é\ October 23, 2017

Open your mind. LUT.

Lappeenranta University of Technology

LUT School of Business and Management

Innovation and Technology Management

Creation of Competitive Intelligence System

Master’s Thesis

Author: Anssi Rantanen
Supervisor: Prof. D.Sc Helind Melkas

Supervisor: D.Sc. Samuli Kortelainen



THVISTELMA

Tekija: Anssi Rantanen

Tyon nimi: Systemaattisen kilpailijaseurantamallin kehittdminen

\Vuosi: 2017 Paikka: Joensuu

Diplomityd. Lappeenrannan teknillinen yliopisto, Tuotantotalous.
103 sivua, 8 kuvaa ja 6 taulua.

Tarkastaja(t): Professori Helind Melkas, Tutkijatohtori Samuli Kortelainen

Hakusanat:  Kilpailijaseuranta,  Kilpailija-analyysi, = Markkinaseuranta,

Tietojohtaminen

Taméa diplomity0 tutkii kdytannonlaheisestd nakokulmasta, kuinka rakentaa
systemaattinen Kilpailijaseurantajarjestelma tuote- ja palvelubisneksessa
toimivaan yritykseen, sekd mitkd ovat avaintekijoita Kkyseisen systeemin
implementoinnissa  ja  onnistumisessa. Kilpailijaseurantajarjestelman
tarkoituksena on Kkerdtd systemaattisesti tietoa Kilpailijoiden liikkeesta
markkinoilla ja néin ollen tarjota padtoksentekijOille arvokasta tietoa
paatoksenteon tueksi. Kilpailijaseurannan ansiosta yritys pystyy ymmartamaan
oman asemansa markkinoiden muihin Kilpailijoihin verrattuna. Systemaattinen
kilpailijaseuranta pyritaan implementoimaan osaksi yrityksen
litketoimintaprosesseja, jolloin kilpailijatiedon kerd&minen ja analysoiminen

olisi mahdollisimman tehokasta ja tuloksekasta.

Diplomityon tuloksena saadaan case-yritykselle ehdotettu systemaattinen
kilpailijaseurantamalli, jolla yritys pystyy kerddméén, analysoimaan ja
levittdméan tietoa Kkilpailijoistaan organisaatiossa. Kilpailijaseurantamalli on
luotu yhdistamalla asiantuntijoiden ja case-yritysten tyontekijoiden
haastatteluiden tulokset teoriaosuudessa I6ydettyihin malleihin. Toisena

tuloksena saadaan myds haastatteluiden ja teorian pohjalta I6ydetyt onnistuneen

kilpailijaseurannan avaintekijét.




ABSTRACT

Author: Anssi Rantanen

Title: The creation of competitive intelligence system

Year: 2017 Place: Joensuu

Master’s Theses. Lappeenranta University of Technology. Industrial Engineering
and Management
103 pages, 8 pictures and 6 tables.

Supervisors: Professor Helind Melkas, Researcher D.Sc Samuli Kortelainen

Keywords: Competitive Intelligence, Competitor Analysis, Market Intelligence,

Knowledge management.

The purpose of this thesis is to examine how to create a competitive intelligence
system for company in product and service business, from practical point of view.
Key success factors in implementing and creating a system were examined.
Purpose of the competitive intelligence system is to collect information about
competitors to create valuable knowledge to support company’s decision making.
Competitive intelligence enables the company to understand its own position and
situation in the markets, compared to its competitors. Competitive intelligence is
aimed to be implemented as part of the business processes so the collection and
analysis of information would be as efficient as possible.

As a result of this thesis a competitive intelligence system for the case company
is created. Using the system, the company is able to collect, analyze and share
competitive intelligence in the organization. The competitive intelligence system
is created based on findings from experts’ and company employees’ interviews,

combined with theory. Other results of this thesis are the key success factors for

successful competitive intelligence system creation and implementation.




ACKNOWLEDGEMENTS

What a long journey this thesis project has been. The beginning of this thesis felt
like the first days in LUT — the end seemed to be so far away. This thesis has
certainly offered much more moments of frustration and desperation than the whole
six amazing years in the LUT. However, this thesis project has taught me a lot and
overcoming all the difficulties and moments of despair have been extremely
rewarding afterwards, especially now in the end of the whole journey. There is no

doubt that | have spent the best time of my life during these six years in LUT.

I wish to express my gratitude for all the case company’s employees who gave me
a warm welcome and gave their precious time for my thesis. Special thanks to my
excellent supervisor Thomas who kept challenging me during the project. | would
also like to thank D.Sc. Helind Melkas and D.Sc. Samuli Kortelainen for
supervising me in this project and guiding me through this endless swamp and

darkness towards the sunshine.

I’m extremely grateful for my family members who have supported me during my
studies in every way possible without really understanding what | was studying. To
all the friends whom | have met during my studies, | say thank you — together we
made these years amazing. Finally, 1 wish to express my gratitude to my lovely
girlfriend Olga who tirelessly listened my engineering jargon and supported me in
my weakest moments during this project.

Joensuu, October 23, 2017

Anssi Rantanen



TABLE OF CONTENTS
1 INEFOAUCTION ...t 8
1.1 Background of the STUAY ..........coveiiiiiec e e 8
1.2 Research objectives and qQUESTIONS ..........ccviieiieieeie e 11
1.3 LMITAEIONS ...t 12
1.4 SErUCLUre OF the TheSIS.....cc.eiiiiec e 14
2 Key success factors in competitive intelligence ..........ccoeveveevveieciiese e 16
2.1 Key success factors according to different studies ...........ccccveviveieiieci e, 16
2.2 Management support and INVOIVEMENT...........cccoveeiiiie e 19
2.3 Culture, network and NUMAN FESOUICES..........ccvviieeiiiiieeseirie e e e erere e s serrae e e erbes e e s eares 20
2.4 The need and right focus of competitive intelligence...........ccoovvieieiiieiciiiiiee 22
2.5 Technological factors and data Validity ..o 23
3 Competitive iNtelligenCe PrOCESSESS .......ccviiviriirieiieieie et 25
3.1 Competitive INtelligenCe CYCIe..........oviiiieee e 25
3.2 Competitor 1dentifiCatION ..........ccoiviiiiiiie e 26
3.3 Key groups competitor intelligence need and USAQe. ........cccccververeerieereeieseeneeeenn 31
3.3.1 Recognition of the KEY groupsS ........coieeiiiiieiieie e 31
3.3.2  Definition of the intelligence NEEAS .........c.cocveveiieii e 32
3.4 Sources for competitor information and data gathering..........c.ccocooeeveiiiece e, 35
35 Information filtering and analysSiS...........ccocvveiieiciiciec e 39
3.6 Intelligence sharing and feedback.............ccooviiiiiii i 44
4 V=00 (o] (o]0 | OO RPPR 46
4.1 RESEAICN SIFTALEQY ...veviteitieiieiee et 46
4.2 Collection of MALErial ...........ccoiiiiiee e 46
4.3 ANalYSIS OF the INTEIVIBWS ..ot 48
4.4 Target organization and interviewee SeleCtion.............coeoviereinineisinccenes 49



4.5

5.1

5.2

5.3

6.1

6.2

6.3

Reliability 0f the reSEarch ..........c.oovei i 50
RESUILS ...t 52
Outcomes from the CoOmMPaNY INTEIVIEWS ........ccoviieiieieiiese e 52
5.1.1  KeY COMPELITOIS ...viveeiecie ettt ettt ns 52
5.1.2 Decisions and work processes the competitor information is needed?....... 55
5.1.3 Sources of information and its gathering ..........cccccovveveviivv s, 58
5.1.4 Received iNfOrmation ...........cccoiiiieiiiiceee e 59
5.1.5 Problems with competitor intelligence............cccoovvveveieii e, 62
5.1.6 Preferences for sharing and receiving competitor intelligence ................... 64
Outcomes from the exXperts INTENVIEWS.........cc.vcveiieiiiieie e 67
5.2.1 Things to consider when creating Cl SYStEM ..........cccoovviviieieiene s 67
5.2.2 Implementing the system and creating the culture..........ccccoccevvvevviiernnnen. 69
5.2.3 The role of technology and human.............ccccoiiiiniiiini e 71
SUMMArY OF the TNTEIVIBWS ......c.oiiiiiiiiee e 74
Competitive intelligence system for the case COMPany ..........cccocveveeerriverenrinsenen 77
System responsible and Key fOCUS grOUPS........coviieierierieneniesie e 78
6.1.1  KEY TOCUS QIOUPS....cvieiiiieieeiiie ettt ste et e et ae e snna e 78
6.1.2  Process responsible and Cl group ........cccocveveeieiieie e 79
Competitive INtEllIgENCE PIrOCESSES ......ccveirieieiieiieeee e eteeste et ste e e 80
6.2.1 Competitor identification ............ccceveiieiiiiii i 81
6.2.2  Ad NOC- PIrOCESS ... .ecvieiiii et ettt ettt re e snne e 81
6.2.3  ContinuoUS MONItOIING PrOCESS.......veeivieiiieieeiieesteesteesteesee e e srreereesnee e 84
6.2.4 Potential competitor analysis .........cccocveiiiiiiiiie e 86
6.2.5  INTOrMALiON SOUICES.......eiuiiiiiieieiie e 87
Competitive intelligence diSSEMINALION ...........ccovviiiiieiiierceeee e 88

6.3.1 Intelligence sharing and reqUESTING .........cccorererererinenieeee e 88



6.3.2 Competitor profile and NEWS fEEd .........ccoveiiiiiiiirie e 90

6.4 CURUTAL FACTOTS. ... 92
6.5 TechnOlogICal TACLOIS .........oiiiiieiece e 94

7 CONCIUSIONS AN ISCUSSTON ...ttt 96
7.1 FINAINGS .ottt e e re e e ra et 97
7.1.1 How to create a systematic competitive intelligence processes.................. 97

7.1.2 The key success factors in creation of competitive intelligence system.....99

7.2 RECOMMENUALIONS ..ot 101
7.3 FULUIE TESBAICI ...ttt 102
RETEIEINCES ...ttt bbbt b bt n et b bt nb e 104

AAPPEINTICES ...ttt bbbt b bbbttt bbbt 110



1 INTRODUCTION

1.1 Background of the study

During the last decades globalization, markets polarization and shortening product and industry
lifecycles have shifted the competitive positions in the markets for many companies. The
transfer from product to service focused business models has especially significantly affected
to companies’ competitive position during the last decade (Fong 2012). New kind of threats
have merged to markets (Ho & Lee 2008). Traditional companies in product business with
strong market shares have been challenged by startups with new service based business models.
Globalization and strong economic growth of developing countries challenge the old western
countries in global competition. Globalization has opened totally new possibilities for the

companies and competitors (Ho & Lee 2008).

All these changes have a particular effect to the competitive situation and therefore indirectly
affect how companies react and see the role of competitor analyses (Fong 2012). While
companies are constantly changing their services and messages, companies see the need of
competitive intelligence more important to maintain the edge in today’s unpredictable economy
(Johns & Van Doren, 2010). In rising competition, companies must be more aware of
competitors and their moves on the markets (Pirttild 2000, s. 25). Understanding the
competition and competitors’ strategies helps companies adapt to market changes and shifts
more easily and gives them greater advantage to re-invent themselves (Brannen, 2004; Johns &
Van Doren, 2010). Real world examples and scientific researches prove the danger, when

companies are unable to identify their threats on the markets (Pirttila 2000, s. 25).

Competitor analysis and monitoring is a part of a company’s strategic work to understand where
their competitors are going and what their probable future intentions are (Fong 2012). As Johns
& Van Doren (2010) explain, knowing your competitors will prepare the sales team, customer
service reps, product development team, operation and marketing team to incorporate the
information in their jobs so that they are able to make the right strategic decisions. When
competitive intelligence is properly utilized and companies understand competitors, it provides
credibility with customers as well. In today’s world, where services are increasing in

importance, someone is constantly creating better and newer ideas and services. Therefore



competitive intelligence must be a firm wide culture where everyone is involved in
continuously monitoring the competitive environment (Johns & Van Doren, 2010). Companies
must understand who the main competitors are in any given moment (Pirttila 2000, s. 25). Even

more important is to anticipate and understand who the competitors might be in the future.

The Society of Competitive Intelligence Professionals defines CI as “the process of ethically
collecting, analyzing, and disseminating accurate, relevant, specific, timely, foresighted and
actionable intelligence regarding the implications of the business environment, competitors,
and the organization itself” (Boncella, 2003). Competitive intelligence capability remains
crucial in an increasingly globalized, information-driven, knowledge-based global market place
that constantly changes (Herzog, 2007; Liebowitz, 2006). Volume of digital information has
grown rapidly and is constantly increasing (Fleischer 2008). Finding data is not the problem
anymore - understanding and recognizing the sources is. Smart utilization of data and
information sources help organizations succeed in this task to create value for the company. To
make sense of all the information and create valuable competitive intelligence to support
company’s decision making in a business world where information flow about products,
services, messages etc. is overwhelming, a company needs a smooth procedure for competitive
intelligence (Johns & Van Doren, 2010).

Competitive intelligence is a multi-dimensional subject and it concerns almost every business
function in the company. Strategic management, product development, customer service and
sales are the mains users of competitor information. If a company wishes to change its strategy
or develop new products or solutions, it needs to compare itself to its markets and its
competitors. This research focuses on the creation of a competitive intelligence system. The
need for the research topic came from a medium sized Finnish company operating
internationally in manufacturing and solution business. A research gap in the creation of
competitive intelligence system was noticed, creating a need for the chosen topic. Alongside
the research, theoretical parts serve to create understanding for the reader about competitive
intelligence processes and the basics of the knowledge management. This will especially help
the readers who are not familiar with the intelligence cycle processes or competitive
intelligence. The empirical part was conducted by doing interviews inside the company and

with experts. The purpose of employee interviews was to understand the present situation in the
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company and to find out the best practices from the employees’ perspectives. The purpose of
interviewing experts was to support the theoretical part and to get the present understanding of
competitive intelligence systems creation. Information about practical factors related to the
creation of competitive intelligence system was also one of the key reasons why experts where
interviewed. This research focuses on creating a competitor intelligence system for the case
company, therefore the proposed system is not directly applicable to every company. The
research provides basic outlines, instructions and practices to create competitor intelligence

system for other companies as well.

In knowledge based view of the firm, knowledge is seen as an important resource and people
as the most important creators and utilizers of knowledge who improve competitiveness of the
firm. The goal of the knowledge based view is to develop mechanisms to create valuable
resources used by individuals to combine their own information with valuable knowledge
(Kianto, 2011; Lonngvist, Kujansivu & Antola, 2005). Knowledge management is a
management practice, meaning to control and develop these important processes, such as
acquiring, creating, storing, sharing and utilizing knowledge (Dalkir, 2005). These processes
are more deeply described later on, as part of the intelligence cycle and the base of the theory

and whole research work.

