in VATECH Hydro, in our group, because I worked in VATECH four years, so that’s four
competitors in the hydro.

GK: And then metals.

JM: And then metals. I was with Davy, and then sixteen years ago I joined VAI UK.

GK: And in Davy, for which part?

JM: In sales.

GK: Blast furnaces?

JM: No I covered rolling mills and process lines.

GK: Ok, so one general question before we start, you have a lot of experience in
metallurgical plant building and power plant building, what would you say, in principle
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from what we were discussing so far, is that applicable at the power plant building area as
well, or is it different there?

JM: No, no. That is very similar. Also when I was part of VATECH, I was responsible for
regional set-up in Transmission and Distribution. The general, the plant building, the big
plant building has quite similar cultures. And by the way, I wasn’t a sales person, I started
off as a design engineer. I am a turbine designer.

GK: Really? You are?

JM: Yeah, I designed turbines, went to site, commissioned. Technically I am much more
qualified on the hydro.

GK: Great, good to know.
JM: So I have seen both, the technical and the commercial.

GK: I am interested to learn about plant building peculiarities with regard to market
intelligence. We’ve been talking a lot about it now, about IT, about gathering information,
analysing and distributing. If you think about this business, this culture, where is the plant
building characteristic to market intelligence, where is the specialty. What is here different
in market intelligence than in other businesses. Or maybe there is no difference?

JM: 1 think being in the project business, because the plant building is project business, you
have far more personal interactions with the end user and the decision makers, yeah?, so it’s
not like selling PLCs or drives or whatever, in that you don’t see the customer, so there is a
personal relationship there to be made. And you might have good technology, maybe good
prices, but if that customer doesn’t like you, doesn’t trust you, the relationship isn’t right,
and you can still lose the business. I’ve seen cases where we had the better technology, the
better prices — lost it on relationship. So relationships, personal relationships, I would say is
definitely a main differentiator to for example product business. How you handle people and
situations is very, very important. You have to sell yourself first, you have to win the trust as
an individual, and then you’ve got the chance to win the trust as a company. Another thing
which I think differentiates is the high amount of aspects that go into plant building. It is
complex, there are so many different fields of engineering, technology, expertise, industry,
to go to finally produce the end result. So there is a lot of interfaces and interfaces mean you
need a lot more communication. A lot more management, so again, if you’re not good a
managing people, situations, whatever, it’s also tough. It’s not enough to just bang at a table
[bangs at the table] and shout at people “you idiots, just do it...!”, they’ll just say “yes,
yes...” and do nothing about it.

GK: [laughs]

JM: There are so many components that go into that, that ... be careful... that one component
that you didn’t take care of, that didn’t seem so important... could bite you in the ass. The
last minute, that you least expected it. And with regard to communication, I would say... I

have moved between competitors in the hydro ... Kaverner, VATECH...

GK: How many years have you been in the power plant area?
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JM: That’ll be fourteen. Because there was an overlap. In VATECH, I was also doing VAI
[metallurgical plant building], so there is a four year overlap. So it’s fourteen, overall twenty
one, but with an overlap of four years.

GK: I understand.

JM: I was doing both, at the same time. Which is quite nice actually. [laughs] so I am twenty
one, since Davy.

GK: I understand.

JM: So if you say, it’s basically ten years in the hydro, and then I was doing four years also
metallurgy. So that’s why...

GK: That’s great, really. Very interesting. The clients are very different in power plant
building, I could imagine, you have many governmental clients...

JM: There is governmental, there is private. You need electrical, mechanical, hydraulics,
civil, erection, it’s not so different.

GK: Not so different. Great. Apart from plant building being a project business, and driven
by relationships, the longer durations, schedules, and the complexity, is there anything else
you would like to this complex field of plant building peculiarities?

JM: I think if you are not focused on technology, innovation, and the long-term, you won’t
make it. I think that applies to a lot of things actually. But in the plant building, if you
haven’t got technological and strategic goals, to give a strategic advantage, you ain’t gonna
stay among the top three. You’ll be eaten. Your business is going to shrink. And eventually
either you disappear, or the big guys will take you over. So long term.

GK: It’s even reflected in the business itself, which is also long-term.

JM: Yes, and you really need people to stay longer with you. You can’t pick up any of these
business in three years. It does take... look at how complex this business is. You need
minimum three years to start to understand what the hell all of this is about, and start to get a
network. And then you need a couple of years, usually it’s about ten years in the business,
before you get a good feel of the people, the market, the customers, the company, the
network, to add value.

GK: The literature speaks of human intelligence networks, which are used to share
information, exchange, would you see a leadership role connected to managing this
intelligence network? Or would you see them as autonomous behaviours.

JM: Both, actually. And the autonomous that why you need more professional people, yeah,
the more complex the organization is, you need more intelligence locally, at that node, to
know where to fire off. If I give you a list of all the people you have to contact, if something
— for this and that, you’ll never succeed. You’ve got to have “built-in intelligence” with that
person, to be capable of saying “well, that’s important”, I better speak to that person, you’ve
gotta have... the intelligence has gotta be inside.
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GK: So it’s not only about intelligence, but about intelligent people.

JM: Yes. And you know, that’s crucial to the business that we are in. We’re handling so
much intelligence, so much information...

GK: This business is actually an information machine.
JM: It’s just about that. It’s stimulus, input, and output.

GK: And it’s really interesting to see so many people [meant are employees and managers
of the organization] travelling all over the world, if you go to product business for example,
than I doubt that they have so many people flying around the globe as we do. Look at the
number of “hon circle” members here, I mean that’s incredible. And all these people, flying
all over the world, come accross so many facts, and figures, and trends and feelings, and
whatever it is, that this is really, really incredible. Wouldn’t you say?

JM: It is. And we’re very lucky in that respect, because we get a lot of stumuli, there is also
danger in that, when you get a certain experience in one area or region and then you think
that the rest of the world has to be the same. And it isn’t. If you understand the rules of the
game that apply here, then you go across the Atlantic or Pacific, and suddenly the rules of
the game are different. If you can’t adapt to that, and if you haven’t the intelligence to do so,
where things fit, how thing work, than you may say, “well this worked in India, therefore it
must work in the USA and it must work in Brazil.” And that’s why I think that you need a
lot of savvy people to do the job. And analyze it, you can come to the wrong conclusion.

GK: You just said the right word, because I think the one aspect is to get the right
information at the right point in time, but the other one is to have that experience and
knowledge to be able to evaluate this piece of information, isn’t it?

JM: You have to adapt, there is no one rule that fits all. And thank god, otherwise it would
be a very boring planet. So again, information, information — but if you don’t analyze it, you
don’t understand it, if you don’t know what’s behind it, you can actually make the wrong
decisions.

GK: Of course. And even if you have the right intelligence at the right time, it still might not
get used by the ultimate decision maker.

JM: ... might not get used. And timing is also ... you know... timing is also important. When
you do things, at the right time. That’s also intelligence.

GK: Two last items for the day. I am interesting in the connection — or the overlap between
market intelligence on the one side, and knowledge management. Are you familiar with
knowledge maangement as well?

JM: Well I am familiar that the management is putting together a team, that is nominated,
and there is a lady that is in charge of this knowledge management. Yes, and we’re trying to
put in information in place, so that people can access it, in a structured way, yes [ am
familiar. Is that what you mean?

Page 302



GK: Yes. Do you see interconnection between market intelligence and knowledge
managment?

JM: Yes. Of course.
GK: If yes, where?

JM: There has to be, we’re doing it, we’re creating in [JJflj [meant is an IT software] we
got market information, one thing is to administer the system, the other one is who is the
owner of that information. And who analyzes it. So again it’s what we said before, you can
have a system, to say right we’ve got this IT system, we can now put in this information, but
who is now responsible for that information, making sure that all of that network knows
where that information is, making sure that there are links with other information, which are
relevant, so of course marketing should be a sub-set to that.

GK: And why a sub-set to that? Why not the other way round?

JM: Oh, what do you mean — the market being the most important thing? And everything
else is secondary return?

GK: Well I am just thinking loud.

JM: We in sales tend to think like that, because we are so customer focused. That any
innovation or anything should be market/customer driven. Other people will argue that there
has to be other things, independent of that, company-specific items, that have nothing to do
with. For me it’s not important to think this is more important than that, they’re all
interconnected in one way or another and they have different weights, depending on what
you’re trying to do.

GK: Maybe if you look at smaller innovations for example, then maybe it’s a good think if
you are customer oriented, you may sell it easily, if you look at disruptive innovations,
something really totally new, then it may be better to not look too much at the customer,
because there may not be anything like it to look at.

JM: You’re right. You need both.
GK: What you’re trying to achieve at the end of the day. What would you say?

JM: Definitely. There noone that rules the other. They’re interconnected. The weighting,
which one rules the other, depends on the situation. That was a good example. So it’s always
about, how does this piece of information influence the rest of the organization, impact, and
then has repercussions on something else.

GK: I read once about a guy that said, the problem with all these IT solutions in market
intelligence is really that much of what comes into such a system is, into the organization, is
a form of personalized knowledge, and it doesn’t really fit the database paradigm — would
you agree with a statement like this?

JM: Absolutely. Under what heading? In which box is that going? Is that a customer
problem? Is that a market problem, the customer is just a — let’s say — a symptom of? Is it a
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personal problem with this guy? Is it at the end a technological? At the end it’s classifying?
That’s the problem, how to classify information. If I wanted to find information I gotta give
it a label....