According to knowledge based view, the success of an organization is based on the knowledge
the organization has, how it uses it in its operations and new innovations, and how fast it can
acquire it (Davenport & Prusak, 1998). The intellectual capital can be compared to material
capital and it’s seen to bring most of the growth and value of the organization (Lonnqvist et al.,
2005). Intellectual capital consists of the knowledge, skills and experience that employees have.
Other than material capital owned by the company, the intellectual capital is owned by the
individual. Organizations structural capital consists of the values and culture of the
organization, processes and systems, and the documented information and immaterial rights
(Lonnqcvist et al., 2005). Developing networks of mutual and trusted relationships, can
knowledge management be used to support the knowledge work, done by the individuals and
information processes (Kianto, 2011; Lonngvist et al., 2005; Pirttila, 2000). What this means
in this particular case and in today’s world, is that when the information network of individuals

is supported by processes and technology, it brings the greatest value for the company. Today
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knowledge management is strongly tied on how to share, describe and organize knowledge, so
the users are aware of its existence and can use it without problems. The difference between
knowledge and information management, the knowledge management consists also tacit
information which is experience based (Dalkir, 2005). Digitalization and the development of
technology have increased the information vastly. The successful organizations of today are
learning from their mistakes and strive to systemically utilize the knowledge management to
create value from the information and thus increase the competitiveness of the organization
(Dalkir, 2005).

An organization’s success is based on its ability to control, manage and exploit knowledge in
its business (Kogut & Zander, 1992; Pruska, 2001). Data, Information and Knowledge are often
understood as the same thing, but there is a difference in a business context. Information alone
is tightly connected to individual’s beliefs and values, which separates it from knowledge.
Knowledge is defined to be a mix of experience, values, fact information and expertise, so it’s
based on information that has a context, interpretation or understanding. Knowledge and
information are both more valuable than raw data, which includes only letters or numbers
without any specific meaning. Simply said, information and knowledge has more value because
they include more human participation, which creates understanding and therefore value.
Organization’s knowledge is built when existing information is combined with individuals
experience, expertise and knowledge, and then shared with others in the organization (Nonaka,
von Krogh & Voelpel, 2006). Individual’s knowledge needs to be made visible for others —
combined with the routines and common knowledge base of the organization. More knowledge

will be created when individuals internalize the new knowledge and share it with others.

1.2 Research objectives and questions

This master’s thesis focuses on analyzing the competitive intelligence system practices and
implementation in a company operating in manufacturing and service business. Based on the
employees’ and experts’ interviews a competitive intelligence system for the case company is

created.

The purpose of this study is to propose a competitor intelligence system for the case company

and identify what are the key success factors while creating and implementing a competitive
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intelligence system. The system will help the case company to collect, analyze and share
competitive information more efficiently and therefore provide essential intelligence for
different business units’ decision-making processes. Additionally, the conclusions of this thesis
help the company focus on the key success factors while implementing the system. The findings
of this study will be used in the creation and implementation of the competitive intelligence
system in the case company afterwards. Also, results should provide a practical base for other
companies, creating and implementing their competitive intelligence systems. Proposed
intelligence processes are created especially for the case company and using them in other

companies in a same form should be carefully considered.

In the empirical part, interviews with the case company’s employees and external experts were
concluded. The aim of employee interviews were to understand the employee’s intelligence
usage and need in work processes and also their other preferences related to the competitor
intelligence processes. The expert interviews are meant to support the theory and especially
provide practical insight to the system creation and implementation. The aim of the theoretical
part is to create an overview about the key subject and understanding where the scientific

research is now. Therefore the theory creates a framework for the empirical study.
To attain the goals of the research, two research questions are formulated

1. How to create a competitive intelligence system?

2. What are the key success factors in creation of competitive intelligence system?

1.3 Limitations

Managing competitor information is a part of the company’s knowledge management practices.
The knowledge can be seen as an object or as a process. In objectified knowledge the attention
is mainly focused on building and managing the data warehouses and technological information
management. But when the knowledge is seen as a process, the attention is focused on the
creation, sharing and storing of knowledge, and the management of these. In this case the
knowledge management represents a systematic approach and view to utilize the knowledge
capital of the company. It also provides tools for the organization to create value, when the
existing knowledge is combined with the knowledge, experience, innovations and ideas of an

individual. These are also the main mechanisms of new knowledge, alongside with learning
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(Dalkir, 2005; Kianto, 2011). This master’s thesis focuses on studying competitive intelligence

from the process point of view.

The model below demonstrates the most essential parts of the knowledge management model.
(Oliver et al., 2003).

Organization

enviroment

Organizations
Knowledge
—»  knowledge &
processes
know-how
Technological T
Infrastructure
Measuring & Feedback

Figure 1. Knowledge management model (modified from Oliver et al., 2013)

The model describes the two organizational factors: Organizational environment and
technological infrastructure. Organizational environment describes the culture and management
of the organization, while technological infrastructure describes the ICT resources of the
organization. These two factors may either enable or restrict the information processes of the
organization, which enables the development of the organizations knowledge and know-how.
Purpose of the feedback loop is to give continuous information about the measures of
knowledge and strategy updates (Oliver et al., 2003).

In this thesis the competitive intelligence is studied from the three perspectives mentioned
above: processes, technological and organizational. Main focus is in the creation of systematic
competitive intelligence processes for the case company. Organizational environment is
equivalent to organization culture in this study. The most important cultural perspective will be
studied and possible actions related to this perspectives proposed. Technological infrastructure
is studied from the user’s point of view, where the focus is in the usability of the system.

Hardware or software related features are not included.
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This master’s thesis focuses on creating a competitive intelligence system for the case company,
which has 900 employees in Finland and all over the world. It focuses only on monitoring
competitors, not the whole competitive environment. The approach was chosen from the request
of the case company, which deemed that deeper understanding about competitor monitoring
could be achieved. This thesis does not aim to do a competitor analysis, but provide tools to
create the system and processes on how to turn data and information into knowledge and
intelligence. Results of this study are not applicable straightforwardly to other companies, since
the interviews were concluded in the case company and results are based on the company’s

culture and working habits.

1.4 Structure of the thesis

This master’s thesis has been divided into seven main chapters. The structure of the thesis has
been illustrated in the Figure 1 below. The first chapter addresses the background and research
problem of this study. The output of the first chapter is to introduce the research questions and
formulate the objectives and limitations. The second and third chapters form the theoretical
framework. Chapter two introduces the literature view about the competitive intelligence
processes. In chapter three the literature view about the key success factors of competitive
intelligence system creation and implementation are introduced. In the fourth chapter the
approach to this study is described. The methodology chapter includes a brief description about
the case company so that the reader can have an idea of what kind of company the competitive
intelligence system will be created. Chapter four’s main focus is to introduce the research
methods. Outcomes of the expert and employee interviews are analyzed in chapter five. Results
chapter creates the base of information for the research question and proposed competitive
intelligence system. In chapter six, the proposed competitive intelligence system for the case
company is presented. Finally, in chapter seven, conclusions and discussion and the research
questions are answered and recommendations for the case company are given. Possible future

research subjects are also mapped and the reliability of the study is assessed.
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2 KEY SUCCESS FACTORS IN COMPETITIVE INTELLIGENCE

The purpose of this chapter is to examine the most crucial factors that need to be fulfilled for
successful competitive intelligence system creation and implementation. Because of the lack
of research material related to successful competitive intelligence implementation, business
intelligence implementation researches have been used to fill this gap. While competitive
intelligence is a part of business intelligence (Pirttild, s. 13, 2000), this does not significantly
affect to the reliability of the research. Key success factors recognized in different researches
are studied in the beginning of the chapter. Afterwards most crucial factors related to this study

are studied more deeply.

2.1 Key success factors according to different studies

Certain organizational factors play a crucial part in successful intelligence processes. According
to Oktavia (2014) these factors include availability of resources, management and
organizational support, willingness to cultural change in decision-making and a clear business

need. Key success factors according to different studies are summarized in table 1 below.
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Table 1. Key success factors summarized according to different studies.
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Pirttila (2000, p. 181-182) states the key success factors as prerequisites for a successful
implementation of competitive intelligence but also for maintaining the development and
competitive edge of the company. Many of the unsuccessful projects in competitive intelligence
are due to failing in one of these (Pirttilg, 2000, p. 181-182). Stefanikova and Masarova (2014)
also stated in their article that a full functional competitive intelligence in a company requires
a well-organized network working on different parts of the intelligence processes. Michaeli

(2008) summed the following key factors of CI network success, in order of priority:

e Develop and maintain information networks

e Gain support of internal organizational units

e Excel in professional information management

e Confidentiality of intelligence products

¢ Implementation of escalation procedures

e Knowledgeable CI team

e Seamless integration of strategic decision-making

e Control CI unit’s performance with a CI scorecard

Global Intelligence Alliance concluded a study in 2004 about the distinct success factors to be
addressed when developing an effective competitive intelligence program for a company (GIA,
2004). In the company’s study the five distinct factors were seen as the most crucial ones from
the practical perspective of succeeding in competitive intelligence. Nasri and Zarai (2013)
discussed five distinct factors when developing an effective competitive intelligence program.

Factors were more or less equivalent with GIA (2004).

Adamala and Cidrin (2011) studied success in business intelligence projects. They concluded
five common factors in Bl projects which managers should monitor properly to achieve better
success. It is important to notice, that the study is more project focused than previous
studies.Yeoh, Gao & Koronius (2007) concluded a study by interviewing 15 Bl systems expert
to define critical success factor framework for implementing Bl system. Authors proposed
seven dimension of key factors, which are in line with the previous studies. In Mesaros et al

(2016) resent study about key factors affecting to successful Bl implementation concluded
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multiply studies and researchers own empirical study as well. As final conclusion researchers

found the key success factors which are stated in table 1.

As conclusion from the previous studies, many of them state more or less similar key factors
succeeding in implementation and creation of a competitive intelligence or business intelligence
system. No significant differences are found which would require deeper analysis to find the
really important and meaningful factors. Differences are mostly in the amount of factors or
how the factors are described and defined. From the research relevancy point of view previous
definition of key factors accuracy is enough. The chosen factors for deeper analysis are based
on the amount of appearance of the factors, with the emphasis being on competitive intelligence

studies and the researchers’ own consideration from the case company point of view.

The following factors for deeper analysis are chosen in order of slight priority:
1. Management support and involvement.
2. Culture, network and human resources.
3. The need and right focus of competitive intelligence.
4

Technological factors and data validity.
In the next chapters these factors are described in deeper sense.

2.2 Management support and involvement

In most of the researches studied in this thesis, the management support and involvement were
seen as one of the most crucial or the most crucial and important factors for successful creation
and implementation of competitive intelligence systems (GIA, 2004; Mandicac et al., 2007;
Yeoh, Gao & Koronius, 2007; Nasri & Zarai, 2013; Oktavia, 2014). If the competitive
intelligence was seen necessary as an ongoing process for the organization, it must be used,
prompted and recognized as a significant tool by the senior management (GIA, 2004; Nasri &
Zarai, 2013). Management board must share a mutual understanding on what intelligence really
is for the company (GIA, 2004). The greater the management’s understanding, the higher the

intelligence system success.
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Management support and involvement ensures the needed financial and human resources for
the system creation and implementation (Watson, et al., 200i; Hwang et al., 2002; GIA, 2004).
Intelligence systems are under continuous improvement and implementation in the company,
making management support even more important to overcome the organizational issues, such
as the right focus of the system (Yeoh, Gao & Koronius, 2007). Yeoh, Gao & Koronius (2007)
also stated that the management is needed in order the get a proper recognition and support.

Users tend to conform the expectations of the top management.

GIA (2014) study suggests three ways how management support for intelligence activities can
be initiated:

e Senior executives will proactively promote and support activities when they personally
take an initiative for a specific reason. Usually they are forward-looking visionaries who
see the value in a companywide competitive intelligence system.

e By getting a serious or not that serious “wake-up call” about the importance of
competitive intelligence. These situations make the executives realize the advantage of
the competitive intelligence system. Situations could be e.g. a launch of a superior
product by a competitor, which hit the management by surprise.

e The intelligence function takes initiative to launch the system. To succeed, the initiative
needs to be carefully designed and the specific value clearly defined. Varied and
individual needs of the senior management should be addresses in order to create

interest and support among the management.

2.3 Culture, network and human resources

According to Pirttila (2000, p. 183) experts and managers need to understand and recognize the
possible value of the information for other users and be willing to share it, otherwise the
information is useless if the value is not seen. In order for competitive intelligence to be
effective, it needs to reach the right people with the organization, who are willing to contribute
towards competitive intelligence. Different disciplines should be trained to carry out
intelligence tasks and to provide information on what they receive to the system (GIA, 2004;
Miller, 2001). Open corporate culture enables engaging as many organizational groups as

possible to take part in competitive intelligence practices to create awareness of its importance.
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The more fragmented the cultures are in business areas or units, the harder and more necessary
it is to create coordinated and centralized competitive intelligence. Open corporate culture
enables better readiness for managers and experts to perceive and interpret the competitive
environment, leading to better utilization of competitive information in business. Pirttild, (2000,
p. 183) and Strauss & DuToit (2010) recognized training of employees as a clear contributor

for success and embedding of the competitive intelligence practices.

Extremely important for the success competitive intelligence system is employees to understand
the rationale of it. Perceiving the usefulness of the system is necessary to motivate every
employee to become active in the program (GIA, 2013). Prioritizing projects with greatest
visible effects in the beginning of CI project would be a valuable tangible evidence to involve
and convince the executives and key users about the need of CI (Nasri & Zarai, 2013; Yeoh,
Gao & Koronius, 2007). So called “low hanging fruits” approach allows organizations to
concentrate on crucial issues first, enabling them to prove that the system implementation is

feasible and useful for the company.

GIA (2013) and Nasri & Zarai (2013) saw incentives and providing personal benefit important
to motivate employees. Giving feedback, awards and awareness (for whom and for what the
information is needed) are examples of incentives and motivating employees. In addition to

previous, GIA (2013) mentioned trust as a prerequisite for effective cooperation.

When relationships in the organization are grounded in honesty and commitment, the flow of
knowledge will be fluid (GIA, 2013).

Having a right manager is critical for successful implementation of competitive intelligence
system. The managers need to possess an excellent business acumen to foresee the challenges
and change the course accordingly. Especially understanding on strategic, operative and tactical
needs but also technological aspects of the system is crucial (GIA, 2013; Yeoh, Gao &
Koronius, 2007). Top management’s approval and trust to the manager is the key foundation of
a successful intelligence program (GIA, 2013). Herring (1998) stated the following about the

human resources in competitive intelligence:
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An Intelligence Manager’s business experience and credibility in the eyes of top management
cannot be emphasized enough. It is essential to have qualified people in the intelligence
program. The staff must be trained and dedicated. They must be capable of carrying out a

variety of basic intelligence activities in a professional and proficient manner (Herring, 1998).

Systematic (official) and unofficial (tacit knowledge) competitive intelligence networks should
work in balance in order the CI system to be successful. Unofficial but effective “mouth-to-
mouth” information sharing will evidently be part of the competitive intelligence practices,
which should not be paralyzed but supported and utilized in symbiosis with the official system
(GIA, 2013; Pirttila, 2000, p. 182). According to (Pirttila, 2000, p. 182) securing lateral
connection between networks and organizational groups enable cooperation between different

organizational units and personnel.

2.4 The need and right focus of competitive intelligence

Herring (1998) stated the purpose of the system as the most important element and key factor,
in order for the intelligence system to be successful. The system implementation should be
aligned and directed by the long term strategic vision and a real business need of the company
(Yeoh, Gao & Koronius, 2007; Adamala and Cidrin, 2011; Pirttil4, 2000, p. 181). Solid
business case provides motivation for employees to adapt to the system and to change their
existing methods (Yeoh, Gao & Koronius, 2007). Nasri & Zarai (2013) also stated, it’s
important to be clear why the information is needed (purpose), how it’s acquired (process), and

what kind of information is used and where it’s located.

The success of 90% of our project is determined prior to the first day. This success is based on
having a very clear and well-communicated scope, having realistic expectations and timelines,

and having the appropriate budget set aside (Yeoh, Gao & Koronius, 2007).

Intelligence solutions must be built with the end users in mind, as they are the ones who need
to use it (Adamala and Cidrin, 2011). Therefore, identifying these needs in the beginning of the
project is a critical success factor for the implementation of the system (Herring, 1999; Pirttila,
p. 182-183, 2000). According to Pirttila (2000, p. 181), intelligence focus should be in the

needs and ways how the organization’s uses competitor information, in order to utilize its
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resources effectively and to avoid nice-to-know information collection. Creation of new
intelligence and wisely applying it to existing ones is one of the needed factors in order to
succeed in meeting the intelligence needs (GIA, 2014). The intelligence also needs to be
actionable (GIA, 1997; Pirttila, 2000, p. 182-183)

Competitive intelligence project needs to be properly scoped and prioritized to concentrate on
the best opportunities first (Adamala and Cidrin, 2011). Incremental delivery approach was
seen an advisable method to implement intelligence system in a company, instead of trying to

take great steps early on (Yeoh, Gao & Koronius, 2007).

Nasri & Zarai (2013) discussed about the generic need of the competitive intelligence in five
focus areas: early warnings, support for strategic or tactical decision making, competitive
monitoring and assessment, and assistance with the strategic planning process of the

organization.

2.5 Technological factors and data validity

According to GIA (2013) technologies are a vital part of a successful intelligence program when
utilized the right way. Using technologies should not be the goal of the project; the focus should
be kept in the fundamental processes. The processes should be implemented first in order to
define the intelligence needs, identify the right resources and transform the data to the right
format. Technical tools help deal with the intelligence processes, especially in disseminating
and communicating information to users, and storing it in one place (GIA, 2013; Pirttila, 2000,
p. 160.) Tools enable people to share their information far apart and make the usage of the
system seamless. Thus, the organization is able to share and receive information anywhere at
any given time (GIA, 2013).

Managing knowledge is 10% about technology and 90% about human resources (GIA, 2013).
GIA (2013) study states that tools provide support for intelligence processes and the humans

put the processes in practice. Zack (2000) argued that if an organization is not able to

communicate intelligence in electric format, the knowledge and information won’t be fully



24

utilized. In today’s information society, utilization of information tools is crucial for business
(GIA, 2013).

Pirttila (2000, p. 153-169) states in her book that users often see the competitive intelligence
systems as too complicated and the needed information as difficult to find. This would indicate
the ease of use being an important factor when using intelligence technologies. Pirttila suggests
not to update all competitor information in the system, only the key competitors and the ones
that are seen necessary, to avoid information overload in the system. The creation of
technological tools can be successful, when all the key user groups are involved in the process
of creating the system. This would ensure the key groups being fully aware on different aspects
of the system features. Then all the possible information received outside has a possibility to
end up in the system. Group work possibilities in the CI tools would work as competitive
intelligence networking tool and possibly to enhance the unofficial information to be stored in
the system (Pirttila, 2000, p.153-169).

One of the key factors for successful competitive intelligence system creation was the value of
information and intelligence. The value of intelligence can be measured by using the following
attributes, for example (Ranjit, 2007).

e Accuracy — sources and data should be evaluated.

e Usability — enables ready comprehensions and immediate actions.

¢ Relevance — suits for requirements and needs of key users.

e Readiness — System is responsive for existing and contingent intelligence requirements.

e Timeliness — Intelligence is delivered when still actionable.
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3 COMPETITIVE INTELLIGENCE PROCESSESS

The purpose of this chapter is to examine how literature suggests on how the systematic
competitive intelligence system should be created. The focus in this chapter is to concretively
show the steps of how the systems should be made and what things need to be considered when
creating it for a specific company. Competitive intelligence system means the ways how the

whole process works.

3.1 Competitive intelligence cycle
Systematic competitor intelligence is an ongoing process where certain steps are following each
other and the cycle is repeating itself. Pirttila (2000) states the steps that companies are using

for systematic competitor intelligence, which consist of the following needs and questions:

1. Definition of information need - What information is needed in company’s decision
making?

2. Systematic acquisition of data — What is the most efficient way of collecting the needed
data?

3. Screening of essential information — How to distinguish the needed information from
the raw data?

4. Analysis of the information — How reliable the information is and what deductions can
be made from it?

5. Interpretation and drawing conclusions - What these conclusions mean for the business
and its future?

6. Sharing the information for management and decision makers — What is the efficient
way and form to deliver the information for decision makers who are able to use it for
business development and advantage of the company?

7. Redefining the information — Has the information need changed? Should it be defined

another way based on the gained experience?

Similar intelligence cycle is described in the study by Nasri & Zarai (2013). The cycle is a
common way to describe intelligence processes and cycles for identifying the need to sharing

information. The cycle provides a good starting point for a systematic and analytical process
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but does not fully consider the practical use and how the real organization works on daily basis.
Problems usually occur when a competitive intelligence system is designed based on how things
should be done to be efficient and systematic, instead of considering if the company is capable
of achieving the proposed process. In reality, most of the competitor information inside the
organization is transferred unofficially, meaning colleague to colleague conversations when the
information is needed. The competitor analysis’ made by a separate intelligence function are
not always seen as the most reliable. In studies managers have said that they are skeptical
whether they should trust the information or if it’s unnecessary for their decision making. The
most reliable source according to studies is colleagues or other personal contacts. If the
organization understands and considers that competitor intelligence system will be at least
partly based on unofficial information sharing, then it has a possibility to achieve better results

when creating a competitive intelligence system (Pirttild, 2000, p. 22-24).

Because unofficial competitive intelligence is a huge part of competitor intelligence, it is crucial
to understand how it happens. Understanding and perceiving the big picture simplifies to
combine the unofficially shared and systematically collected official competitor intelligence
information into one entity, helping to get the most out of the resources a company uses for
systematic competitive intelligence (Pirttila, 2000, p. 28).

3.2 Competitor Identification

Companies whose products satisfy the same customer need and serve the same purpose in the
minds of users, are considered rivals (Kotler 2000; Bergen & Peteraf 2003). These statements
suggest the search should be focused on functional similarities and similarities in use, rather
than in type (Bergen & Peteraf, 2003). Consumers are not only driven by whether the product
can satisfy their needs, but also how well it does it. Degree of satisfaction matters and to capture
this Bergen & Peteraf (2003) also focus on the similarity in performance. By comparing the
firms on the basis of how well they satisfy customer needs, the actual competitors can be

identified and classified from the perspective of customers (Bergen & Peteraf, 2003).

Bergen and Peteraf (2003) suggest the competitors could be identified not just by similarities
among their products, but by similarities among their resources and capabilities. Stated

principle is usually understood and accepted regarding direct rivals and close competitors. What
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IS not necessarily understood is that the resource based theory can be employed to identify
indirect competitors, such as substitutors. Product substitutes satisfy the same basic customer
needs and are functionally similar. This means that substitutes have resources similar to those
of the direct rivals, not in type but in use. Substitutes and potential entrants often present the
most formidable but least recognizable competitive threat, especially in a dynamic competitive
landscape where the additional heterogeneity is introduced continually. On the market side the
competitive commonalities are obviously germane for identifying the rivals in product markets.
But since the companies compete on the basis of their resources and capabilities, it’s essential
to look for commonalities on the resource side as well. Resources and capabilities are the
underlying competitive drivers that may expose the potential firms to produce similar products.
They don’t necessarily serve the same customer segment now but it’s a possibility in the future.
(Bergen & Peteraf, 2003)

When a company operates in a certain markets it’s essential for its business to understand the
competitive environment and the main competitors in these markets. Inability to recognize the
competitive threats for own products or services narrow the specification of the industry in
competitor analysis and the lack of identification of competition in markets has been found to
be crucial. Therefore recognition of competitors and competitive environment are absolute
corner stones of systematic competitor intelligence creation and the starting point of the strategy
work. (Pirttila, 2000, 26-28; Porter, 1998, p. 49)

Bergen & Peteref (2003) have proposed a framework to identify competitors according to their
similarity in market needs correspondence (Market Commonality) and capability equivalence
(Resource Similarity). Market needs correspondence means that competitors service or product
serves the same customer needs, whether the product is similar or not with the company.
Capability equivalence means that the same customer needs could be met with competitor’s
resources and capabilities, whether the resources and capabilities are same with the company.
(Bergen & Peteref, 2003) The framework divides competitors in four groups: direct competitors
(), indirect competitor (IV), potential competitors (I1) and non- competitors (111), see the Figure

3 below.
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A Framewoark for Competitor Identification
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Figure 3. Framework for competitor identification (Bergen & Peteraf, 2003)

In basic strategic planning, competitor definition is defined from market based (indirect
competitors) and industry-based (direct competitors) perspectives (Pirttild, 2000, p. 26). Direct
competitors correspond the same basic market needs with the equivalent capabilities and
resources. Indirect competitors correspond in the same markets but their resources are only
slightly or not at all equivalent. Companies in this category offer for example substitute or lower
quality products or services. Potential competitors have equivalency in resources and
capabilities but their market similarity and correspondence is low. These are a potential threat
in the future. (Bergen & Peteraf, 2003)

All the direct competitors what a certain company might have usually are already known by the
company (Porter, 1998, s. 49). Porter does not mention more about significant competitors but
rather focuses on explaining how to choose the potential future competitors for analysis. It could
be assumed that significant existing competitors include all direct competitors and part of the
group from indirect competitors. Also, potential competitors include part of the indirect
competitors and all of the potential competitors. The competitors on a certain moment would
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be then divided into two groups: direct competitors and potential competitors, which is also
Pirttila’s (2000, p. 26) suggestion. Porter (1998, p. 50) lists a few example groups how potential

competitors could be identified:

e Companies not in the industry but who could overcome entry barriers particularly
cheaply.

e Companies whom there is an obvious synergy from being in the industry.

e Companies for whom competing in the industry is an obvious extension of the corporate
strategy.

e Customers or suppliers who may vertically integrate backward or forwardly.

e Mergers and acquisitions that might occur among existing competitors or involving

others.

If a competitor fits in one or several of these examples, its capabilities are equivalent with the
company, which states that Porter’s (1998, p. 50) and Bergen & Peteraf’s (2003) potential

competitors are defined similarly.

Indirect competitors (market correspondence) should be monitored but not focused on too much
since continuous monitoring of the competitors over industry boundaries requires resources and
would be problematic and costly in operative work (Pirttila, 2000, p. 26-28; Bergen & Peteraf,

2003). Today’s technology has brought many advantages to monitoring competitors.

Weiss (2002) mentions in his article that there are four potential type of competitors for which
the company should develop a method to monitor. These competitors correlate with Bergen &
Peteraf’s (2002), Porter’s (1998) and Pirttild’s (2000) suggestions about direct, indirect and
potential competitor.

e Companies offering the same or similar products or services at the moment.

e Companies offering substitute products or services now at the moment.

e Companies that could offer the same, similar or substitute products or services in the
future.

e Companies that could remove the need for a product or a service.
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When choosing the key competitors for competitor analysis it is also important to notice that
managers and people from different functions define the key competitors from different
perspectives. For management it’s usually another company, for marketing a company or a
product brand, for manufacturing a machinery and its performance, for R&D a product from
the same category and so forth. Managers’ different perspectives of competitors may cause
problems when defining the key competitors and where to focus on. It was also noticed that
managers tend to focus only on direct competitors and looked at the competitive field too
narrowly (Pirttila, 2000, p. 34-37). Bergen’s & Peteraf’s (2003) framework above helps avoid
this blind spot.

In organized and effective competitor intelligence BI- unit, systematic and unofficial
competitor intelligence support each other (Pirttild, 2000, p. 37). In the table 1 below the key
points about key competitor, competitive and market trend intelligence according to Pirttila
(2000p. 38) have been categorized. The, table 1 below is divided by the time perspective.

Table 1. Key points of competitive and market intelligence

Key Competitors Competitive field & market trends

Short term. Long term monitoring.

Continuous and systematic monitoring. Trend changes in business environment.

Same customers and markets. Follow the development of substitute products

and solutions.
Careful monitoring of specific key Monitoring the competitive field development.
competitors.

Use of supporting information systems Indirect competitors monitoring

Based on managers and experts

knowledge needs.

Key competitors in a systematic competitor intelligence process should be defined by the
management and specialists who use the information. Unnecessary analyses and reports would
be minimized and the competitor information would be the right kind (Pirttild, 2000, s. 39-40).

To be successful in combining the systematic and managers’ knowledge based approach in
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competitor intelligence, defining key competitors and short term intelligence, the following

steps could be pursued:

1. Managers and specialist are asked to define the key competitors

2. Key competitor definitions are combined and a vision is formed about in which strategic
group the company belongs.

3. Competitor analysis system is designed for the limited group of key competitors.

4. Leaner method for market trend and substitute competitor monitoring is developed.
(Pirttilg, 2000, p. 40-41)

In case a competitor makes moves in the market, it’s intentions will be analyzed using the
gathered information in competitor information system. Based on this it will be determined if

counter actions are necessary (Pirttila, 2000, p. 48).