GK: I think that is even a hard, maybe the hardest part of it. And that may be one of the
reasons why people go to their networks, and spread the information that they get, or jointly
analyze, or discuss it, to make sure it goes into the network. Or in their community. Because
it may be easier in that way, than to write a report or something...

JM: That’s the normal way, we’re humans. That is human! I don’t wanna communicate with
a machine. What’s the machine going to do? Just to put it into a machine, what’s gonna
happen at the end of the day. It is done when the information affects someone or somebody,
in a perfect society, our brains could remember all that stuff, you could keep all the surveys
in the brain [laughs].

GK: Of course. Would you say that market intelligence may act as a stimulus to learning
behaviour?

JM: It’s an example of. It’s not the only thing. Innovation, pychology, [short pause] there is
lots of things that can.... you know, depends on how you see the world. What affects you?
But then there is also people who don’t like to communicate.

GK: Yeah, of course.

JM: It’s not in their nature.

GK: And you can’t just force them. It’s not possible.

JM: You can’t do that.

GK: Either it’s there or it’s not there.

JM: So don’t put them in sales, or anything like that. They may be excellent technicians,
doing calculations and produce fantastic engineering or whatever.

GK: Ok, we’ve been talking a lot about market intelligence now, from my point of view
there is not much to add, would you have anything else to add to this conversation?

JM: What’s your conclusion from this? What do you get out of this?

GK: From this specific interview or from all the interviews?

JM: Well this one specific, and then from the total, the two things.

GK: What I did basically is, that I have built an initial framework from what the literature
says, and then based on a reflective process, there are some questions coming out of that,
where I think that the literature says little about it. So I am trying to get all this information

together, from the interviews, some of it I got also from you, the difference between
interviewing and doing a questionnaire is that I can go to depths while looking at a complex
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topic. And you’re really digging for gold, it comes in homepathic doses, and you need a few
interviews to do it. To put this whole picture together.

JM: Did you find any gold today?

GK: Yes, I did. If you talk to the right people, you always find something. Choosing the
right people is important, so I am going for experienced people, no junior positions.
Basically middle and senior management. People with a lot of background.

JM: But why not the young people?

GK: I have one participant in the study who is very young. But still with a lot of experience
and many years of working in the industry. And having a slightly different attitude to the
whole topic.

JM: But it’s just as valuable. You are doing the same job as [ am, you are 29,  am 51. And
still we’re doing the same job. So you’re view is just as important.

GK: That is what [ am trying to do in this study. Putting the different pieces together, look if
they are contradictory, if I had two totally opposing views, that would be a problem — I had
to look into that more closely. From what I can see now, people tend to be sort of similar in
their views.

JM: I would also add to you sample, put some young people in there. Because the younger
generation, like you, your communication skills are even better. Much better than ours, you
might not think it, but you’ve been born into a later, much more communication-orientated...
and it gets more and more, so I would extend your sample size. To get their view on
communication, because otherwise, if you talk to the old guys like us, the 50 pluses, then
we’re all from the same generation, a certain similar background, you know...

GK: No but it’s not like that. I got people in their 20s, 30s, 40s and 50s. So I acutally think
it’s quite diverse. They’re with four different companies...

JM: And I’d get somebody, that’s got no idea. Just to get their perception.

GK: That’s a good hint. I’ll think about that.

JM: If you get too many people thinking in the same way, you don’t get new ideas.

GK: But I did get many different perceptions, because everybody sees it a bit different. And
everybody has different interests towards information and intelligence. Think of senior
management versus middle management.

JM: And you wanna hear what people feel, also the unofficial line.

GK: With rich descriptions.

JM: From the heart.
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GK: Of course. I had some of the questions coming straigth out of the literature. And then
other ones coming from practice, and asking for additional things around the subject. So I
tried to balance it a little bit. Did you think it was too biased?

JM: No, no. I just thought if you tend to interview the same kind of people, you tend to
generally get not very differing opinions.

GM: But, no — I did.

JM: That’s good.

GM: 1 did actually.

JM: And what motivated you to do the BA?

GM: Well, I thought I needed to do one more thing, to complete the academic career. I did
my master’s degree in Krems, and I wanted to do the doctor as well.

JM: Oh, it’s a doctor?!

GM: I am actually doing it in Britain.

JM: Oh, really — where?

GM: The University of Gloucestershire.

[few more words on the curriculum, the motivation, continuous learning etc.]
JM: So, I think that’s it.

GK: Yeah, thank you for your time.
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Appendix No. 5: Example of a feedback e-mail used to create the final reports

Dear Guntram,
I've put my answers in your mail below marked in RED.
With best regards,

I [b'acked out for confidentiality]

[blacked out for confidentiality]

Mobile: [blacked out for confidentiality]

Phone: [blacked out for confidentiality]
Fax: [blacked out for confidentiality]
E-mail [blacked out for confidentiality]
Webpage [blacked out for confidentiality]

This communication contains information which is confidential and may also be privileged. It is for the exclusive use of the addressee. If you are not a named
addressee, please note that any distribution, reproduction, copying, publication or use of this communication or the information in it, is prohibited. If you have

received this communication in error, please contact the sender immediately, and also delete the communication from your computer.

From: Kuebelboeck, Guntram

Sent: 13 February 2012 17:31

Toll [o'acked out for confidentiality]
Subject: Interview Report - Market Intelligence (R8)

Dear - [blacked out for confidentiality],

Thanks again for participating in the study on market intelligence in the plant building
industry.

Attached to this e-mail you will find the report that I have typed from our interview. I kindly
ask you to have a look at the report and tell me the following about it:

Does it reflect what we have been talking about? YES

May I use it for my dissertation? YES

Additionally I would like to ask for your opinion concerning the following:
Did you think that the interview was conducted in a reflective way? y/n/n.a. Y
Did you find the interview overly biased? y/n/n.a. N

Did you find that I covered the topic comprehensively, or is there anything you
would like to add? Topic covered well

I am looking forward to receiving your feedback.

With best regards
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Appendix No. 6: Example of a colour-coded report

Report on
Interview No. 8 (JM)

I get most of the competitive information from the customer itself, 1 have to understand what
15 the customer’s strategy. where is he today, where does he want to be down the road, and we
have to find a system, a roadmap. that we need in order to be successful, A good sales man is
thus so valuable to an organization, because his boundary position gives the organization the
possibility 1o extend their domain onlo customers, partner, maybe even suppliers and so on.

The customer is the majority is most of the information, of course. The competitor information
is what we usually have internally, from my experiences with other customers, also within our
own customers, it's what is available from the public domain, it°s information that you get
from customers, from our own people. There are a large number of sources.

You learn from experiences as well and try to improve at the next instance.

When gathering competitive information from internal sources, vou've got to know the
company, you've gotta know whom to call. So it’s mostly about personal contact, about direct
communication. Meetings are important, because that information may need more than one
head, one person — so you get it. Different disciplines, different people, different knowledge,

1T solution for gathering information is the dream. You know, give me a Google for the
company, and | think that is what the management is driving to do.

[ am gathering information about customers as a global account responsible. Some of it is on
tools to. [ think it's important to have tools like that. So that people can find information, to
know is responsible for that information,

Everybody. | mean, you know — everybody and anvbody with contacts should have a sales
man’s hat on, and should be sensitive with regard to gathering information and feeding back
into the system, it's feedback, it"s knowledge and if vou can help somebody”s understanding,
it’s not always clear where people should put that information.

But what happens in practice is that people according to their networks, share and exchanpge
mformation - but that's the unofficial.

Mot everything can be input into a tool.

Yeah, and then you got a piece of information, and in isolation it can be meaningless, if you
get other bits of the puzezle together, there would have to be a place to concentrate that
intelligence — and 1 think we do not concentrate that intelligence enough. Then, and this is
compared to being a detective, then you have the chance of seeing that bigger picture. And
how do you concentrate, and where do you put that intellipence? So right now its mostly
stored in people’s brains.

Of course there is always conflicting items. So there are several loops. Conflicting
information, internally, and externally.

Information from internal and external sources is synthesized by sending information, such as
reports and e-mails to persons that are interested. That's proactive from the information
gatherer. And there are meetings, with a customer or internally,
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Most of this information synthesis really happens in the brains of people or in groups, rather
than in any system or tool. The way we operate al the moment, yes. There are not so many
syslems.

When I"ve worked at other competing companies - not in this industry, though - generally,
there is not so many differences. ln fact, people always think that the competitors are always
better in everything, vou know [laughs], it’s not always like that. [1's just that the problems in
one company is blue, it’s green in another, it's different problems in different companies.
Let's say | am not aware of any significant difference in that.

Plant builders are not as dynamic on the innovation side. Just by the nature of our industry.
It"s slow, it's conservative, changes take time, our products take three to four vears to go into
operation, and another two to three years to see what the performance is.

But where is the difference in the analysis, when for instance looking at figures such as per-
capita income, the steel consumption of India, and this sort of general, more macro-related
stuff, and on the other hand you have information on you client. To look at the macro stuff,
that's people like business excellence [strategy department], generally at look at macro,
strategic, success factors, market development, more global, and as they refine they bring it
also to a more regional, you can’t say there is a global solution to anything anymore. It's
different regions have different rules to the game. So I would then expect them to look at
different trends, saying “there will be a need for steel”, “steel will be displaced by something
else”, energy is going up so we should be looking at energy efficiency technologies, you
know, they should be looking at the horizon and say what is coming up.