3.3 Key groups competitor intelligence need and usage.

Key groups’ purpose and their intelligence needs are studied in this chapter.

3.3.1 Recognition of the key groups

When creating a competitive intelligence system, the organization groups where competitive
awareness and the access to competition information is high are the key groups. Competition
awareness describes how aware an organization group or an individual is of the changes in
competitive environment and how actively competition and competitors’ actions are followed.
Key groups and individuals are capable of acquiring competitor information and transfer it into
knowledge, which can be used for business development decisions. (Pirttila, 2000, p. 54)
Usually the key groups are the ones in touch with business environment and competitors
operating there. The most common key groups are stated below.

e Company’s management
e Marketing and sales

e R&D

e Customer Service

e The line organizations
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e Manufacturing

When creating a competitor intelligence system, it is crucial to identify the key groups, which
are aware of the business environment and it’s changes. Also, it’s important to understand if
some organizational groups expose to competitor information but are not aware of collecting
and reporting it for others in need. Managers and experts need to have the abilities to identify
the valuable competitor information for the company. All the groups exposed to competitor
information should be identified whether they needed the information or not. Also the groups
who need the information but might not have the best access to it, should be identified. Thus
all the information can be collected and distributed for those who are in need of it. The official
systematically collected information and unofficial information would be utilized in the best
possibly way. (Pirttila, 2000, p. 52)

Pirttila (2000, p. 59-61) uses the following steps to identify the key groups of competitor
intelligence:
1. Identify the groups, managers and specialists that are naturally aware of the competitive
environment. Also those groups, managers and specialists that are not.
2. Carefully examine, analyze and categorize all the competitor information and
knowledge that competition aware groups, managers and specialists possess.
3. Define the key groups and individuals of competitor intelligence system.

After the key groups have been identified for the system, an internal information sharing
network should be created between the groups. The network would work as a base for the
competitive intelligence system, sharing competitor information and knowledge between the
key groups. Information sharing should be an ongoing and systematic process inside the
company. This network ensures that the systematic competitor intelligence process can be as
fully utilized as possible. (Pirttila, 2000, p. 59-61)

3.3.2 Definition of the intelligence needs

The cross functional team would be responsible of defining the information needs based on
firm objectives. To achieve the desired objectives, a list of questions should be created to
understand the needs of decision makers and experts. The goal is to collect actionable
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information for decision making purposes to achieve the company’s objectives. The cross
functional team should afterwards define which information is usable and which is just noise.
(Johns & Van Doren, 2009)

After the main competitors have been identified, the creation of competitor intelligence system
can begin. The first part is usually to clarify what kind of competitor knowledge is needed to
support the decision making in different situations. Herring (1999) uses a term key intelligence
topics (KIT’s) to describe the users’ intelligence requirements that are the most central ones.
KIT’s should be identified by interviewing the intelligence users about their information needs
or by a user asking for intelligence required for a particular decision. The idea is to organize,

prioritize and focus intelligence resources effectively. (Herring, 1999; Pirttila, 2000, p. 63)

KIT’s breakdown into three basic categories are strategic decision and actions, early warning
topics and descriptions of key players (e.g. competitors, customers, suppliers, partners,
regulators). (Weiss, 2002; Herring, 1999)

1. Strategic decisions and actions often provide the most tangible measure of intelligence
value and success. The purpose is to support the company’s strategic decision making
and provide intelligence, for example how competitor’s actions affect the company’s
strategy or how the competitor responded to company’s actions. (Weiss, 2002; Herring,
1999)

2. Early warning KIT’s aim to eliminate surprises that for example technological changes,
legislative changes, new entrants or competitors’ product introductions may cause.
(Weiss, 2002; Herring, 1999)

3. Key players KIT’s is usually the least actionable and simply reflects the need to better
understand the competitors. It’s basically a full competitor analysis which may include
e.g. benchmarking, financial status, products, strengths and weakness. (Weiss, 2002;
Herring, 1999)

KIT’s are usually stated broadly and therefore the next step is to break tem down into questions,
which answer to users’ intelligence needs and define the information sources. The search plans

should be constructed so that costs, time, ethical-issue and collectors’ skills are at least taken
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into account. (Weiss, 2002; Herring, 1999) To make the information more complete and more
predictive, Weiss (2002) states that it’s important to connect different individuals to more
specific and current knowledge about competitors. These could be industry experts, trade

shows, consultants, stock analysts, competitors’ customers or ex- competitors’ employees.

(Weiss, 2002)

The starting point is a top down looking review about the business entity. Defining the need of
competitor knowledge, the aim should be on what a competitor intelligence decision maker
really needs to achieve the best possible outcomes, rather than which knowledge can be used,
noticed or collected in practical decision making situations (Pirttila, 2000, p. 63) Kahaner
(1997) divides competitor analysis in four steps: planning, information collecting, analyzing
competition and dissemination. Kahaner states that the questions, to which the analysis should
answer, should be defined in the first step. These answers provide the needed competitor
knowledge that Pirttil& (2000, p. 63) mentions as well.

The challenge is to define comprehensively what competitor knowledge is really needed in
decision making. This demands careful mapping of managers’ and specialists’ work processes
(Pirttila, 2000, p. 67). Pirttila states in her book that the planning of the competitor information
gathering should be focused on existing demand, which is what managers and specialists ask
and want. It is easier to collect information that is asked rather than what is needed. This also
reflects the way managers and specialists use the competitor information in their decision
making, which is important to understand when creating a systematic competitor intelligence
process. (Pirttild, 2000, p. 68)

The demand and need of competitor intelligence differ from each other. The demand describes
the information that managers and specialists ask and is used to support their decision making.
This information is usually relevant but it’s greatly dependent on the skills of the manager or
specialist. Therefore, it may cause serious harm, for example in situations where new innovation
or technology is changing the business and relevant information is unnoticed, because of
outdated information need and competitor intelligence system. The demand of competitor
information as a base of competitor intelligence system may lead to upkeep the current systems

and prop up the current approach, instead of improving the organizations ability to process the
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information. The need of competitor information describes the information that organizations
experts an managers should really use to support their decision making. This information is
harder to define because the need can be conscious or unconscious, meaning that managers and
specialists may not recognize the need of a certain information or they may assume it’s
impossible to acquire. (Pirttild, 2000, p. 67-68)

Pirttila (2000, p. 70) lists a few ways of acquiring the needed competitor information.
e Interviews of managers and analysts
e Analysis of the company’s strategic goals and the decision making processes that are
related to those.

e Usage or different group decision making support systems.

The demand of competitor information can be sorted out to requests of knowledge
clarifications, competitor information in archives and information systems and decision making
situations in which competitor information is used. When the need and demand of competitor

knowledge is clarified, the result can be combined and to estimate:

e What knowledge should be acquired for the competitor monitoring?

e What information should be systematically stored in the system?

e What are the costs of acquiring and saving the information, and when is the benefit
smaller than the costs? (Pirttild, 2000, p. 70-72)

3.4 Sources for competitor information and data gathering

Hussey (1998) states in his article, that when competitor information gathering is done
systematically and continuously, many difficulties disappear. This is based on cumulative value
of gathering competitor information, which sometimes enables deduction to be made and to see
the information in larger perspective more easily, which would not be apparent from ad hoc
exercise. (Hussey, 1998) To be clear, individually information may not provide any business
value, but when the information has been collected and analyzed systematically before, it
enables to combine this individual information to a larger entity which may create business
value. Therefore, it’s important to carefully evaluate information’s possible value, now and in

the future. Hussey (1998) inspects why certain information becomes available and how
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understanding the causal factors motivating the competitor could lead to information sources
that are out of the ordinary. Understanding the reason behind motivating competitors to do

something may reveal extraordinary information sources.

Porter (1997, p.369-371) states in his book that there are basically two types of competitor data
about industries, which should be studied simultaneously: Published data, which today means
basically the information from the web, and the data gathered from interviews with industry
participants and observers, for example sales data from the field (Porter, 1997, p. 369). Weiss
(2002) described it as key unpublished information sources, including anyone who is in contact
with the competitor, such as own employees (sales), suppliers, customers, the competitor and
general industry experts. The most important source for competitor intelligence is the
organization itself, where sales representatives hear what customer are doing, R&D may come
across new patents and read about competitors’ technological developments, purchasing may
find out that supplier is supplying for a competitor as well and market research can give
feedback about customer requirements. Secondary sources are e.g. internet, conferences,
reports, newspapers and promotional advertisements (Weiss, 2002). In general, the amount and
usefulness of competitive intelligence follows the 80:20 rule. This means 80 percent of the
competitor information is public information, but it accounts only 20 percent of the total
competitor information that a company uses. (Ho & Lee, 2008) Based on the previous, could
be argued the most valuable information for decision makers is the one from the field and other

than public sources.

Hussey (1998) states that a competitor information becomes legally available for four basic
causes: The evidence left by competitor’s activities, competitors own need to communicate
with actual and potential stakeholders, legal obligations which make certain information public
(e.g. Annual reports), and activities of outsiders, which may not be welcomed by the
organization. These causes lead to various kind of information to become available for those
who are continuously and systematically collecting competitor intelligence. Any information
should not be treated in isolation; however trivial snippet the information is. It might be a key
factor to reveal something bigger when combined with other information. (Hussey, 1998)
Published sources have a variety of limitations: timeliness, level of aggregation, depth, and so
on (Porter, 1997, p. 371).
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Often the most relevant information comes from where the companies compete, at the level of
products and services. Other non-competing activities might be paid less attention to (Hussey,
1998). The number of published sources available varies widely by the industry. These sources
should be carefully and critically examined and always compared to other possible sources,
public and industry participants and observers. (Porter, 1997, p. 372-373) Proprietary
information is usually more insightful, since it’s collected from experts or bought from
professional research institutes (Ho & Lee, 2008). In his book Porter (1997, p. 373-374)

mentions the main public sources, which are:

e Industry studies

e Trade associations

e Trade magazines

e Business press

e Company director and statistical data

e Company documents

e Major government sources

e Other possible fruitful sources: antitrust records, local newspapers where competitor’s

headquarters are located, Local tax records.

These sources are more or less openly in web (e.g. newspapers, magazines) or accessible via a
web based services (e.g. studies, analysts’ reports). In her dissertation, Pirttil& (2000, p. 96-97)
found that the most valuable sources of competitor information for managers and specialists
were colleagues in and outside their own organization. Customers were also seen as a valuable
resource. Written sources were in the form of newspapers, commercial papers or other news
services. Competitors on publications such as annual reports and financial analysts’ reports was

also mentioned as valuable resource. (Pirttild, 2000, p. 96-97)

Pirttila (2000, p. 97) specifies that the aforementioned sources are the most valuable sources
for one company in the forest industry, the situation and the sources are probably pretty similar
in other industry field as well. The sources correlate very much with the ones Porter (1998) has

mentioned in his book. Job advertisements and people who some company is recruiting at the
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moment may reveal different important things, such as strategy changes, new technology
development focus or expansions to new markets. Patents give useful information about
products and may reveal or give some ideas about product strategy and its changes or
investments in R&D. When trying to understand a multinational company’s behavior in a
certain country, it’s important to understand it’s background and study the parent of a subsidiary

as well. (Hussey, 1998)

Even though every source of competitor information is interesting to know and track, it is most
important to identify and understand the sources that the managers and specialists are using as
prior sources in their decision making and work processes (Pirttil4, 2000, p. 94-95). The amount
of time and resources should be related to the use and importance of the needed information.
(Hussey, 1998). Working habits and the ways the managers are used to using the competitor
information are especially interesting, because they give more precision for the way how the
competitor information is used in the company and how it’s been processed to competitor
intelligence (Pirttild, 2000, p. 97). The usage of competitor information sources explains well
how the people in the organization need to manage and filter their information overflow. The
used sources also tell a lot about the reliability, precision and applicability of the information
sources for different purposes. (Pirttila, 2000, p. 97). In order to take advantage of such
situations, Pirttila (2000, p. 95) explains that it is crucial to interview the managers and
specialists and ask specifically in which processes and decisions they use competitor
information and what are the most valuable sources to get it. Porter (1997, p. 371) states that
it’s important to understand the basics of the industry or field to maximize the value of the field

interviews.

When you have a framework for how to assemble data from different sources, the second
important thing and strategy question is how to develop data sequentially in each area.
Experience has shown that it is for later benefit to roughly understand the general overview of
the industry. Broad understanding can help researchers to spot more important items of data
when studying sources and organize data more effectively as they are collected (Porter, 1997,
p.369) Multi-document text summarization that collects and analyzes information from

different diverse sources of the internet can be used to summarize competitive intelligence. This
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enables business applications such as competitor position analyses on various aspects of

business and to compare company’s own position with competitors. (Chakraborti & Dey, 2014)

3.5 Information filtering and analysis

After the data and information collection, everything needs to be collated to build a complete
picture about the competitor. Before collation, data and information need to be assessed for its
accuracy and reliability, then linked together with previously collected data, to identify possible
trends and patterns. Even if the data cannot be connected to other data to create a complete
picture, it may still be valuable. Everything should be kept in a format that could be used later
on. Different data may give different answers, but when they are assessed together, it should
provide answers to the question from the intelligence user (Weiss, 2002). The company should
modify its strategy and behavior depending on the knowledge that the competitor analysis
provides (Simkin, 1996).

For the actual competitor analysis where data and information is turned into intelligence,
different approaches are proposed in studies. The most known one and probably the most used
one is Porter’s (1998, p. 47) response profile, which focuses more on strategic level analysis.
This and another framework from Ho and Lee (2008) are discussed in the following chapters.