But also the business segments themselves, have to look also long-term, Well we have a
planning, we have a Planband [central sirategy document], strategy meetings, and we have
strategic meetings, where you lay down your plans for innovations for trends. That's long-
term. [t's a discussion, it has several rounds, it's aligning people. it’s people saying “ves, this
makes sense”, there is a kind of an alignment, and understanding what’s behind it

We have been talking a lot about formal processes now, the Planband, the BTA and so on,
what about more informal analytical processes in market intelligence? Well there is always a
lot of discussions there, vou know, we discuss projects, we look at the way our cycles are
20iNg, are we on an up, on a down, are we stabilized, there is a lot of informal discussions
about that, IU's an exchange of ideas, whether it's written or spoken or visual, it"s an
exchange. [ think we still have to get more elficient at receiving, understanding, confirming,
acknowledging, filtering, not filtering.

We use that in account management, we use SWOT. In the business segments, we do SWOT,
s0 yes. Best case, worst case, realistic case - scenarios.

The responsibility of aggregating all the intelligence up is divided. To digest the clephant, you
got 1o slice it up, Some group i, customer intelligence, competitor intelligence, market
intelligence, technical intelligence, technological intelligence and innovation, developments,
people, processes, guideling, you know. | couldn’t see an organization where one person is
head of all intelligence, could you envision it? [ couldn’t. It's impossible; there are just so
rany aspects, to our business,
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And at some point in time, there may be a need to aggregate it together. If it be the Planband
or whatever. But isn’t the latter also a form of intelligence synthesis? Of course.

Disseminating intelligence is like a spider’s web. Something lands on that spider’s weh, and
the spider in charge of that web feels that this information will have to get somewhere, and
it's always better if the spider knows that he is supposed to bring it somewhere. It needs both,
pull and push in our organization. So you have to know from whom you could potentially get
intelligence from, if vou have a perceived lack of intelligence or even information. So it's not
one-way thing. to communicate it, but it’s more actively. you know, drawing this information
from somebody.

Well you can train people, say “look that’s an important aspect of our business™ showing, how
to become more organized, be more structured.

So market intelligence is a basis for successful actions, but as they say “success has many
fathers, and failure is an orphan!™. Isn’titsomething fike this? And that is the reason that it is
sort of hard to “grab” it sometimes? Commonly, “only what gets measured, gets done™? And
do you actively go seeking for i, for that intelligence? The mindset here again... or “I don’t
think it's important, | don’t want to be bothered”. “I know it all”™,

' But it still is a way of promoting a more reflective way of thinking in the organization.

Integrating informal and formal means of disseminating intelligence. | mean, we do it all the
time. And we don’t realize it. Take the management meetings, two hundred guys from all the
countries get together, we have the formal line of communication, and then we have the
completely informal at a colfee. in the breaks or in the evening. And you can discuss issues.

Hydroelectric power, | was in the hydroelectric power industry. So [ was with companies like
Kaverner Hydro, which became GE Hydro, they got taken over, | was with a company called
Voith... 1 was with an engineering group called Biwater, in the UK. And of course when [ was
in VATECH Hydro, in our group, because | worked in VATECH four years, so that’s four
competitors in the hydro, 1 would you say, in principle from what we were discussing so far,
that’s applicable at the power plant building area as well. That is very similar. Also when |
was part of VATECH. I was responsible for regional set-up in Transmission and Distribution.
The general, the plant building, the big plant building has quite similar cultures.

[ think being in the project business, because the plant building is project business, you have
far more personal interactions with the end user and the decision makers. It is complex, there
are so many different fields of engineering, technology, expertise, industry, to go to finally
produce the end result. So there is a lot of interfaces and interfaces mean you need a lot more
communication. I think if you are not focused on technology, innovation. and the long-term,
you won't make it. | think that applies to a lot of things actually. Yes, and you really need
people to stay longer with you. You can’t pick up any of these business in three years, It does
take... look at how complex this business is. You need minimum three years to start o
understand what the hell all of this is about, and start to get a network. And then you need a
couple of years. usually it"s about ten years in the business, before you get a pood feel of the
people, the market, the customers, the company, the network, to add valoe.

The literature speaks of human intelligence networks, which are used to share information,
exchange, would you see a leadership role connected to managing this intelligence network?
Or would you see them as autonomous behaviours. Both, actually. And the autonomous that
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why you need more professional people, yeah, the more complex the organization is, you
need more intelligence locally, at that node, to know where to fire off. If | give you a list of all
the people you have to contact, if something — for this and that, vou’ll never succeed. You've
got to have “built-in intelligence™ with that person. to be capable of saying “well, that's
important”, | betier speak to that person, you've gotta have... the intelligence has gotta be
inside.

And it’s really interesting to see so many people [meant are emplovees and managers of the
organization] travelling all over the world. And we’re very lucky in that respect, because we
get a lot of stumuli, there is also danger in that, when you pet a certain experience in one arca
or region and then you think that the rest of the world has to be the same. And it isn't. If you
understand the rules of the game that apply here, then you go across the Atlantic or Pacific,
and suddenly the rules of the game are different. “well this worked in India, therefore it must
work in the USA and it must work in Brazil.” And that’s why [ think that vou need a lot of
savvy people to do the job. And analvze it, you can come to the wrong conclusion. You have
to adapi, there is no one rule that fits all.

Do you see interconnection between market intelligence and knowledge management and
learning? Yes. Of course. JM: Definitely. There noone that rules the other. They're
interconnected.

I read once about a guy that said, the problem with all these IT selutions in market
intelligence is really that much of what comes into such a system is, into the organization, is a
form of personalized knowledge, and it doesn’t really fit the database paradigm. Absolutely.
Under what heading? In which box is that poing? Is that a customer problem? And that may
be one of the reasons why people go Lo their networks, and spread the information that they
ge, or jointly analyze, or discuss it, to make sure it goes into the network, Or in their
community. Because it may be easier in that way, than to write a report or something. That’s
the normal way, we're humans, That is human! T don’t wanna communicate with a machine.
What’s the machine going to do? Just to put it into a machine, what’s gonna happen at the end
of the day.

GK: OF course. Would you say that market intelligence may act as a stimulus to learning
behaviour? 1t's an example of.
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Appendix No. 7: Summary of reduced and structured interview reports

Plant building specifics

From Interview 1:

Complexity is a characteristic of the plant building business.
Working globally means to take into account cultural differences of employees as well as of
customers. This increases complexity as you get very different views, different types of

information and knowledge.

From Interview 2:

A feature of the plant building industry is that the customers of the customers are also
relevant. At the end, there is only as much demand for steel as there is demand for cars,
bridges, washing machines etc. The same is basically true for power, chemicals etc.

Sales activities are fundamentally different in plant building, than in other industries. The
sales process is more detailed, diversified, a certain amount of engineering resources are put
into it — that means resources, time and money. Therefore, market intelligence so vital in the
plant building industry. It serves also to prioritize activities, to put your resources on
promising projects — and not hunting “white elephants”.

It is necessary to include a relatively high number of specialists from different disciplines in
order to examine a plant project from different angles — from financing, to technical
feasibility and ecological aspects. This is a main characteristic of plant building. Especially
topics connected to environmental requirements and emissions have spread from Central

Europe to China

From Interview 3:

Plant building is a business that takes many responsibilities in terms of individual

disciplines. I that was performed well, the reference value of a project is highest.

From Interview 4:

Plant building is thus unique, as we deal with longer time schedules. The political
dimensions are more important. Plant building companies are truly knowledge
organizations.

Complexity is another major issue in plant building.
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From Interview 5:

Sales people do not like to write down minutes of meetings and things like that. The issue is
that they do not like to write all their information in order to make themselves a bit more
valuable.

Plant building is a more complex environment; on the other hand some people think that the
plant building business is unique that there is nothing like it in the world, which is not true.
Building a power plant is also a project. Building a 12 kilometre tunnel through the Alps is
as complex as building a steelworks. So plant building is not any different than any other
project-related thing, as long as it is a longer-term, complex activity. Plant building is
complex because you have to consider internal factors, external factors, you have a time
schedule, a budget. This turns the business different. Plan building and project-executing
business is related to long-term business relationships.

Plant building and project-executing business is related to long-term business relationships,
between different parties. In plant building personal relation are important.

Market intelligence in plant building is only slowly taking grip. This is due to the fact that
the market is slow, reactions are slow, and it is even more difficult as you see no immediate
effect. Another issue is how decision makers actually making their decisions. It is
conservative, seniority-related. Often these people do not realize the need of market

intelligence, because they think they know it all.

From Interview 6:

Formalizing organizational routines is largely due to increasing complexity of the
organizations, in line with globalization and the resulting growth of corporations.

It is certainly possible to generalize in part the market intelligence process to the entire plant
building industry.

In the capital goods industry, plant building and others, the decision making is more
objective and criteria are different than in other industries. Decision making processes are
more institutionalized, and a decision making unit is usually involved. This certainly has its
effects on market intelligence, especially on the customer intelligence level.

From Interview 7:

Our projects are complex and demanding.

From Interview 8:
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People always think that the competitors are always better in everything but it is not always
like that. There are no significant differences with regard to market intelligence at different
plant builders. Also in power plant building participant says that in principle the discussed is
applicable as well. I know this because I have been working in power plant building for ten
years. In general plant builders of all kinds are quite similar.

In plant building you have far more personal interactions with the end user and the decision
makers. I have to understand the what is the customer’s strategy, where is he today, where
does he want to be down the road, and we have to find a system, a roadmap that we need in
order to be successful.

Plant builders are not as dynamic the nature of our industry is slow, it’s conservative and
changes take time.

It is complex as there are so many different fields of engineering, technology, expertise,
industry, to go to finally produce the end result. So there are a lot of interfaces and interfaces
mean you need a lot more communication.

I think if you are not focused on the long-term it is difficult to stay in business.

You really need people to stay longer with you. A minimum of three years is needed to start
to understand what this is about, and start to get a network. And then a couple of years are
needed, usually about ten years in the business, before a good feel of the people, the market,
the customers, the company etc. is developed in order to add value.

At the plant building company there are many employees and managers travelling all over
the world. This results in getting a lot of stimuli from the external world.

The big differences are not between the individual plant building disciplines, but in the
different nature of the market regions. There is the danger that a person gets experience in
one area or region and then he thinks that the rest of the world has to be the same. There is a

need to adapt to local peculiarities, as there is no one rule that fits all.
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Gathering competitive information

From Interview 1:

The prerequisite to acquire competitive information — even critical information — is to have a
relationship with somebody, who is knowledgeable about a topic.

Decentralized units drive internal information gathering by using personal discussions. They
are used to ,.get additional information from people®. It is mostly done in the form of
meetings. Most of what comes into the organization terms of competitive information is
brought in by colleagues and is mostly not written anywhere. Regular meetings and other
dedicated meetings have a more formal character.

From a decentralized intelligence perspective, interviews are used as a method for preparing
some strategic piece of intelligence.

Additionally decentralized units undertake so called “employee’s round table®, these are
dedicated informal type of meetings where personnel and colleagues come together at some
external location, to foster communication and information exchange among people. With
all the systems and tools, the informal gatherings sometimes work better than anything else.
Why does information exchange work so well at the lunch table?

The human interactions can be weighted more important than the tools. Information in tools
may not always be up-to-date, whereas people tend to be more up-to-date.

Other items would be e-mail, the IT tools, writing reports; we do not have a person that is
centrally responsible for collecting competitive information. They depend on the
information receiver to be proactive or to follow the guidelines.

In practice, everybody is concerned with ,,where do I get this information from®.

Another possibility to gather information is by commissioning externals with market
research, studies. It’s buying information on subjects where there is not enough information
internally available.

Gathering, analyzing and interpreting information happens in different ways. Sometimes it
happens all in one go, mostly when there is a need for this. Sometimes only the gathering

happens and analysis and interpretation come at a later point in time.

From Interview 2:

The most essential information you can only get from customers directly. This is
information with regard to future project opportunities, feasibility of projects, time

schedules, financing issues. This information depicts in more sincere way what is really
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going on, than information that are obtainable from official channels such as brochures,
shareholder information or from congresses. This is due to the fact, that it is the client who
realizes such projects, so logically it means speaking to the representatives of the client,
these are the most direct source of information, the origin of all information.

In order to get this information it is necessary to be directly at the geographic location of the
client and to be proactive. Regular contact with the customer is key; together with the
knowledge of who posses the required information — which is related to knowing the right
contact person.

Gathering information is mainly related to personal meetings, these are the main source of
information transmission. For project information this cannot be expected from information
containing brochures and other broadly distributed media.

Information gathering happens in both, formal and informal meetings with the client.
Formal meetings are those where officially announced plans are discussed, investment
plans, time schedules, priorities, problems of the customer. The problem is that sometime
too much information is transmitted, so that it becomes tough to balance and prioritize these.
For such instances more informal meetings then are necessary, be it a dinner, a joint coffee
break, or the like. These are so important because they open the possibility to question part
of the information formally received to get the gist out of it. The informal part is crucial.
Synthesizing information, analysing and interpreting it — these processes need to be
undertaken in a continuous mode, meaning with the same participants who are capable of
doing so. Integrated processes in terms of synthesizing, analyzing and interpreting are
especially crucial in the short term. Here the need to act fast is most pertinent. In terms of
tactical activities there is more time to counter-act; processes are not so much integrated. In
terms of strategic plans and activities the time to adapt and react is available. There is more
potential for corrections. Therefore gathering and synthesis are often separated from

analysis and interpretation and these again are separated from the decision.

From Interview 3:

In terms of technical information, a lot of competitive information comes from screening the
media, publication, lectures at conferences - secondary material.

Informal gatherings are a rich source of competitive information. They are related to
experience and personal relationships. People are then willing to make available more
information in connection with the technologies that we offer, that they would not reveal to

someone that they do not know. It is important for getting honest, quality information.
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Participants to meetings are people specifically involved with the project or technology in
some respect. They have the task of preparing the communication and promoting this
technology, holding lectures, preparing lecture documents things like this, specifications. It
is the people that are involved with the start up of the plant who are on site and faced with
the everyday reality of implementing complex metallurgical plants in a difficult
geographical location where the logistics are all but certain.

I have been in the company for 30 years, I know many of the people in important positions
of the company — particular, in the technology areas — and it is these good relationships and
connections, which you have with these people, which is extremely important [...] I find that
it is good relations which is extremely important for getting honest, quality information. So
that I can evaluate shall we push this technology, or we do not have really any chance in
that.

Inter-department coordination is related to mitigating the problems associated with
excluding oneself from valuable information that are available to other departments and
organizational structures. It means taking into account other people’s facts and information
into the whole picture. Staying in the box means getting a very one-sided picture of the
reality of projects, technologies, future prospective products.

In terms of informal information exchange, most employees have a network of people
within the company, that they have a shared past some sympathy for this person, or where
they have trust that he provides factual information. Out of these networks there may
emerge some sort of communities, because in these you share a common interest, be it a
project, a new technology, be it a certain customer or market region, and then you start to
approach these people from you network, where you think, more intensively. These
communities that centre on a common interest, be it a product, a market region or a project.
I think they are communities, yeah. Communities, or interacting communities that centre
around specific interests. There are cases where people working with a company have to
very specifically focus on key topics.

What would be needed is an internet platform, because our company is multinational, with
research centres and engineering centres throughout the world. Also a web-based platform,
where people ideas, would be useful. In order to not just utilize the knowledge in one
location, but to combine the knowledge of different locations. The company has undertaken
steps in that direction, it has established communication centres, where people get together,
meet, have a coffee. These meetings are not moderated, but they could be developed more in

a direction where discussions are moderated more, in a certain direction and have
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discussions more focussed. To have an organic approach is indispensable; you cannot
replace that by just information technology. When you have a technology platform, you’re
pulling people together, but they may not have a shared past, they may not know each other,
and they do not know what they could expect from each other.

The allowance to attend meetings or conferences depends not only on capabilities, but on
connections. Many top-specialists that do not get the information that they need — because
they do not posses these connections. “The queen bee getting the royal jelee”. Regular
international meetings to exchange topical information are based on restricted invitations,
usually at a higher level. But the information that is discussed there is disseminated in a
filtered way to the employees of the company. Without the possibility that there is a two-
way conversation. People balance such a situation in a way that they foster their own
informal networks, since they do not have the formal access, but through their contacts, and
through the communities in which they participate, they can still gain a lot of knowledge.
When you look at the volume — internally and externally — it all comes down to time, how
much time is spent in trying to access information, or processing the information. It is often
a problem. External information published by competitors is important, or speaking with
technologists who are aware of such published information to hear what they have to say.
Sometimes in speaking with people and in having personal contacts you can get to the core
of the matter much more quickly than trying to access pages and pages and pages of data.
When you have the possibility to talk to people who are aware of what the competitors are
doing, you can immediately ask specific questions.

Inter-department coordination happens more frequently in informal settings.

A leadership function to steer this human intelligence network, could only be preformed by
someone that is gifted, skilled, or he sees the opportunity to coordinate these autonomous
processes, I think the results could be better. That’s why you have moderators at meetings.
These people were trained to channel the discussion in a certain way. To encourage
solutions, proposals, and to summarize the results of discussions.

Commissioned market research or studies are another method of gathering information.

From Interview 4:

Information from external, personal sources can only be received when there is a
relationship, when trust has been established. If there is no relationship, you can only get
information that may not be wrong but may not help you on. These are received mainly via

informal means of communication, in such instances the most relevant items come up.
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Yes there are differences in external and internal sources of information. Internal
information are often sugar-coated, to make them look more interesting and drive a certain
agenda. External information is often more reliable.

Information gathering is everybody’s task. This is however, dependant on the corporate
culture, and the identification of the individual employee with the company, to look for
competitive information and pass it on. The latter may be looked at as a need of an
employee. A central position in charge of it, in order to support on gathering critical
information may be highly valuable.

There is a lot of personal information and knowledge however, that is not — for different
reasons — stored anywhere, but in the minds of people. It does not get written down as
information is a source of power, which makes the information holder a very important
person.

They get distributed to a great extent by using informal means. Information is stored
nowadays also to computer drives, or specific software solutions.

A lot of information is nowadays available on the internet. Secondly, there is personal
information; partly we are talking about knowledge in this regard, knowledge based on
experience. Both are necessary.

In formal structures, meetings are used. In such instances information and knowledge is also
exchanged. Still on informal levels, other types of information may be obtained. In informal
structures, information may as well be evaluated in order to check the validity. Communities
of practice, yes, we have these in plant building. Although most methods and techniques
from knowledge management appear to be useful in market intelligence. Storytelling for
example.