In the article The DNA of industrial competitors Ho and Lee (2008) create a strategic approach
called The DNA analogy. Its purpose is to analyze competitor’s strategic actions when the
business environment changes and rivals make movements in the business ecosystem. The
analogy is based on an idea that a company carries certain traits that have been embedded inside
it and are difficult to change within a short time, which implies companies exhibiting patterns
of deliberate or emergent strategic behavior. The proposed approach to emulate company’s

competitive DNA is based on value chain activities and includes (Ho & Lee, 2008):

1. Determine the scope of the industry and identify major competitors
2. Define the value chain and value activities for the target industry.
e R&D, Manufacturing, Design, Distribution, Marketing etc.
3. Collect business intelligence and describe the value DNA of each competitor.

e Suggested sources are journals, reports, consortia and experts of the industry.
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4. Explain the competitors’ behavior using the value DNA.
e Historical success, withdrawals and other strategic maneuvers in the past should
be considered.
5. Assess the competitors’ responses to your firm’s strategic alternatives.
e Scenario simulations are extremely useful for business planning purposes. (Ho
& Lee, 2008)

In Porter’s (1998) famous framework, positioning a business to maximize the capabilities and
separate it from competitors is essential for a competitive strategy. One part of developing own
strategy is to know the competitors, which is done through competitor analysis. The idea of the
competitor analysis is to reveal what the competitors’ strategy might be, what kinds of strategic
changes may occur, how competitors may react to changes on a competitive field such as
industry trends or other competitor’s strategic changes. (Porter, 1998, p. 47)

In his book Porter (1998, p. 47) suggests seeking answers to the next questions:

e What is the purpose of competitor’s strategic move, its consequences and how seriously
it should be taken?
e Against which competitors should we fight?

e What areas to avoid because competitors reaction might be emotional or desperate?

Despite the clear and sophisticated competitor analysis and its necessity, decisions are often
based on intuition and management’s experience. Usually intuitive analyses are done because
relevant data is not available. Management may think they know everything about competitors

and that systematical analyzes are not possible in real life. (Porter, 1998, p. 47-48)

Porter (1998, p. 48-49) divides his famous competitor analysis framework in four diagnostic
components, which together create a response profile on how to act against a certain competitor.
These are competitor’s current strategy, capabilities, assumptions and future goals. The last two
are usually forgotten if a company does not have a systematic way of analyzing its competitors.
(Porter, 1998, p. 48-49) The competitor analysis framework is described in the figure 4 below.



41

What Drives the What the competitor is
Competitor doing and can do
FUTURE GOALS CURRENT STRATEGY
At all levels of How the business is
management and in currently competing

multiple {n:ensiﬂns

COMPETITOR'S RESPONSE PROFILE

Is the competitor satisfied with its current position?

What likely moves or strategy shifts will the competitor make?
Where is the competitor vulnerable?

What will provoke the greatest and most effective retaliation by

the competitor? \

ASSUMPTIONS CAPABILITIES
Held about itself and the Both strengths and
industry weaknesses

Figure 4. Competitor response profile (Porter, 1998, p. 48)

Future goals of a competitor analysis defines the possible strategic objectives that drive the
competitor. Analyses should be made on all management levels to create a better understanding
of what these goals are on different levels. The future goals analysis tells if the competitor is
satisfied with its current position and more importantly gives hints on what kind of reactions or
strategic moves it may take. With the future goals analysis, competitor’s key action could be
interfered beforehand. The financial situation, risk tolerance, values and attitudes,
organizational structure, management, the board and so on should be analyzed on business unit
level, in order to understand future goals. The idea is to understand to which areas a competitor
focuses and it’s capabilities in finance and resources. If a company belongs to a bigger
corporation, by analyzing the same areas gives perspective what might be the role of a certain
company in a bigger picture (cash cow, star etc.) which reveals also many thing how the

company might react in competitive situations. (Porter, 1998, p. 50-56)
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Assumptions fall in two major categories stated in the picture. They are competitor’s
assumptions about itself and about the industry and other companies in it. It’s important to
understand competitor’s assumptions because based on those the competitor takes its strategic
actions. To better understand competitor’s assumptions and where they are not likely to be

completely dispassionate or realistic, one may study following factors:

e What are competitor’s assumptions about its current position in the market according
to its public statements, claims of management and other relevant sources?

e How competitors organizational, historical, emotional, cultural or national values or
differences affect to its assumptions, decisions and reactions how competitors
perceives, reacts or holds on in different situations.

e What company appears to believe about its future demand and how industry trends may
affect to its business? Also how fast, slow and predictively a company behaves on these
according to its historical behavior.

e What the competitor assumes about other competitors’ goals and capabilities, does it
over or underestimate?

e Isacompetitor a creature of its habits who does not easily change e.g. common industry
approaches or an innovator who disrupts tries to disrupt the current models. What

indications does competitor’s history tell about this? (Porter, 1998, p. 58-62)

Competitors’ managements’ background and their past success or failures might indicate
assumptions on what the competitor holds about others and itself. Also historical background
of a competitor and how it has been reacted or succeeded earlier gives valuable information

about its assumptions towards competition. (Porter, 1998, p. 58-62)

Current strategy of a competitor states what are the key operative factors how the company is
pursuing its strategic goals. In the analysis statements about the current strategy should be
created to understand where the company is focusing on at the present state of its operations.

At the easiest, the main lines of the competitor’s strategy are stated on its websites. (Porter,
1998, p. 64)
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Capabilities is the final part of these four parts of a competitor analysis. Its purpose is to create
a realistic view about competitor’s strengths and weaknesses in each key area of its business.

Porter (1998, p. 65-66) suggests following points to focus, when doing SWOT analysis:

e Core Capabilities of the competitor

e Ability to grow

e Capability to respond quickly to changes
e Ability to adapt changes

e Staying power to sustain its competitiveness

Competitor’s current strategic goals will influence the likelihood, timing, nature and intensity
of competitors’ reactions. These capabilities will determine what the competitor’s abilities are

to react to different moves and changes in competitive environment. (Porter, 1998, p. 63)

Creation of a competitor profile

After the careful analysis of a competitor’s future goals, assumptions, current strategies and
capabilities, it’s time to create an overview about the competitor’s response profile. The idea
of a response profile is to create scenarios and predict strategic scenarios on what offensive

moves the competitor might initiate and what are its capabilities to do so. (Porter, 1998, p. 67)

Porter (1998, p. 67) suggests considering the competitor’s satisfaction with its current position.
Related to its future goals this might reveal if strategic moves or changes are to be attempted.
Probable moves can be deduced if some particular strategic changes might be expected,
according to competitor’s goals, assumptions and capabilities. Also it’s important to understand
the strength and seriousness of the moves the competitor might take and what the competitor
might gain if the moves are successful. The probable gain is a valid indicator on how seriously

a competitor will pursue its goals. (Porter, 1998, p. 67)

When analyzing competitors’ defensive capability against environmental changes or other
competitors’ feasible strategic moves, Porter (1998, p. 69) proposes considering competitors’
vulnerability to a certain event. The degree of which event will provoke retaliation and with

what effectiveness the competitor is capable to retaliate to the event.
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With this information mentioned above, a company is capable of defining and choosing the
areas where it wants or should compete from a strategic perspective (segments, dimensions,
countries etc.) more carefully. It would be ideal to create a strategy where a competitor is not
able to challenge the present circumstances. Also the information gain enables interfering or

mixing competitors’ ability to achieve its future plans. (Porter, 1998, p. 70)

3.6 Intelligence sharing and feedback

Final step of the competitive intelligence process is dissemination of the collected and analyzed
competitive intelligence for every decision maker and expert in the organization. Unless those
who need the intelligence about competitors do not receive it or it’s unusable, all the analyses
and gathered information efforts are worthless (Weiss, 2002). Phases in competitive
intelligence cycle are interrelated, which means that the success of one phase determines the
success of the other (Straus & Toit, 2010). If analyzed information is not usable for the decision
makers, it cannot be saved by effective dissemination, and vice versa. It is important that all
the relevant information is shared and communicated for those who need it and also made sure
it’s in right format and easily to be used for decision making. (Miller, 2001; Weiss, 2002) The
ways and frequency the competitive intelligence will be communicated depends on the
intelligence requirements and nature of the information (Weiss, 2002). It means that some
intelligence is ok to communicate in monthly emails but some information might be so urgent

that it needs to be shared immediately to decision makers.

Fleischer (2001) states several possible ways of communicating and sharing competitive
intelligence throughout a company, such as using ad hoc reports, alerts, e-mails, presentations,
news briefs, competitor folders and special memos. Weiss (2002) mentioned that
communication and information sharing can be oral, vie telephone or face-to-face meeting and
presentations. Daily or weekly emails to employees and reports or analyses placed in company’s
intranet is one possible way to share written information for employees as well (Weiss, 2012).
Holding periodic meetings for the management and discussing about key competitors, their
performance and other relevance intelligence was seen a useful way to communicate and
disseminate information in the company. Immediate feedback could be received when the

impact of competitive intelligence in management decision making could be measured in the
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meetings (Nasri & Zarai, 2013). Weiss (2002) stated that when user requirements for the
system are defined, part of this process should include an agreement how the information will
be communicated and to whom. “The essential point is that Cl needs to be used in decision-
making, and its presentation should thus aid this process (Weiss, 2002)”. Key points of
competitive intelligence should be communicated and remaining information should be

available for backup reference if needed (Weiss, 2012).

Pirttila (2000, p. 97-98) strongly highlights the value and importance of colleague-to-colleague
communication in her book. Valuable sources of competitor information are shared most often
in discussion between colleagues. Discussions, unstructured sources and unofficial information
sharing have an important role when competitor information is changed. This is a crucial thing
that needs to be taken into account when systematic competitor intelligence process is
developed. Key and sensitive groups value discussion and unofficial information sharing more
than reports. In studies it’s been noticed that especially managers value discussion and mouth-
to-mouth sources more, specialists value these as well but they also use other sources in their
work. None of the managers in Pirttild’s studies mentioned that competitor information systems
were valuable for them (Pirttilg, 2000, p. 97-98). This can be understood that the more specific
competitor information gathering and analysis should be done by specialists and then told to
managers the summary of the information. It it the responsibility of the people who are in
charge of competitor intelligence to understand what the key and most important information

to be analyzed and shared proactively, is (Myburgh, 2004).

In order to create systematic dissemination and feedback processes, an organizational culture
where employees contribute to the competitive intelligence system and understand its value in
their decision making, is required. An organization should have the right kind of policies and
procedures, supported by an infrastructure that enables information to be shared and used
effortlessly. (Miller, 1996)
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4 METODOLOGY

4.1 Research strategy

The research was made by using qualitative method with the purpose of understanding
individuals’ perspective on research questions, as experts and employees. The research is
focused on finding out the best practices of competitive intelligence in the focus organization
and in overall. The goal was to collect empirical material to support the building of competitive
intelligence system for the company. To hear the individual’s voice, qualitative method was
used. Qualitative method suits well for this kind of research were real phenomena and
practicalities are studied, how people produce these and also what are their interpretations about
the studied phenomena (Metsamuuronen, 2001). The goal of this research was to understand
company’s and its employee’s perspectives about the research questions, compare the analyzed
results with the theoretical frameworks and experts’ insights, to achieve a clear understanding

how the competitive intelligence systems should be created.

Since a suggestion for the studied company about competitor intelligence system should be
made, this study was conducted as a case study. Case study’s key purpose is to define, analyze
and provide answers for one or several cases studied (Eriksson & Koistinen, 2005, 13). Case
study fits in this purpose, as the research needs specific information about the studied subject
to create a solution for the company. Hirsjarvi, Remes & Sarjavaara (2000) supports the
previous by stating that a case study includes specific and intensive knowledge about an
individual case or small group of cases related to each other. For these reasons and facts

mentioned above, the case study method was seen the most suitable for this research.

4.2  Collection of material

The purpose of the research interviews was to understand individuals’ and organization’s need
for the competitive intelligence system, and get insights about the creation of it. To get the best
possible insights from the interviewees, a combination of a semi- structured and theme
interview methods was chosen. Tuomi & Sarajérvi (2009) mention in their book that a theme
method is also called semi-structured analysis. Some of the researchers argue there are small
differences between these methods (Eskola & Suoranta, 1998, p. 87). According to Eskola &

Suoranta (1998, p. 87) definition, in a semi-structured interview same questions are used for
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each interviewee but ready-made answers are not used as an option and everyone answers with
their own words. In theme method only the theme and a list of themes that should be gone
through, are told, but no specific order or structure for the questions or interview (Eskola &
Suoranta, 1998, p. 87). In this research this was no a significant factor and too much attention
should not be focused on terminology. If the previous definition is used in this research, theme
method would have been used for the expert interview and semi-structured for the employee
interview. In this paper, theme method is used as a term to describe semi-structured theme

method.

Questions in the employee interview frame were following the competitive intelligent cycle
phases, and to collect insights a theme interview was a suitable method for collecting. Theme
method enabled to get specific answers for specific research needs, from employees’
perspective and especially with their own words. Theme method is used when the researcher
already knows about the subject and chooses the themes according to that, so it’s based on the
framework of the research (Tuomi & Sarajarvi, 2009). Also, theme method is suitable when
answers to the research questions are based on interviewees own experience or when deeper
understanding about the subject is wanted. Therefore, theme method is a way to understand
individual’s thoughts and experiences about the subject (Hirsijarvi & Hurme, 2000). Theme
interview is used as a research method when the goal is to find out answerer’s opinions,

attitudes, ideologies and how the things are according to the interviewee (Uusitalo, 1999)

In theme interview, relevant and meaningful answers are sought to provide answers to research
questions (Tuomi & Sarajarvi, 2009, p. 75). Therefore, the themes are based on the theoretical
framework of the research. Theoretical framework was used as a base for the question formation
where the intelligent cycle phases and knowledge management model (see. Oliver et al., 2003)
affected to most of the questions. See appendix I, appendix Il and appendix I1I.

Employee interviews were conducted during the spring 2017. Employees were contacted via
email and interviews were held in quite rooms individually. Individual interviews were chosen
that everyone would state their own opinions and insights, from their own positions perspective.
Theme of the interview was told to be related to competitive intelligence and questions were

sent in advance for half of the interviewees in the beginning. This was meant to test if there was
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differences in answers if questions were send in advance but there was not. Also in the first
interviews the questions were tested, and in result of this one of the questions was dropped,
because of answers’ similarity with another question. All other questions were kept the same
and all the interviews were taken into account in the final analysis. All the questions were asked
in the same order with each interviewee. More specifying questions were asked if there was
something that needed explaining or specification. Interviews lasted between 20-50 minutes
and all the material was collected confidentially, meaning no names will be published or
answers be recognized from the research material. Answers were recorded first and later the
key points were collected to excel sheet for further analysis. If some interview needed to be

more specific, interviews were listened again.

Experts’ interviews were held with more open format. For them the questions were sent before
so they would have time to consider the answers and nothing important information would not
be forgotten. The key point of the expert interviews was to get as much information as possible
about successful competitive intelligence activities, so therefore the questions were sent before.
Questions were more of a guide line, so the expert knew the theme of the interview. Interviews
were held via Skype and both lasted about an hour. These interviews were transcribed for the

analysis. Interviews were decided to keep confidential, so no names are mentioned.