What is important for coming up with conclusions and recommendations is to have all
necessary and relevant information available, and to have a sense of what information is
missing.

Inter-department coordination is absolutely important in terms of information gathering. In
most companies opportunities thereof are missed due to lacking inter-department
coordination. Inter-department coordination leads to leveraging synergies within the
organization.

Information transfer, synthesis, analysis and interpretation are processes that often run in an

integrated cycle. In other instances these processes are separated.
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A central function to engage in central intelligence is definitely useful, though not existent
in some organizations. The same is true, when talking about central positions in terms of
decentralized intelligence. The reason for the establishment of such positions is to achieve
maximum efficiency. Therefore it is related to the leadership position of the organizational
unit.

Central departments may be in charge of competitive information that is on a ,,higher level*,
more general aspects etc. Business units and so are in charge of information and intelligence
that is destined for their respective business. They have to report this in their units, for that it
is necessary to structure and select the information that is to be communicated further.

An indexlist with personnel that is knowledgeable about certain aspects of the competitive
arena may be useful. However, it is soften so that in larger organizations, the organization
does not know what the organization already knows. In such instances it remains the task of

the management to solve this issue.

From Interview 3:

There are many different sources for gathering information on competitors: these are mainly
public information, the internet, conference proceedings and press-releases of competitors.
Client-related information is mostly available with the sales force. It is necessary to go
there, talk to them, and relations with them are needed. Another source of information is the
feelings from the sales guys that are at the customer’s frequently.

Gathering from internal sources differs from gathering of external sources. There is a big
matter of concern as they usually come pre-processed. It means that looking at several
different sources is advisable in order to be able to build an overall image.

Especially information coming from internal sources has a lot of emotion attached to them.
That is a problem, as people tend to only hear what their filters let them hear. Some people
will hear between lines, some will just hear the facts; some people will not get the
information at all. Information directly from external sources tends to come with less
emotion and may be seen as more reliable.

Information is internally gathered via minutes of meetings, to visit reports, etc.

Settings used to gather information are through discussions or meetings, that is what is
mostly used. It is necessary to contact those guys that have been there.

The company forces to make things more formal. Only when there is an action required if it

is only market monitoring then it is that they are not so formal.
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More informal is related to an exchange, information sharing. If there is some action to be
taken, specific action, then they will be formalized. Minutes of meeting, action plan.

What happens in this process is: you would meet these people because you have an
objective of something, I have a reason, I want to gather information about something, a
specific client, a specific project, I may have a specific market target — so we will meet
personally, because these guys will not make this available on paper. And then there will be
specific questions with opinions, ideas followed by what needs to be done. Integrated
processes in terms of gathering, synthesis, analyzing and interpreting are especially crucial

in the short term. Here the need to act fast is most pertinent.

From Interview 6:

In all organizations there are formal and informal structures. In informal structures people
meet to work on certain subjects such as product development, a project or a market region.
They form inter-disciplinary communities, with hierarchy being less important, with the
subject being at the centre of interest.

Information gathering structures are getting more and more formal. Responsibilities are
more and more concise assigned. With that the organization forces its member to gather
information in a certain way. The responsible person of a project, a customer or else, is held
responsible to undertake these activities as the organization deems it right.

Informal gathering activities are more and more taking the backseat. These are more
relevant in terms of activities that are on lower layers such as on project level. Within the
latter there are more of the personal contacts and meetings going on. Informal communities
mostly centre geographic proximity of members, that promotes communication, personal
sympathy, and a personal relationship based on common cooperation in the past.
Additionally, a company may chose to foster such informal structures by establishing
discussion centres, coffee zones, a canteen where people can lunch together — or a company
may chose to not support such things.

IT tools in information gathering make possible to standardize the input — so that everybody
is reporting about the same events in the same manner. Main duties with regard to IT
systems are entering information, saving information and storing it. So IT makes possible to
keep information once gained within the operating boundaries of the organization. Another
task is to grant a circle of users’ access to this information. There is a shift from information

push to information pull. Tools have the downside that most of the information is historic.
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The responsibility to gather information within the organization is dispersed on many
members; there is not one central responsibility.
To steer the human intelligence network throughout the company is admittedly an important

task but falls into the domain of the CEO. He can delegate parts of this.

From Interview 7:

Within project execution works, most of the competitive information is received by means
of verbal communication.

This competitive information comes from the regional company that is organized in the
specific country, from the site management, from commissioning people.

Another feature is the regular contact with other project managers, in order foster
communication, sharing of best practices, exchanging on customer information. Sometimes
there is the impression that there is less of this going on today, than formerly. This would be
first of all in a more informal mode. It would be a project manager community.

It is important to gather information; however, it is imperative to not get lost. Too much
information prevents from action, developing systems that hold huge amounts of —
questionable — information is a threat.

On the project management level, all the personnel are responsible to gather information
that they need. Overall it is the responsibility of the project manager to ensure that a
sufficient amount of competitive information is available to project teams.

To engage in collection of competitive information can be fostered by the general
management in form of special time allocation for people to actively engage in information
gathering activities. Furthermore, awareness of project managers with regard to the
importance of collecting competitive information, motivating them to contribute, and
training of personnel with regard to how and what to collect and how to pass it on / where
store it is useful.

Inter-project coordination is of high importance to foster exchange of project managers
among each other, especially those that work in the same market region, informal meetings

are seen as an adequate method. It happens too little in practice.

From Interview §:

In terms of customer and project information the most important source is the customer
itself. A good sales man is thus so valuable to an organization, because his boundary
position gives the organization the possibility to extend their domain onto customers,

partner, maybe even suppliers and so on.
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The competitor information is partly available internally, from experiences — and what is
available from the public domain. Partly this information also comes from customers.

When gathering competitive information from internal sources, you have to know the
company and whom to call. So it’s mostly about personal contact, about direct
communication. Meetings are important, because that information may need more than one
head, one person — so you get it. Different disciplines, different people, different knowledge.
An IT solution for gathering information is the dream. It is in place only partially. It is
important to have tools so that people can find information and know who is responsible for
that information.

Everybody with contacts should have a sales man’s hat on, and should be sensitive with
regard to gathering information and feeding back into the system, however it’s not always
clear where people should put that information.

Training people is important especially with regard to key intelligence topics and showing
personnel how to become more organized, be more structured.

Steering the human intelligence networks is related to a leadership function and to
autonomous behaviours. With regard to autonomous behaviour, it is important to have
professional people, especially with increasing complexity of the organization. More locally
produced intelligence is necessary to understand the regional trends. Giving a list of

personnel in order to contact them for specific issues is not seen as a successful behaviour.
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Synthesis and triangulation of competitive information

From Interview 1:

To have an IT infrastructure that holds topical information — already collected — that would
be useful, it would safe a lot of time. I could grab the information I need, important would a
filtering option — not everything is relevant for me. Still the human interface is
indispensable. Merging external and internally available competitive information is mainly
done in the course of regular or designated meetings. [...] It is not possible to cover this huge
field entirely via computer systems. There is a human factor involved.

Inter-department coordination is important as there are other departments that have similar
problems and tasks as we do. Inter-department coordination is also related to sharing of
knowledge that would reduce mistakes.

Connecting different items of information, from external and internal sources, you can only
distribute this information to potentially interested personnel, hold meetings, discuss issues
in personal contacts. The project meetings are again more formal. Meetings with an official
character are those where there are meeting reports afterwards, which are distributed
afterwards to possibly interested personnel. More informal are the ,,round table* meetings,
or other informal venues, when colleagues meet and spontaneously discuss topical issues.
Well a meeting is official, there is the head of the department, everybody is watching you,
and nobody wants to be exposed. Sometimes, people do not want to give away information
at such instances. Among friends it’s easier to exchange, there is a relationship, and the
information just flows. In informal meetings, people meet who have the same interests, who
work in a particular area, for example in a certain project. They meet to discuss topical
issues, exchange on recent contacts they had, speak about their recent business trip etc. they
don’t have to be from the same department. I don’t really expect a piece of information in
return; I expect a discussion to emerge. If a topic interests me, if I have a problem with
something... but you do get something in return — you get a discussion. The discussion
enables you to get more information then what you have put into it. You may get
information in return.

We have a manager in the department, who regularly takes part in international fairs and
conferences, he brings he information back in and distributes them to interested managers
from all kinds of departments. There are possibly 90% of receivers that would say ,.there’s
nothing for me*, but 10% may say ,that’s interesting, great to receive this“. A central person

within business units is to foster decentralized intelligence is important. People start to think
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more about such things; start to develop ideas to a certain topic, to a development of a
competitor or whatever. They start to investigate into new ways. Even more important, we
stay on top of what the competitors are up to.

Gathering, analyzing and interpreting information happens in different ways. Sometimes it
happens all in one go, mostly when there is a need for this. Sometimes only the gathering

happens. Analysis and interpretation come at a later point in time.

From Interview 2:

The information that is so transmitted has to be selected and pre-processed to be transmitted
to interested personnel. It comes in form of trip reports, minutes of meetings, specifications.
The responsible departments have to collect all this information, have to sort them
chronologically, keep the up-to-date. In the recent years there is a shift to have these in
special databases. That is considered a know-how transfer. The head of the department is
responsible that to organize regular updates.

The responsibility that information is gathered and a more complete picture is obtained is
with the head of the respective department. It can be a central department, or a business unit,
both are common.

Without IT support this is not manageable today. Informal information is relevant, but it
needs to be mixed with other sources to become structured. Securing quality is an issue here.
Another issue it granting access to these data or information is important, not everyone is
admitted to all items.

Synthesizing information that is mixing information from different sources is a combination.
It is an inter-personal process and also an IT process. The latter is important to have the
information available, all the time.

Fostering such a process of joining different pieces of information together is optimized
when someone specific responsible for this process, someone who moderates, questions and
keeps people discussing. It should be a person who knows, the market, who knows the
corporate goals. It is clearly a leadership function.

Synthesizing information, analysing and interpreting it — these processes need to be
undertaken in a continuous mode, meaning with the same participants who are capable of
doing so. Integrated processes in terms of synthesizing, analyzing and interpreting are
especially crucial in the short term. Here the need to act fast is most pertinent. In terms of
tactical activities there is more time to counter-act, processes are not so much integrated. In

terms of strategic plans and activities there most time to adapt and react. There is more
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potential for corrections. Therefore gathering and synthesis are often separated from

analysis and interpretation and these again are separated from the decision.

From Interview 3:

Inter-department coordination is extremely important. The problem in any large company
with a complex structure is that people increasingly become much more compartmentalized;
they tend to think of little boxes. People are excluding themselves from valuable
information that are available to other departments and organizational structures. That leads
to a one-sided picture. Joining information from external and internal sources happens a lot
on the personal level, on business trips together, a talk on the plane, in hotels, in restaurants,
or wherever. The personal inter-relationships and contacts with other people, the exchange
of information, that is extremely important. Communities and the networks of which they
emerge are used as effective methods to achieve information synthesis.

An IT Infrastructure, a software tool is obviously extremely important. Data that is collected
within a company has to be compiled, evaluated and filtered — so that you get the quint-
essence of a particular topic.

What would be needed is an internet platform, because our company is multinational, with
research centres and engineering centres throughout the world. We also need a web-based
platform, where people can share ideas, using this tool. Where ideas are pasted and posted.
In order to not just utilize the knowledge in one location, but to combine the knowledge of a
lot of different locations. Sort of an international networking. Our company has undertaken
steps in that direction, it has established communication centres, where people get together,
meet, have a coffee, things like that. It’s not moderated or anything, but I think that this
could be developed more in a direction where discussion are moderated more, in a certain
direction and have discussions more focussed.

Inter-department coordination happens more frequently in informal settings.

A leadership function to steer this human intelligence network, could only be preformed by
someone that is gifted, skilled, or he sees the opportunity to coordinate these autonomous
processes, I think the results could be better. That’s why you have moderators at meetings.
These people were trained to channel the discussion in a certain way. To encourage

solutions, proposals, and to summarize the results of discussions.

From Interview 4:
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Information synthesis is done on a daily basis. Usually a person hears or reads something,
for example in a newspaper article, everybody has his personal knowledge on this topic, and
you meet with other people who may be knowledgeable about this subject, for example for a
coffee, in order to check the information against existing knowledge of participants. It is a
mental process firstly; secondly it is an intra-group process. In such instances it is a closed
process that already leads to results by evaluating and coming up with conclusions and
recommendations.

In formal structures, meetings are used. In such instances information and knowledge is also
exchanged. Still on informal levels, other types of information may be obtained. In informal
structures, information may as well be evaluated in order to check the validity.

Information synthesis is definitely a task that is related to a leadership position.

To steer the human intelligence network is a leadership task. By having such a function,
information and knowledge could be integrated more efficient, information deficits could be
located more easily and the transfer could be optimized for improved decisions and actions.
Information transfer, synthesis, analysis and interpretation are processes that often run in an
integrated cycle. In other instances these processes are separated.

A central function to engage in central intelligence is definitely useful, though not existent
in some organizations. The same is true, when talking about central positions in terms of
decentralized intelligence. The reasons for the establishment of such positions is to achieve
maximum efficiency. Therefore it is related to the leadership position of the organizational
unit.

Central departments may be in charge of competitive information that is on a ,,higher level*,
more general aspects etc. Business units and so are in charge of information and intelligence
that is destined for their respective business. They have to report this in their units, for that it

is necessary to structure and select the information that is to be communicated further.

From Interview 3:

I think inter-department communication is always important. At the end of the day we are
dealing with the same markets. There is a lack of inter-department coordination.

IT-infrastructure in information gathering should be very important but different needs and
priorities makes it difficult to have a “one-size-fits-all”. Information from external sources,
and information from internal sources come together because a person puts it together, not

because there is well-designed tool for it. So a person with experience has to do it. It’s
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usually done in groups, when different people come together to exchange information and
by this increase their stock of relevant information.

A lot of information is just stored in the heads of organizational members. I would say
gathering information is a puzzle, creating intelligence I see it very interactive, it’s not so
much one process step after the other. It may be one after the other, but it may well be that it

goes in one step even.

From Interview 6:

Knowledge of individuals is dispersed; it is only relevant if it comes to the right place at the
right time. That means systematic structuring of data and information and applying it to
internal IT tools and systems so that it becomes possible to synthesize information.

It is an ambition to centralize the synthesis of information in software tools. Accessibility is
regulated so that those who need to have access, these persons can look for information
themselves. It is about self-responsibility, with the information pull principle gaining ground
due to the complexity of the organization. This implies reducing individual actions such as
sending e-mails, trip reports and minutes, as was done formerly.

Informal communities mostly centre geographic proximity of members, that promotes
communication, personal sympathy, and a personal relationship based on common
cooperation in the past. Additionally, a company may chose to foster such informal
structures by establishing discussion centres, coffee zones, a canteen where people can
lunch together — or a company may chose to not support such things.

The volume of information is so high, that individual pieces of information are useless.
Information need to be synthesized, brought into relation with each other, etc. that is a
problematic process, as personal, individual components are mixed which may end up
presenting facts in a distorted way. Synthesizing information is thus a very important
process. To keep quality high is very hard. Synthesizing information is compared to building
a puzzle, in which more parts are missing than available. Still, you have to be able to come
up with an image, therefore experience and knowledge is important not only in analysis and
interpretation but in synthesis already. Synthesis is therefore a leadership task. To make sure
that information that belongs together gets together and remains up-to-date, is in the
responsibility of the head of the department that benefits of that information. If the
information received was some long-terms trends for the industry to name an example, it

would be the strategy department.
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The starting point is with the market in general, the macro environment — all the general
data. This influences the customers in that respective market region to rather invest, or
rather not invest. Than the individual customer views have to investigated, investment
behaviour — all down to the individual projects, the priorities, preferences, time schedules.
Then it is important to take into account the competitors, where they focus, why and how
they do it. All the way down to the actual project level. There is no real system that can
handle all that complexity in a reasonable way that means at the end humans have to
interact, humans have exchange information, evaluate situations and come up with
conclusions.

That means fostering information synthesis, from internal and external sources, in order to
build images over market, customers, competitors etc, is an inter-personal process mainly.
To steer the human intelligence network throughout the company is admittedly an important
task but falls into the domain of the CEO. He can delegate parts of this. This is seen as

positive.

From Interview 7:

To promote exchange and sharing of information among project managers which may result
in sharing of best practices, informal meetings in the project manager community can be
undertaken.

Information synthesis on project level is largely driven by the project manager. He is the one
that knows what kind of competitive information is necessary and relevant. He works to
create an overall image that contains secondary information, directly gathered information,
and indirectly — personally gathered information. It is part of the leadership responsibility of
the project manager. It is a mental process that depends largely on the capacities of the
individual project manager, this is supported by a database.

Inter-department coordination is of high importance, and easily undertaken, as the project

team consists of personnel from different departments.

From Interview §:

What happens in practice is that people tap their informal networks to exchange
information. This is due to the fact, that not everything can be input into a tool.

A piece of information in isolation is meaningless. Getting an overall image together is like
creating a puzzle. It is compared to being a detective. Most of the information is stored in
people’s brains. Most of this information synthesis really happens in the brains of people or

in groups, rather than in any system or tool.
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Of course there is always conflicting items. So there are several loops. Conflicting
information, internally, and externally.

Information from internal and external sources is synthesized by sending information, such
as reports and e-mails to persons that are interested. That’s proactive from the information
gatherer. And there are meetings in order to exchange and foster information exchange.
Steering the human intelligence networks is related to a leadership function and to
autonomous behaviours. With regard to autonomous behaviour, it is important to have
professional people, especially with increasing complexity of the organization. More locally
produced intelligence is necessary to understand the regional trends. If I give you a list of all
the people you have to contact, if something — for this and that, you’ll never succeed.

A big problem with regard to synthesizing information from different sources in a software
tool is related to the database problem. That is one reason why people go to their networks,
and spread the information that they get, or jointly analyze, or discuss it, to make sure it
goes into the network or in their community. It is seen easier than to write a report or
something. It is a human process, and humans sometimes do not want to communicate with

a machine.
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Analyzing and interpreting competitive information

From Interview 1:

In terms of decentralized intelligence, analysis and interpretation happens in small groups of
people. Different kinds of knowledge is necessary to achieve a holistic view, different
personnel bring in their respective expertise and knowledge. There are different tools in use,
in such structures, there are different perceptions, there is a continuous flow of information,
an exchange, and we discuss these issues, evaluate them and come to a conclusion. It’s an
open discussion, everyone is admitted his opinion. Plausibility is important; everybody
brings in his personal expertise.