4.3 Analysis of the interviews

The purpose of the qualitative research material is to clarify and therefore create new knowledge
about the research subject. In analysis the purpose is to summarize the material without losing
any relevant information that the material includes but vice versa to create valuable information
that is clear and meaningful to read (Eskola & Suoranta, 1998, p. 138). Finding differences and
similarities from the results was chosen for the analysis method. The idea was to find
similarities from the employee interviews that correlate with experts and theory, so that a clear
picture could be created. Closest to these requirements was a content analysis. In content
analysis the material is analyzed by distinguishing, looking and summarizing commonalities
and differences. Purpose of the content analysis is to create a summarized description about the
studied subject, which connects the results to larger concept and other research results that has
been studied about the subject (Tuomi & Sarajarvi 2002, p. 105.).
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Content analysis is based on comparison and it enables a specific description of the content. In
this research the theoretical framework and research questions formed the baseline for
classification. Based on this, employee interviews were analyzed question by question and the
summary of every answer from each employee was put on Excel. In more specific analysis
employees were divided into three groups: sales & marketing, the management board and R&D,
product & service management and business developments. The division was made because
these groups were seen as having most similarities in theirs answers and it would also support
when creating the final suggestion for the company. Expert interviews were theme based so the
questions were not possible to analyze separately. Interviews were transcripted and analyzed in
three themes: Things to consider when creating competitor intelligence system, implementing
the system and creating a culture, and the role of technology and human in competitive
intelligence. After this the results were reflected to theory and conclusions drawn to create the

competitive intelligence system for the case company.

4.4 Target organization and interviewee selection

The target organization for the empirical study is a large internationally operating Finnish
company employing 850 people around the globe. The company operates in manufacturing
and service business and has all of its business operations in Finland excluding the sales units
in 70 countries around the world. Digitalization of the industry and increasing demand of
services has created a need for the company to update their competitive intelligence systems.
The purpose of this thesis is to support the system creation and propose a system for the case

company.

Employee interview choices were based on suggestions of an experienced manager and
literature descriptions of key user groups. At the end of the interview it was also asked if
employees would recommend someone to be interviewed about the subject. Total of 25 people
were interviewed from the company. Two expert interviews were also concluded and choices
were made based on their practical experience in competitor intelligence in business life.
Interviewees from the organization were chosen because they were assumed to be active users
or receivers of competitors’ intelligence and they represented different business units and
positions. Some were chosen from the business units that did not fill the criteria with purpose

of not missing any possible user or receiver of information. Sales and the management board
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were recognized to be the most active users or receivers of competitor information; therefore,
the focus was there. Interviewees are listed in the table 2 below. If the person was for example
VP of sales, he was marked in the management board, not in the sales. Criteria for choosing the
experts was their practical experience from the field of competitive intelligence, as both experts
had about 10 years of experience. In the chart below are the all interviewees and positions they

represent.

Table 2. Interviews according to sales units

Business unit Interviewed

Sales & Marketing 7
R&D, Business development, Product & 8
Service management

Management board 7
Sales unit managers (abroad) 3
Cl Experts 2
Total 25

The purpose of the employees’ and managers’ interviews was to get the best possible picture
on how things are now with competitor intelligence, how they see things should be,
requirements for the system and how much they deal with competitor intelligence. These
interviews were meant to define the needs of competitor intelligence system and also to
compare how much these needs correlate with earlier researches. Expert interviews were meant
to provide very practical perspective about competitive intelligence, its challenges and

especially to describe the role of a human and technology.

4.5 Reliability of the research

In qualitative research the main criteria for reliability of the research is the researcher itself and
therefore evaluation of reliability concerns the whole research process (Eskola & Suoranta,
1998, p. 211). During the research process all the methods and results were constantly reflected
with the instructors of the research and also with the instructor from the case company’s side.
Also another expert interview ensured about the reliability for the researcher about the

assumptions and results that had been made about the competitor intelligence system. Ensuring
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means that made interpretations are supported by other researcher or experts (Eskola &

Suoranta, 1998, p. 213). Method was especially used in this research to ensure the reliability.

The results from this research are made for the needs of the case company and should be
carefully used for other purposes. Only two experts were used to provide insights about creation
of competitor intelligence system, so to make the research more reliable more insights would
be needed to increase the reliability. All in all, the researcher sees that because of experts’ and
instructiors’ opinions about the reliability correlate with the researcher, the results can be
assumed to be reliable for the case company and partly for other companies in similar kind of

industry as well.
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5 RESULTS

This chapter includes the conducted interviews with the company’s employees and managers,
and with the experts of competitive intelligence. The purpose of this chapter is to point out the
key findings from both interview types. In the later chapters these will be turned into
conclusions. The idea with the interviews conducted with the company is to define the current
level of competitor intelligence, responsible, the requirements for the systems and needed
competitor information. The purpose of the experts’ interviews is to find out how competitor
intelligence should be done, what should be taken into consideration and what challenges can

be expected to appear.

5.1 Outcomes from the company interviews

In the following chapter the interview questions will be analyzed and the key findings from the
analysis will be written down. In the later chapters the key findings will be turned into
conclusions to support the creation of a systematic competitive intelligence process. A total of
24 interviews were concluded from different key groups to understand how users are dealing
or preferring to deal with competitor information. People from different business functions were
also chosen in order to understand how the needs and understanding of competitor information
varies depending on the position. The interviewees were asked to answer the question from the
perspective of their own position, in order to define the position specific needs. Interview
questions and desired answers are stated in appendix Il. The key groups of competitor
intelligence users were recognized to be the management board, sales & marketing, R&D,
product management and business development. The key user groups will be loosely separated
to be analyzed in three groups: 1. The management board, 2. Sales and marketing and 3. Product
management, R&D and business Development

5.1.1 Key competitors

The question “Who are the main competitors and why?” was asked to understand more deeply
how people in different units and positions see and understand the term ‘competitor’. What was
assumed according to literature, was that depending on the position, some see a product or a
service as a competitor and some see a company. Clarifying question “Do you see that the

competitor is more of a company or a solution/product/service?” was asked if the interviewee
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did not give a straight answer. The idea was also to find out who are the key competitors and is

there a common understanding between different positions.

Sales and marketing
In the sales, answers were pretty consistent between the interviewees. Basically everyone
brought up the same key competitors and shared the view about the competitor on who are the
most significant threats for the company at the moment. Also the sales didn’t have much interest
about the competitors’ organizations when working on the field; only the product, services and
total solutions matter. Thus the common view between the sales people and the sales
management was that the solutions were the competitor for them, rather than the company itself.
A few years back it was the product but the digitalization and services business has shifted
focus to solutions. What was also interesting to see, was that about half of the sales people
mentioned that the brand is a significant competitor in cases where the competitor is known,
such as in their home country. For example, one salesperson mentioned that in Finland and in

his segment half of the cases are won because of a strong brand.

Of course the companies as competitors were not totally left behind without any mentions.
Especially in bigger cases, the competitor and its background were seen as competitors or
competitive factors. A few regional managers in Finland and abroad mentioned that on a tactical
level, the competitor is a solution but on an operative and strategic level, when they monitor
their region, the company is the competitor. Some mentioned that most threatening competitors
are the ones they don’t know yet, such as startups or companies in different industries that might

penetrate to their markets with whole new business models.

One person from the marketing was interviewed and she also mentioned the same key
competitors as the sales. Her view about the competitors where that the most significant
competitors are the ones that make most fuzz on the markets. Also she saw the competitors’

marketing message as a competitor of sorts for the marketing.

The management board
The management boards’ views about the key competitors were similar with the sales. Everyone

mentioned the same competitor as the most threatening one and listed more or less the same
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competitors. Two of the managers stated that since the industry’s boundaries are disappearing,
the most threatening competitors arise from other industries and startups with new business
models, while also satisfying the same customer needs. Expectation from the literature was that
the management board sees the competitors more as a company than a solutions or products.
This would serve the big picture better and this is how they mainly saw it. Six managers from
the board were interviewed and five of them mentioned that both perspectives are important but
seeing a company as their competitor was more important for them, because of the strategic
decisions they have to make. The CTO mentioned that for him the products are more important
but the solutions are the ones that should be compared. This is understandable since the CTO
is the head of R&D of products. He also mentioned that the background of the company is good

to know in his position as well.

For the managers the company and its size and background are a significant factor that needs
to be monitored, so that there would be enough information for strategic decision making. They
also mentioned that it depends a lot on the situation and product category, whether the company,
brand, solution or a product is the competitor. There are no right answers on what the competitor
is. In customer situations the solutions is usually the main competitor but also the brand,
company or a product may resolve the deal with customer. So the managers see the company
as their competitor in strategic decision making and company level, but in other situations it
varies. There were no significant differences or conflicts between different managers of the

board and their answers.

Product management, R&D and Business Development
In the product management, R&D and business development units, the view did not differ from
the previous ones. Same competitors rose up and a particular competitor was seen as the most
threatening one. Also the competitors were different in segments, verticals and customer
groups. New business models from unknown companies and startups were seen as a threat as
well, similarly to sales and management. The interviewees also stated that who the competitors
are depends on the company’s position in certain segment, meaning is the company for example

in a defensive or an offensive position.
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Business development and product management define the competitor between the company
and solutions level. There is not a definite answer on which one is more important from their
positions perspective, as the situation depends. If the competitors have a wide portfolio
comparable to their company, it’s more of a company competitor. Then they are also interested
in its background and capabilities. If the competitor is only competing in one product group,
then the competition is between products. Business development managers seemed to see the
competitors a bit more on a company level. One business development manager mentioned that

solutions are competitors rather than companies.

All in all, each business unit and their employees had similar views on who are the key
competitors and why. It was expected that when you go higher in a company and the more
strategic the decision making is, the competitors is a company, and the more operation or

tactical level you go to, the competitors are solutions, products or services.

5.1.2 Decisions and work processes the competitor information is needed?

In this part of the chapter two questions are combined because there is not a clear line between
the answers to these questions. Conclusions from the questions are market separately, see
appendix I1.

The purpose of the second question was to understand how the employees in different business
units use competitor intelligence in their positions. The questions “In which decisions and work
processes you use competitor intelligence?” was asked to reveal the specific moment or step
when the intelligence is actually needed, which helps understand the very specific need of
competitor intelligence in different units. The purpose of the fourth question “What specific
information you would need from the competitors, if you could decide?” was to understand the
very specific need of the competitor intelligence. The one thing that rose up in every unit and
position was the sales arguments in client situations, i.e. how to argue with own products or

solutions against the competitors.

Sales & Marketing
In sales unit these sales arguments were obviously the most important thing that they would

need from the competitor intelligence. The reason was to be able to argue against competitors’
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products or solutions and especially to find out in which things the competitor was strong or
weak. With the help of competitor information, the sales pitch could be formed, to raise up the
competitor weaknesses and to fight against their strengths. Also, with the help of competitor
information, the right solutions and products could be chosen to compete against the competitor.
Clients were the distributors and end customer, so different arguments were needed. From
competitor intelligence perspective this means to understand and benchmark competitors’
solutions or product features and benefits, price, usability, competitors’ background, supply
chain’s reliability and fastness and so on. Less meaningful and more of a nice to know or good
to understand information was the technology behind the products or solutions. Also to
understand competitors financials was good to now information but not key information for the
sales. For the sales manager the intelligence about startups and where they are heading was
important. To put it together, sales needs to know how own product/solution compares to

competitors for sales arguments in customer situations.

Product Management, R&D and Business Development
Product and service management is responsible of providing the strengths and weaknesses of
the competitors’ products and solutions for the sales unit. Therefore, it was meant that they need
the information about the competitors’ products’ and solutions’ features, prices, backgrounds,
financials, sales channels and models, backgrounds, market share, and where it operates. But
this was not only for the creating of sales arguments but also to decide if or how to compete
against competitors. This was also one of the key factors in R&D to get innovation ideas from
competitor’s products. IPR rights monitoring was mentioned to be another key aspect for R&D,
so that they or the competitors are not violating IPR rights. Also IPRs were used for innovations
or to understand in which directions the competitor is developing its product portfolio. These
factors were especially important in the beginning of product development process, so that
similar or worse products are not designed or IPRs violated. Product managers and segment
business development managers also need competitor intelligence to understand where and how
they should compete, especially in product launches. Also, how to differentiate from the

competitors in marketing and sales arguments.

Overall, the need of competitor intelligence for business development is more on a strategic

level. Another business development manager mentioned, though, that he is also interested in
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sales arguments, solution features and what makes the competitor interesting in the eyes of
customers. The managers in business development need competitor information and
understanding to see where the competitors are going, so that they can make strategic decision
or provide suggestions to the management board. Also, competitor’s future scenarios, startups
and unknown competitors are cases from which the business development needs intelligence
for strategy level decision making and idea collection. One not that obvious use of competitor
intelligence was to justify and explain the made decisions for the employees in the company.

This was mentioned by business development and R&D managers.

The management board
The management boards’ need for competitor information is based mostly on supporting
strategic decision making in situations such as pricing strategy, positioning on markets,
competitors, sales strategy, where the competitor is heading, business model and portfolio
compared to their own. All the managers consistently stated that the needed intelligence is for
strategic decision making and to support the big picture decision making now and in the future.
The CEO stated, that for him, the most interesting thing to know is: what is competitor’s
strategy, what are their long term goals and what are they capable of in long term. The sales
and export managers also stated that the sales arguments are important for them and to
understand competitor’s strengths and weaknesses on a higher level. Sales situations could be
supported in home and exported by knowing about the competitor’s distribution, sales strategy,

pricing and how much they are able to change it, background, business and operational models.

From competitor’s background it is important to know its capabilities now and in the future,
and what it’s capable of offering in tendering Situations ahead. Also, what the customers think
about competitors, how they serve the customer needs and what competitor’s value proposition
is. Financials were obviously a part of the management’s competitor intelligence, also the
changes in employees or problems inside the company may indicate something. One country
manager told that if competitor changes its process up or down, this is interesting to know as

well.

Also some competitor information is needed in order to report the situation in markets to the

group directors.
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5.1.3 Sources of information and its gathering

To better understand how the employees seek and gather information about competitors, the
question “What are the most important sources to get competitor information?”” was asked. The
most common answer was: from the salespeople or other people working on the field and the
internet. Two other used sources or methods were industry fairs or seminars and competitors’

product testing and inspections.