In more strategic situations, market research and studies are analyzed by using segmentation
for example, than we add certain information to it such as energy prices, and match these
with our own product portfolio. Then a strategy and an action plan is defined. A strategy is
very structured, it means taking a longer-term perspective, based on facts. It will include an
action plan. The approach is much more methodical.

Analysis and interpretation on customer level are more chaotic more unstructured, than for
example on a market level. The latter are more strategic, are based more of facts and figures,
the approach is more structured.

An IT tool supporting in analysis and interpretation would be appreciated, but is currently
not available. Therefore analysis and interpretation happens in the brain of employees.
Gathering, analyzing and interpreting information happens in different ways. Sometimes it
happens all in one go, mostly when there is a need for this. Sometimes only the gathering
happens. Analysis and interpretation come at a later point in time.

Analysis and interpretation are crucial as they shape the strategy. Therefore it is related to a

leadership function, however in group work.

From Interview 2:

Analysis and interpretation of customer-related information or data is done in a more
emotional way. It has its own specifics and characteristics. Only people with an in-depth
knowledge of the specific situation can analyse and evaluate such information.

Analysing and interpreting more general, macro and micro environment information or data
is based on more factual data, often from studies or market research. People tend to take
these more for granted. Macro environment related data, partly also micro environment

related data can be analysed also by generalists, such as professional analysts.
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For analytical and interpretative processes — especially when moving into depths such as
customers, projects, and competitors — a group analysis is recommendable. It is necessary to
obtain a more balanced view. Different specialists are necessary to come up with reasonable
conclusions and recommendations. That is due to the fact that the plant building business is
very complex. If a single person undertakes an analysis based on competitive information
and comes up with a conclusion that is always a risky thing. In order to have a balanced
view, different disciplines are necessary. This also relates to complexity. There is a
leadership function related to such processes, analysis and interpretation. It has to be the
head that confirms the results.

Techniques that are used are for example scenario especially with regard to forecasting
future market developments.

Synthesizing information, analysing and interpreting it — these processes need to be
undertaken in a continuous mode, meaning with the same participants who are capable of
doing so. Integrated processes in terms of synthesizing, analyzing and interpreting are
especially crucial in the short term. Here the need to act fast is most pertinent. In terms of
tactical activities there is more time to counter-act; processes are not so much integrated. In
terms of strategic plans and activities the time to adapt and react is more generous. There is
more potential for corrections. Therefore gathering and synthesis are often separated from

analysis and interpretation and these again are separated from the decision.

From Interview 3:

Informal analytical processes happen for example in the course of community meetings.
Inter-department coordination is extremely important. It is important to take into account
information that is available to other departments and organizational structures to generate
and evaluate the whole picture. I evaluation is already putting a certain emphasis, this is
more important than this. So evaluation is more than analysis. Interpreting, you are already
coming to some sort of conclusion, although there is of course some overlapping between
those terms.

Analysis/interpretation is a bit further away from decision making, whereas, evaluation is
closer to the decision. It seems more close to day-to-day operational issues, whereas,
analysis/interpretation, since the decision maker seems to be a bit more away, relates from
my point of view to more strategic, more formal things. That you prepare and then you hand
them over, and then someone else looks at your interpretation.

Inter-department coordination happens more frequently in informal settings.
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A leadership function to steer this human intelligence network, could only be preformed by
someone that is gifted, skilled, or he sees the opportunity to coordinate these autonomous
processes. Moderators could be trained to channel the discussion in a certain way in order to
encourage solutions and to summarize results.

With the amount of information and data increasing, along with the need to take a factually
based decision, and to reduce gut feeling, the future will see computer-aided analysis and

evaluation of information or data.

From Interview 4:

In formal settings, information is analysed to feed the higher levels of management. The
latter may not be interested in too much detail, more than that, it is necessary to give
overviews, summaries and present intermediary results.

An IT solution is indispensable nowadays, however, there are still many things that cannot
be automated, and where an organic strategy is necessary. I'T has a supporting function that
is what it is; still that is an important task.

Knowledge that is used to evaluate information gets passed on in form of storytelling. These
stories base on personal experiences.

In terms of macro environment analysis — this is fact-based as the information or the data
used for it come from reliable and credible sources.

Knowledge management and market intelligence go hand in hand. Knowledge management
means creating knowledge as well as to be informed on what I have to know. Knowledge
management may provide methods to improve market intelligence, one example is certainly
storytelling. The latter should and could be used in market intelligence in order to support
the know-how transfer. Storytelling is used to share tacit knowledge; the latter cannot be
transferred in other ways. Knowledge management and market intelligence are like gear
wheels. Communities of practice is another issue, we have these in plant building also.
These can be used to make transparent and leverage knowledge that is held personally and

shift on a higher, on a community level.

Information transfer, synthesis, analysis and interpretation are processes that often run in an
integrated cycle. In other instances these processes are separated.

A central function to engage in central intelligence is definitely useful, though not existent
in some organizations. The same is true, when talking about central positions in terms of

decentralized intelligence. The reasons for the establishment of such positions is to achieve
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maximum efficiency. Therefore it is related to the leadership position of the organizational
unit.

An indexlist with personnel that is knowledgeable about certain aspects of the competitive
arena may be useful. However, it is soften so that in larger organizations, the organization
does not know what the organization already knows. In such instances it remains the task of
the management to solve this issue.

Central departments may be in charge of competitive information that is on a ,,higher level*,
more general aspects etc. Business units and so are in charge of information and intelligence
that is destined for their respective business. They have to report this in their units, for that it

is necessary to structure and select the information that is to be communicated further.

From Interview 5:

There are definitely differences in analysing and interpreting information from macro and
micro environment. The knowledge and experience from the marketplace is necessary to
judge the information.

Generally it is advisable to have analysis and interpretation happening in group settings,
however, too many participants is seen as counter-productive. The analysis itself is related
to a human factor

Doing analyses on overall intelligence issues, such as benchmarking studies, is centralized.
But more specific things are rather decentralized.

In critical situations, time-critical, analytical methods they will be more formal. It is
required to show how the analysis was done, including written statements, calculations,
creating an action plan. If it is only for understanding of a lot of people, they will be very
informal, also with regard to methods and techniques applied.

Usually the strategic items tend to be more formal, and there will be more time to work it
out. The strategic ones tends to be formal, because, simple reason, you have to report this to
someone else. The formality is done when it is required by a higher authority, when the
management asks for it. The top management will not accept an analysis based on guts
feeling. Tactical would also be half-half, operational day-to-day business things, tend to be
very informal.

Analytical methods in use are for example putting information in chronological order, or to

use thematic clustering. SWOT is a useful tool, but on a strategic level.

From Interview 6:
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There are differences in analyzing and interpreting information. Macro environment
information or data will to a large extent be taken over from other organizations that are
specialized in providing this kind of information. It will typically include all the
macroeconomic factors, all relevant facts and figures to see whether and how attractive a
specific market region is. Typically it may also involve commissioned research. The
analysis and interpretation may be undertaken by specialists or analysts. Information and
data for that is to a large extent commonly available, also from the public domain.

Analyse the investment behaviour of a certain customers will require talking to the
specialists internally, key account managers, sales etc. It largely depends on the relationship
and our access to information. This sort of analysis is internally, with people that have the
skills and experience.

The tools to analyse and evaluate are related to comparing historic and current situations,
comparing with experience, and to see whether with current information it is possible to
construct a model for future behaviour.

Analysis and interpretation are largely driven by inter-personal group processes, not so
much computerized. There is a leadership task connected to analysis and interpretation.
Central intelligence is connected to central functions such as strategy or R&D. The business
units have their heads, basically it’s their responsibility that analysis and interpretation of
information is done timely, correct and continuously.

Although inter-department coordination is relevant in analysis and interpretation, there is no
structured approach how to do it. Only in the central intelligence mode, which is mostly in
charge of strategic intelligence, there is an inter-department coordination via regulated
planning activities.

To steer the human intelligence network throughout the company is admittedly an important

task but falls into the domain of the CEO. He can delegate parts of this.

From Interview 7:

Project managers are mostly concerned with analyzing and evaluating competitive
information from the realm of the clients where they execute the respective project. That is
the organization, decision making, relevant personnel and the like more.

A method to undertake analysis is for example the stakeholder analysis. It is designed to
depict the relevant personnel at the client, to structure them according to their interest in the
project, and their attitude towards. Then the conclusion of how to deal with them can be

taken, for taking actions.
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Formal analysis and interpretation is mostly done in group processes, with discussions in
order to evaluate the situation. Decision making is done within the project and the ultimate
decision maker is the project manager and is close to the intelligence process.

Informal analytical processes are related to inter-department coordination which is seen as
of high importance. They have a feature of best practices sharing, as different project

managers gather to discuss and evaluate.

From Interview §:

To look at the macro environment, strategic issues and so forth that is related to central
functions. They look at macro, strategic, success factors, market development, long-terms
developments, more global, and as they refine they bring it also to a more regional, you
can’t say there is a global solution to anything anymore. It’s different regions have different
rules to the game.

But also in decentralized intelligence the individual business units have to look at long-term
developments as well. This is done in form of official planning routines. The strategic items
of it will be forwarded to the central intelligence staff. There are strategic meetings. It’s a
discussion, it has several rounds, it is aligning people.

Informal analytical processes in market intelligence, is related to discussions, for example
on a project level. It is an exchange of ideas, whether it’s written or spoken or visual.

In terms of customer intelligence we use techniques such as the SWOT.

In decentralized intelligence activities also SWOT is used. Furthermore, best case, worst
case, realistic case, so scenario building.

Steering the human intelligence networks is related to a leadership function and to
autonomous behaviours. With regard to autonomous behaviour, it is important to have
professional people, especially with increasing complexity of the organization. More locally
produced intelligence is necessary to understand the regional trends. If I give you a list of all

the people you have to contact, if something — for this and that, you’ll never succeed.
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Integrating intelligence products

From Interview 1:

In terms of decentralized intelligence activities, integration of different pieces of intelligence

products is much related to storing these on the central network drive of the business unit.

From Interview 2:

Integration of intelligence is related to a responsibility that the respective head of

department has.

From Interview 3:

From Interview 4:

In terms of intelligence synthesis, software is of great use. However, it is so that much of the
know-how that is also relevant in such processes is not verbalized, nor written down,
therefore this will not — in the foreseeable future — be integrateable to a software solution.
Formal and informal events are used in such instances instead, mostly in the form of direct
communication in meetings.

To steer the human intelligence network is a leadership task. By having such a function,
information and knowledge could be integrated more efficient, information deficits could be
located more easily and the transfer could be optimized for improved decisions and actions.
A central function to engage in central intelligence is definitely useful, though not existent
in some organizations. The same is true, when talking about central positions in terms of
decentralized intelligence. The reason for the establishment of such positions is to achieve
maximum efficiency. Therefore it is related to the leadership position of the organizational
unit.

Central departments may be in charge of competitive information that is on a ,,higher level*,
more general aspects etc. Business units and so are in charge of information and intelligence
that is destined for their respective business. They have to report this in their units, for that it

is necessary to structure and select the information that is to be communicated further.

From Interview 5:

In terms of decentralized intelligence, it is the ultimate decision maker of the unit that has
the responsibility to culminate different kinds of intelligence together in one place. This is

ultimately related mostly to storing the piece of intelligence in a central place.
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From Interview 6:

In terms of central intelligence, the integration of different pieces of intelligence is done on
a strategic level. All the available input is consolidated into one central document, which is
then maintained and kept up-to-date.

At the business unit level, which is related to decentralized intelligence, the heads prepare

their strategies and plans with that intelligence that is available to them and their members.

From Interview 7:

Full integration should mainly be done at a central department that oversees a large part of

important information.

From Interview §:

The responsibility of aggregating all the intelligence up is divided. To digest the elephant it
has to be sliced up. It is grouped into customer intelligence, competitor intelligence, market
intelligence, technical intelligence, technological intelligence. Participant cannot envision an
organization where one person is head of all intelligence, as there are too many aspects.

A real intelligence integration happens at the strategic level, where routines provide that

intelligence produced by all major organizational units can be aggregated to one document.
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Disseminating market intelligence

From Interview 1:

Combining informal and formal dissemination methods is of course possible. Our Christmas
event for example, it was designed as an informal event; still we held small presentations

about our departments with formal information.

From Interview 2:

Formal ways of distributing intelligence include meetings, in all areas of the organization.
Integrating formal and informal means of dissemination is in the responsibility of the
management. They have to pass on intelligence to their subordinates. They act as an
amplifier. It is possible to support this by means of a centralized department. Integrating
formal and informal dissemination is a requirement.

A manager receives intelligence, he then passes it on within his network, person who he is
acquainted with, with whom he shares a relationship, these pieces of intelligence get
discussed, passed on and implemented.

Passing on topical information or intelligence, but I think it is motivating for the employee

and even for entire teams to receive topical intelligence.

From Interview 3:

I think it’s very hard to achieve this, but one possibility would be when one of the superiors
or managers gets an official piece of intelligence through the hierarchy and uses it as a
stimulus to pass it on in informal settings, because also he is most likely part of some

networks — and passes it informally on.

From Interview 4:
Informal ways of communicating intelligence are still the most efficient ones. They allow

for information to go around quickly.

From Interview 5:

Formal dissemination has to be done by the generator. Otherwise it loses a lot of credibility.
It is the trust that the receiver has to have in the sender that the latter provides quality
intelligence. Formal dissemination is done per e-mail or reports.

Integrating informal and formal dissemination is not easily done. One example a report was

disseminated to the parties, followed by a presentation in front of the relevant people. These
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were the formal aspects. Afterwards, the informal part started with talking to a lot of people

personally.

From Interview 6:

All the larger units within the organization have their heads, they are responsible to
disseminate the intelligence to their member as they see fit. It can be via formal meetings,
informal meetings, and personal communication — and also via software tools.

Disseminating intelligence is thus a leadership function. From the overall strategy, which is
to a large extent based on market intelligence, the unit-relevant items are to be extracted and
communicated forward to the organizational member. This may be done in formal
structures, such as convened meetings, but that is certainly not enough. There has to be
personal communication on a more informal level as well — limited and structure. It is
certainly possible to combine formal and informal methods of disseminating intelligence.
The more formal ones are the ones where greater efficiency can be reached, that is easier
informing more people — that is why it is popular. The other side of the coin is the personal
side. It can also be formalized. In personal contact, information lacks can be identified,
furthermore it is visible what of the messages an employee has understood or not. There is

room for feedback, clarification.

From Interview 7:

On a project level, intelligence dissemination is mostly done in formal ways, within
meetings. This is a proactive approach. Rather informal techniques are e-mail and telephone
conversations between members.

Integration between formal and informal means is possible, and is done regularly.
Intelligence gets disseminated officially, and then in a second step communication is sought,

with particular participants, especially if a particular need is felt for such an action.

From Interview 8:
Informally disseminating intelligence is compared to a spider’s web. Something lands on

that spider’s web, and the spider in charge of that web which feels that this intelligence will
have to get somewhere, and it’s always better if the spider knows that he is supposed to
bring it somewhere. It needs both, pull and push in our organization. It is important to know
from whom potentially intelligence can be sought, if there is a perceived lack of
intelligence. So it’s not one-way thing, to communicate it, but it’s more actively, you know,

drawing this information from somebody.
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Integrating informal and formal means of disseminating intelligence is done all the time in
managerial practice. At management meetings with numerous participants from different
regions, there is usually a formal line of communication. And then there is also time for
completely informal communication at a coffee, in the breaks or in the evening. There the

issues get discussed.
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Results of intelligence activities

From Interview 1:
A benchmarking study is a result from decentralized intelligence activities, and is used

mostly on a strategic level. Preferred methods for information gathering appear to be a
review of internet resources together with interviewing of knowledgeable personnel.

A strategy is structured, it means taking a longer-term perspective, based on facts. It will
include an action plan. The approach is much more methodical.

Market intelligence and knowledge management are destined to be connected. When both

are integrated, that’s when an optimum can be reached.

From Interview 2:
Production of intelligence starts at the bottom of the organization. The personnel engaged in

a particular project already produces it.

It continues at the business unit level, with the sales responsible, the heads of business units
up to the top of the organization, the top management. It is culminated into the market
strategy, the portfolio strategy, the corporate strategy.

There is certainly a connection among market intelligence, knowledge management and
learning. Market intelligence can be an impulse for learning processes which might lead to

knowledge generation.

From Interview 3:
Knowledge management, market intelligence and learning — they are all related. It’s like

three intersecting circles. Market intelligence serves as a stimulus for learning processes, if

the intelligence you acquire, is highly relevant for your goals and objectives.

From Interview 4:
Would it be right to say, that market intelligence is of high importance for your? Of course,

that is definitely true.
Learning is also connected to market intelligence. It may be seen as an impulse for a

learning activity into a direction that is commanded by the market environment.

From Interview 5:
Market intelligence is not a self-contained function, so it is necessary to “start with an end in

mind”. Market intelligence can definitely bring an input to knowledge creation and to

learning processes. A learning process would mainly start if the intelligence enables the
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person to learn something it is interested in. So there has to be some affinity. Market

analyses and competitor benchmarking are products of market intelligence activities.

From Interview 6:
Key Account Management enables to produce a lot of project-specific intelligence.

There surely is a connection and overlap between market intelligence and knowledge
management.

Also customer and market intelligence is in the realm of central intelligence. The central
strategy documents, as well as central benchmarking activities are largely based on market

intelligence.

From Interview 7:
Market intelligence and knowledge management as well as organizational learning are

interconnecting. For example: competitive information is received and leads to the insight
that a competitor is designing a piece of equipment in a lighter way, which makes this
particular item cheaper. This piece of intelligence can then be used to investigate in detail if
a similar or better solution can be designed in-house. The design engineers are instructed to
search for a solution, this will imply a learning process and may even go to knowledge
creation when a solution is found and detailed.

Intelligence communication may also foster a more reflective approach to taking action,

especially in more informal, inter-personal approaches.

From Interview 8:
Market intelligence is one basis for taking successful actions, but as they say “success has

many fathers, and failure is an orphan!” The reason is that it is sort of hard to “grab”.
Commonly, “only what gets measured, gets done”. Often the mindset is “I know it all”.

But it is a way of promoting a more reflective way of thinking in the organization.

Market intelligence, knowledge management and learning are interconnected; intelligence is

seen as a stimulus to learning behaviour.
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Appendix No. 8: Refined conceptual framework on plant building market intelligence
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