Most of the employees in different business units relied on competitor intelligence heard from
a colleague, which was usually on person in sales or product management. Sales people hear a
lot of information from the customers and distributors that cannot be found from anywhere else,
such product launches, pricing, solutions features or competitors weaknesses. Basically every
person from each unit mentioned that sales are the most valuable sources of competitor
intelligence for them. Sales get the competitor information usually from the customers,

distributors or project managers

Internet was the second most used source of competitor intelligence. Every person from each
business unit searched information from Google for their needs. The sources were pretty much
anything that could be found about the competitor from the internet, such as competitor’s
websites, news articles, social media and so on. Everyone made this kind of research manually,
so the results and value depended much on the individuals’ searching skills. The management
board searched annual and financial reports and other public information from the internet as
well and used websites to get the information. The only technology that the company used was
a media monitoring system that scanned media from only one country according to given search
words. This was not given too much value, even though it should have been the most effective
automatic collector of competitor information. This tool was mostly used by the product

management and business development.

In R&D, competitors’ products were tested and inspected if seen necessary. This process gave
valuable information about the possible prices of the products and also ideas to innovate. For
IPR’s there was a partner who did monitoring about the IPR violations and interesting patents

that competitors might have.
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Industry fairs and conferences were also mentioned by many but the value of these sources
varied a lot. It depended on the skills of the person who was there to gather the information and
more importantly what information was available, for example if there were new competitors
presenting their offering. The management board sometimes receives competitor intelligence
from the groups’ directors. This information is usually related to overall situation in different
markets, rather than a specific competitor. Some of the employees stated that usually when
some interesting news about the competitors is received, a good way to learn more is to use
own contacts inside and outside of the company, as a source. This was told to be an effective
way usually. Below this chapter the competitor information sources are listed.

e Industry Fairs and Conferences (what new is coming, trends & technologies)

e Sales (information from the field, usually from customers, distributors or contractors)
e Internet (competitor homepages, google, etc.)

e Colleagues (email, forums, calls, conversations — unofficial conversations)

e Reports from the group directors.

e Media Monitoring (Social media, news, etc. only from Finland)

e Own contacts (Outside & Inside organization)

e Annual and Financial reports (from internet)

e Product testing and Inspections (Testing unit, R&D unit)

e Contractors & Architects (what their customer want and what competitors offered)
e IPRs (patent information, provided by a partner company)

These are the most often used competitor intelligence sources. This lists’ competitor
intelligence sources are comparable to the sources that are mentioned in the researches related

to the topic. This will be discussed later on in the results.

5.1.4 Received information

Idea of the question “What competitor information you receive, even you don’t need it?”” was
to figure out what kind of information moves in the company. Outcome of this was that
employees don’t really receive any information that they don’t need. This need included the
information that is between “need-to-know” and “nice-to-know”. Since the company does not
have any competitor information system where to share the information, it’s possible that

employees did not use full consideration that some information should be shared, even though
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they don’t personally need it. Anyway, each person mentioned that if they see some information
that they think would be useful for someone else, they share it. A common thought was also
that there is not enough competitor information that is needed. For this the reason there were a

lack of competitor intelligence systems and activities.

Sales & Marketing
For sales, the best sources of competitor information were the customers, distributors and
product management. Usually this worked the way that sales asked information from the
product managers, whose work is to provide it. From the customers and distributors, the
received information is about prices, usability of the solution, competitor’s solutions
capabilities and where the competitor is heading with its products. This kind of information was
told to come from many directions but it’s not systematically shared, so the information is
separately in employees’ minds and computers. To unite all the small sources and to draw
conclusions from there, would be a great asset. Two salespeople also told what they have heard
of competitors’ sales tactics and arguments, product features and what problems they face, from

the customers. Technical details are revealed by customers or sought from the internet as well.

Product Management, R&D, Business Development

In product management, the information was most often from the sales and R&D. The
information from the R&D was related to the product features, costs, weaknesses, patents,
certificates or whatever could be found out from the inspections or testing. This information
was not systematically handled or shared anywhere, so usually only the person who asked the
information got it. R&D manager’s interview confirmed that their unit gets its information
from systematic tests and inspections of the products, which especially helps the product
management. Product management got also scattered information from the sales, which could
be related to strengths and weaknesses, product launches, pricing and what the competitor might
be doing. Portfolio manager also stated that he receives information about competitors’
positioning and overall appearance in the media from marketing. He said that 10% of the
information he receives, he needs by himself and for the rest he tries to share to everyone who
might need it, but the lack of a system does not make it efficient.
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The two business development managers had different responsibilities. The other one was
focused on developing a specific segment and the other was focused on more on overall things.
This explains the differences between their answer, as one of them told that he did not really
receive any unnecessary information; everything he received he needed and shared with others.
The other manager told that he receives information about specific product features, market
expansions, competitor’s backgrounds and financial development. All of this is not necessary
and will be shared forward for the ones who need it. The same manager also mentioned that
there are a lot of competitor information inside the management board that slowly comes to
others or is not shared at all. The interesting fact here was that he was not sure if the
management board themselves understand this problem.

The management board
The country managers in sales unit received information mostly from their home markets,
which basically means the sales. This information was related to competitors in sales situations,
such as sales setups, prices and other scattered, country specific information. Two of the
managers told that they don’t really get anything from the product managers, one told that he
received product feature information. This was because of country managers’ own activity.
Everyone agreed that most of the information is from the customers. The other received
information about the backgrounds, capabilities and financials of the competitors. The group
provided some overall information about competitors and the markets. Other scattered
information about product launches etc. came from the industry fairs. There was a common
thought that the product management should provide them with more information about

everything and the information should be collected into one place.

The management board in Finland receives information about the sales and distribution
strategies, and business models of the competitor. From tendering situation prices and
competitors’ solutions’ features are received in home and export markets. Some of the managers
have also access to financial data of the competitors and analyst reports. Other information is

about product strategies, sales increases, most important competitors and their positions.
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5.1.5 Problems with competitor intelligence

The purpose of the question “What kind of problems you face, when dealing with competitor
intelligence?” is simply to imply the issues that the employees face when they are needing or
dealing with the competitor information. The expectations, that the lack of quality information
(knowledge), information overflow and a systematic way of collecting it, would be issues in
the company, were true. Although problems appeared to be also: the employees don’t know
from whom to ask or where to find the information, reliability of it information and the lack of

analyzed information.

Sales & Marketing

In sales the biggest issues were the reliability of the information, lack of existing information
and a system where to store it. Reliability was the biggest issue related to competitor
information and especially the reliability of the information what is received from the
customers. For reliability issues there were two cases. One of them was the trustworthiness of
the source: there was no known source or it was only from a one source, usually from the end
customer. The other, but a quite similar one, was that there are different opinions between
individuals about what is the right competitor information. A conclusion could be drawn that
when dealing with competitor information that is from the customer, one should critically
evaluate its trustworthiness. Lack of knowledge and overload of information were seen as a
problem. Information overload was explained by saying that there are lots of information related
to competitors but only small part of it is useful, since it’s not filtered, analyzed or at the right
time in the right situation. With lack of knowledge the salesperson mean the quality of the
information, that there are not enough reliable information about competitors that they could
use to support their work. One mentioned issue related to this, was that there are no systems or
responsible people from where or whom to get or give the needed knowledge in analyzed form.
Also the salespeople did not know what knowledge was available since there are no systems to
check. The lack of knowledge is the result of the existing competitor intelligence activities,
which are inadequate in the company. To put it together, in sales, the biggest issues are lack of
knowledge, information overflow, reliability of information (sources needed), lack of analysis,
responsible and the collective system to share the knowledge.
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Product Management, R&D and Business Development
In business development, product management and R&D, the answers about the issues related
to competitor intelligence were more or less the same. Reliability of the information decreases
when it spreads from person to person or it’s been analyzed. Many stated the same problem,
which was that there are no places or systems where the information would be available, nor
any process how it would be collected and shared systematically. One business development
manager said “As a new person in the position where | need competitor intelligence for the first
time, I have no idea where to find it, expect asking from colleagues”. Some analyses had been
made but the problem in those were that the competitor information was too focused on specific
things, when more overall analyses were needed from different perspectives. Also in product
management, the analyzed information arriving too late was one of the reason why the
knowledge was more or less unusable. Lack of readily analyzed, usable and on time
information was raised as one of the key issues. The information was said to be divided for
different individuals all over the company, but no one knew what information existed in the
company. Also, information from market differences abroad, software and hardware
comparison was needed more. One business development manager mentioned that “Competitor
intelligence is usually made for individual’s need and that is seldom usable for anything else,
the knowledge should be a thing that would easier for everyone’s work, not only individuals”.
In R&D, business development and product management, the biggest issues were the lack of
analyzed information, the lack of system to share and collect information, reliability and wrong

kind of analyses or bad timing of them.

The management board
Like expected, the management board mentioned the same issues than the two previous groups.
The main focus that most of the interviewed board managers stated was in the reliability of the
information and lack of filtered and analyzed information. Without analyzed information one
manager stated it’s hard to use it to support decision making or decide how to act. For reliability
two managers continued, that it’s hard to share information if it’s rumor and not necessarily
true, and it’s hard to prove it. Contradictor information also causes harm for the board managers.
Lack of analyzed information is emphasized in the managed boards working because they have
even less time to analyze any competitor information. Knowledge about the most important

issues for decision making should be analysed and ready to use for the management. Lack of
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resources was mentioned as one of the reasons for the lack of analyses. No system to share and
gather information, or process to systematically collect, were raised as one of the main issues
in competitor monitoring. It was clear that it was a problem, and that they needed to understand
more carefully what information is needed and what not. Also, better timed competitor analyzed
information about future was hoped. Other mentions were that it’s hard to find right
information, to know who might have information, to better know the source of the information
to estimate the reliability (a lot of information was from employees but the source was

unknown) and compare more solution and businesses than products.

To put it all together, the biggest issues in competitors’ monitoring in the company were lack
of analyzed information and information in overall, reliability of information, no system or
process to collect and share information, no focus on right kind of competitor information or

analysis, bad timing of the information and not enough information about the future.

5.1.6 Preferences for sharing and receiving competitor intelligence

The last question asked from the employees and managers was to recognize the preferred needs
and requirements for sharing and receiving competitor intelligence. The deeper purpose was to
collect the information about the features and functions the competitor intelligence systems
should include and cover. These intentions were clearly brought up in the conversations to
ensure that the practical needs from employees and managers everyday work were understood.
Clear expectations for the answers were that some kind of database system should be created,
to where all the information would be collected. This assumption was proved to be true.

Sales and Marketing
In sales there were clear preferences for sharing and receiving information. First of all, everyone
of the interviewees told that a key fact in sharing the information heard from the field is that
the step to share should be as low and effortless as possible. It should be possible to do by
phone, tablet or laptop with lowest requirements and low formality. Pictures, web links, text
and docs should be able to be shared easily. Possibility to update or draw information from
CRM to CI system was seen as a possibility by one of the salespeople, this would be done

automatically when competitor information to CRM is updated.
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Bringing competitor information from the field to business development’s or product
management’s awareness was seen as sales responsibility but this required an easy information
system mentioned before. Also, a clear person or unit to whom to share the information was
important to know. Like one salesperson mentioned “I usually share or ask information via
email but at the moment we don’t know for sure who to send or ask competitor information if
needed”. Reasons behind this importance in easiness was justified as the natural indolence and
patience of people due to the constant urgency of the sales. One person even mentioned that the
shared information to the system should not be possible to include any emotion that might affect
the content of the competitor information. This was justified with the situations when a person
might not be fully rational, for example after a lost case to a competitor.

To receive and read competitor intelligence the common thought in sales was to have a web
based system that would be also accessible as easily as possible with phone, tablet or laptop by
everyone from everywhere if needed. From there the needed intelligence could be searched first
without asking from a colleague immediately. Local market and export should possibly be
separated. Information overflow was hoped to be avoided by one person and justified as such,
that there is too much information which is not in analyzed form, thus the needed knowledge is
hard to find or analyze. Also, a common thought was that when the competitor intelligence
system is updated, a push notification or something similar would be send to email so that a
salesperson does not need to check if the system is updated. For example, weekly updates via
email were mentioned as a possible way. After the system is updated and notifications are sent,
it would be easier to discuss in meetings. Most significant and crucial news were seen important
to rise up in sales, exports and product management’s monthly meetings to make sure that
everyone is aware of the needed information. Technical sales also hoped that they would have
separate monthly meetings with the product management to update the technical information
that does not concern the other salespeople that much. In these meetings, the more sensitive

information that cannot be written down to any systems, could be discussed.

Product management, R&D and Business Development
In product management, business development and sales, the requirements about the competitor
intelligence system were similar. An easily updatable system to which everyone has access all

over the world, someone is responsible (process owners) of updating it, people would see what
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they want (categories for different units), easy process and tools to analyzes information if
needed, should contain analyzed information and it should be built in the culture and working
habits. Related to culture, one business development manager mentioned that it would be good
to be part of other tools such as sales support tools. Also, it was seen that if updates are done
by all users, it would be nice to see the names so that more information could be asked if
necessary. Since people have a lot of groups to follow, this should be considered to make the
way that it does not require too much effort to update and follow. Same notification emails were
suggested as in sales. In the business development and product management, the message about
“no extra meetings” was stated pretty strongly compared to sales. They saw necessary, that
competitor intelligence should be discussed in management board and other meetings regularly
or when it needed to know what is happening on competitive field and where the competitors
are going. Business development manager stated that “The best way to share information are
conversations and when the knowledge is not standard it’s easy to talk about it and share views”.
The same manager also said that the company needs cultural changes in the use of web based

tools, which needs to be taken into consideration.

The management board
The same requirements as in previous units repeated in the management board’s interviews.
Shared competitor system to collect the intelligence and receiving notifications on updates were
was also their preferences. The requirements that were highlighted in the management board’s
interviews were the process and system responsible who would ensure the updates (shared
responsibility was mentioned). Readily analyzed information was again very important for the
management. No extra meetings but occasional updates as part of other meetings were seen
important to inform everyone and reporting similar than with the group so that it would not
require extra work anymore. One thing that the CEO raised was the question of who are allowed
to update the system and also to receive the information. The point was that most of the people
should have possibility to do both but it should be made sure that people who don’t understand
what information can be shared, would not have the possibility. The same thing concerned
receivers; everyone should know about competitors but should also be careful on whether it’s
wise to give everyone the access. Another point here was that not all the information is
necessary to everyone so it would be good that users could choose what information they

receive about competitors. Other points about the sharing and receiving information were: the
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system needs to give clear value that it would be used, it needs to be defined what information

will be put in there and it should be down to the management to show that it’s useful and needed.

All in all, the preferences for the systems were comprehensively pretty similar in each unit.
Most important factors were to have a one web based competitor intelligence platform where
to put the information, get notifications when updated, have shared responsibility, very easy
access and possibility to update from anywhere at any time with phone, tablet and laptop,
analyzed information, different segment for different needs, conversation and updates in
monthly meetings or when it’s necessary and also to pay attention to who has an access or

possibility to update the system.

5.2 Outcomes from the experts interviews

The purpose of the experts’ interviews is to understand what possible factors or issues there are
that should be taken into consideration when implementing the competitor intelligence system
in practice. Two experts from the field of market and competitive intelligence were interviewed.
Both had about 10 years of practical business experience and insights about the subjects. The
key thing was to discover and understand how to create a competitor intelligence system that
works in practice and everyday business life. For the interviews there was no list of questions
that were strictly followed but a certain format was held so that the hoped answers and outcome
were achieved. The content of the answers varied a bit but the end message was more or less
the same. Also the experts approached the subject from a bit different perspective and therefore
they both covered a bit different things as well. The reason for this was that the background and
current positions were different. Also, the interviews did not follow exactly the same format.
All in all, the hoped questions were answered and they supported each other and the literature.
Some of the answers cover only the opinions of the other expert but most of them cover opinions
of both of them. The questions and desired answers can be seen from Appendix I1l. Questions

are analyzed below.

5.2.1 Things to consider when creating CI system
One of the first things that was asked in the experts’ interviews was that what should be taken

into consideration when creating a competitor intelligence system. While answering the
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questions, the experts also dealt with how the whole creation project should be started. In this

section these two areas will be discussed and experts’ opinions analyzed.

When dealing with the question that how the competitor intelligence system creation process
should be started and taken into consideration, the answers from experts were similar, although
expert 2 gave a much wider answer. Expert 1 stated about competitive intelligence that the
better competitors are known, the easier it is to make decision. Expert 1 stated that in order to
be able to succeed while creating the system, very clear objectives are needed. The competitor
intelligence systems’ users should be defined very carefully, so that the created intelligence
could be tuned for their specific needs. These needs need to be very carefully stated so that the
intelligence formation is in form of “need to know” instead of “nice to know”. Also, expert 1
reminded that it should be clear for what purpose the company is creating the intelligence
system, what reasons have driven the company to see that this is what we need. About these
factors expert 1 addressed strongly that it would be easier to justify for others in the company.
Expert 2’s statements addressed the same factors. He started from the factor that in the
beginning it’s important to interview the decision makers, the management board and other
users who are in key positions when considering receiving and processing of competitor
information. It’s good to understand what the situation of internal intelligence processes are and
how the information has been collected and stored at the moment. This states where the
company is now and what should be the next steps of improvement. While creating the system,
expert 1 told to ask yourself: “what is the weakest link or worst that can happen when setting
up a system?”” and “what things can make these systems unused or to fail?”, to better understand

the threats of the systems’ creation.

Expert 2’°s answers followed pretty much the same line than expert 1’s. Usually when working
with these tasks, the common question is what intelligence the company needs, which usually
leads the company to list the key competitors and what intelligence they need from those. But
like expert 1 stated, it’s more important to understand why this information is needed and how
the company wants to use it. With this the means is that the collected and analyzed competitor
intelligence would provide clear answers to the uncertain question that the decision makers
have. Expert 2 stated that “There can easily be a situation where competitor information has

been collected and stored but it has no concrete use or value in business practices”. There are a
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list of interesting things, but why this information is really needed and how we are going to turn
this into value in decision making, isn’t really thought out. Expert 2 concluded that when you
understand the reason why we want to collect this information and for what purpose, then it’s
much easier to define what information needs to be collected. This saves valuable resources
from the company and makes sure that all the hard work of collecting and analyzing information
isn’t for nothing. “In a sense, following and listing of interesting things is easy and many
corporate managers usually have a good sense about this information and the key competitors.
But that you have a clear vision how the intelligence is used, is often forgotten.” With this
thought, expert 2 explained the common situation that he has faced in practice. Managers know
exactly the key competitors and have ideas what intelligence they would need more but they

don’t have a clear answer to the purpose of the intelligence use.

Expert 1 described that it’s very easy for intelligence to become “nice to know” instead of “need
to know” and this difference is crucial to understand. The latter has real business value and the
first one doesn’t. Especially if someone else is collecting the information for the management
it’s easier to know the impact of your work when you know what intelligence your receiver
needs and for what purposes, expert 1 told. You have a clear line that the intelligence has made
an impact for the specific need. To help the work, expert 1 said that one factor could be to ask
from yourself whether you are helping to make the business grow or minimizing the risks of
losing business with the intelligence you are collecting. This would make sure that the resources

are used in the right way and you are providing intelligence that is needed in the business.

5.2.2 Implementing the system and creating the culture

When implementing the competitor intelligence system and making sure it will be used and the
value is seen in it, the cultural and organizational aspects are important to take into
consideration. When it comes to culture and implementing the system, the key findings are
discussed in this section. These two factors are most related to practice when the succeeding of
the system creation is considered. These topics aren’t that much discussed in the literature or
researches related to competitive intelligence and therefore the expert insights are valuable for
this research. Again, in the parts where the experts touch on the same issues and topics, their

opinions and insights were similar. Expert 1 discusses the topic from more of the cultural
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perspective and expert 2 has more perspective on what should be taken into consideration when

implementing the system. The discussed topics are related and similar, nonetheless.

According to expert 2, one of the most important and key factors when implementing the
competitor intelligence or any other intelligence system is the ownership. It’s crucial to point
out for all the users that competitor intelligence system has been decided to be created for a
certain reason. The reason or reasons can be anything and are dependent on the organization
but the key thing is to clearly point out the reason why the project has been started. Expert 1
pointed out exactly the same reason and stated “Be clear why the company x wants to create
the competitor intelligence process, is there a particular reason such as lost cases because of the
lack of competitor intelligence in the past.” Expert 1 continued by saying, that a clear reason
for the system makes it easier to convince people to see the value in it and use it in the future.
These were also the reasons that expert 2 stated, justifying the statements and continuing that
the clear ownership creates faces for the system and users can easily understand the existence
of it. The use and content creation also increases when users know that someone is making
decisions based on the systems’ information. Solely the reason and factors behind the new
system were not enough; at the time of publishing, training events and sessions should be
organized. People could come and see the systems’ value and function on practice. “When
employees once see that this system seems to create value and is simple to use, they could use
it in the future.” Expert 2 summarized the ownership and mentioned after the earlier statements,
that value, purpose and use should be communicated in these events clearly. “Not via email that
includes a link to the system with a message saying that here is a new system check it out”,

concluded expert 2.

Expert 1 talked about an intelligent organization which would be an ideal situation, meaning
that everything happening on the markets would be used and collected by everyone. This would
built the strategy for competitor intelligence and should be implemented in the culture. The
main point from this is to make sure that everyone is involved in the organization when the
intelligence is collected, used and updated. This is how to system becomes part of the culture,
is used and seen as beneficial. Even though the expert 1 expressed this view, he mentioned, that
it still depends on the company culture whether everything can be shared openly and people

know what is good enough to be published. For example, this defines if the Cl system can be
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updated by everyone or is some kind of ensuring needed for the publications. The challenge is
to make people use the intelligence. “Everything comes down to the management being
involved. They need to say that this is how we do it from now on.”, was expert 1’s argument

for the challenges of how to make people use the intelligence.

5.2.3 The role of technology and human

One important aspect of the experts’ interviews was to understand the roles of technology and
a human in competitive intelligence in practice. With technology, the researches mean ict-
systems and software, which in the case of competitive intelligence roughly means a database
where to collect, a system to share and especially as software to collect the information. These
matters were discussed more deeply with expert 2, who works with competitive intelligence
systems on a daily basis. Also, in this chapter the competitor intelligence system features are
discussed with experts and what kind of things should be taken into consideration so that daily
competitive intelligence operations could be supported as well as possible with the technology.

First, the role of a human and technology are discussed, afterwards features of the systems.

Expert 2 explained that competitive intelligence is a combination of the human and the
technology. In the beginning of the intelligence cycle the competitive intelligence needs have
been defined by human and when it’s time for data and information collection, technology steps
in. Expert 2 told that technology enables the analyst to automate the information and data
collection from the internet. So basically all the information and content that has been put into
a web about the competitors can be collected using wanted search words, which are related to
a competitor or an industry. Nowadays this content search with a key word a is fairly easy and
workable technic. “For example, the name of the key competitor is fed to the search algorithm
and it will search all the news, videos etc. from internet that mention the given name.”,
explained expert 2. The role of the technology would be to search all the competitor related
stuff, with the given key words that a human has defined. The amount of data and information
is increasing tremendously and for a human this kind of search would be basically impossible.
Two schools of thought exist when it comes to collecting information and data automatically.
First one is with loose filtering of information collection from the web, meaning that all the
information that might be related to wanted information, would be collected. This system makes

sure that no relevant information is missed but lot of irrelevant information would be collected
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as well. So humans would need to use more time for analyzing. Other school is vice versa; they
would set strict filtering for all the information that is collected. Information would be relevant
and less analysis would be needed. The threat is that some relevant information would be
missed. “At the moment it’s about 50/50 with these in the company. It’s all about how much

the company wants to use time for these kind of activities.”, expert 2 stated.

Expert 2 explained collecting information from the web largely depends on the industry and the
amount of competitors. If the company operates globally it usually means that there may be 20
big players as key competitors and much more local players in different countries. Therefore,
following everyone would be an impossible task and the amount of collected information
enormous. Usually in this kind of situation the monitoring has been divided into two parts: the
key competitor monitoring and other competitors. An example for key competitor may be that
all the information has been collected and analyzed, for other competitors the goal might be to
recognize possible threats for the company’s business. For example, the amount of sources

could be filtered. This is the situation when the monitoring is ongoing.

The role of the human in the intelligence cycle is to combine the information sources and
analyze their relevance. Expert 2 explained, that when the technology has collected the
information from the web the human’s role is to for example analyze relevance of the sources,
combine the information from different sources, think strategically and understand the big
picture. Human’s role is to turn the data and information into intelligence that can be used to
support decision making. The content of expert 2’s explanation is that people are able to think
if the information is relevant, what the information might tell about the competitors’ strategic
directions, or evaluate how the trends affect to competitor. The technology is not able to do this.
“When understanding the big picture and thinking creatively is needed, technology loses its
power and humans are needed. Humans are capable of combining complicated things.” stated
expert 2. So the humans create intelligence and decide the form in which it’s presented. Also,

expert 1 mentioned that he has used technology this way in his own work.

As it was recognized in the company’s employee’s interviews, sales has the most valuable
competitor information, which is heard and received from the customers. This information is

not usually available in internet, since it might be, for example, information about the sales
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models. Expert 2 stated that this kind of information would be extremely valuable when
combined and found correlation with the information from internet or with some other incident
on the markets. Expert 2 continued this is valuable if the people will share the information for
others. Usually this has been a challenge because people tend to have other urgencies or it does
not belong to their work, expert 2 explained.

To make people share the information, the bar for doing so should be set as low as possible and
technology can help with this. For this expert 2 mentioned a couple of possibilities. First of all,
the information should be able to be shared when it’s heard and for this expert suggested
benchmarking Facebook, where the information sharing is made as easy as possible. Expert 1
shared the view and argued that people are used to share and comment on information in
personal life and use. Expert 1 also mentioned that he’s been involved in a project where this
kind of social media platform was used in innovation development and it got out of hand.
“There is a need for this kind of sharing and communicating platform” expert 1 stated from that
experience. Expert 2 also mentioned that the possibility to comment would be extremely
valuable so that employees would be able to refine the intelligence. Expert 2 said this should
be possibly able to be done with mobile applications without logging into any system. It should
be able be done in 30 seconds so everyone would have time for that. If the information sharing
is even a bit harder, the step to do it increases tremendously, as stated by expert 2. Also the
commenting, relevancy and evaluations of the competitor intelligence should be as easy as
possible and preferably the less open text as possible. With this expert 2 meant that when people
need to write down their own opinions or statements, the threshold to do so increases when the
doubting of own information and relevancy starts. Expert 2 mentioned, that to make it easier,
is to have for example like and not like buttons if it good or bad and 1-5 stars about its relevancy.
The idea in this was to indicate peoples’ opinion with one click. “This would also indicate what
competitor news are needed and what not, which would help focus on right things and save

time.” Expert 2 explained.

About the competitor intelligence system itself, expert 2 explained it should be an IT/Web based
platform that collects all the competitor intelligence in one place. The system should collect
data from internet automatically but it would also be possible to add employees or managers on

reports and analysts to the system. To this system the competitor information from the field
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should be updated via a mobile app explained before. In this system, the commenting, liking
and rating features would be used. One crucial thing both experts stated was the users’
possibility to choose the competitor news from which they want hear intelligence and possible
email notifications. In other words, the system should be possible to personalized according to
each users’ interest and need. Such as it is in social media, both experts agreed. Expert 1
commented that the key thing is not to have too many or too complicated systems, one simple
system with low threshold to use would be ideal. Define the ways and timing of what
intelligence will be put in the system, expert 2 explained. Expert 1 stated that “The hard part is
not to collect the information into the system, but to make it part of the culture and stick with

the people who are using it.”

About measuring competitive intelligence, expert 1 mentioned that a ROI type of measuring is
challenging because of the winning in competitive intelligence comes in savings and risk
minimizing. New possibilities are achieved when competitors are known, although measuring
this value is challenging. Expert 1 explained that following the amount of daily users of the
system or the amount of read intelligence news gives some kind of perspective if the systems
are used. Also about the quality of information, the likes and ratings provide insights. One way
to measure could be to count the used time for competitive intelligence in the company at the
moment and then how much time and money would be saved with a system. Expert 1 explained

that this was more of an issue when considering the system creation.

5.3 Summary of the interviews
In this chapter the main points from both interviews are summarized in the tables 3 and table 4

below.
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Table 3. Summary of company interviews.

Company interview question

Key competitors

Decision and work processes
the competitor information is
needed.

Sources of information and its

gathering

Received information

Problems with competitor
intelligence

Preferences for sharing and
receiving competitor

intelligence

Key points
Product, service and solutions are main competitors on tactical/operative level.
Solutions the main competitor/threat.
Company main competitor in bigger cases and on strategic level.
Brand also a competitor, especially in home country.
Most threatening competitors are startups and companies from others industries
with new business models.
Sales arguments are the most significant needs in the company.
In R&D process when deciding product features and position.
As sources of innovation in R&D projects.
To justify decision for employees in the company.
In strategic decision making.
Colleagues were the most trusted and used one.
Sales people, they hear the most useful information.
Product management had more technical information.
R&D offered product information from inspections.
Internet widely used for all kind of research.
Annual and financial reports of the competitors.
Industry fairs and conferences.
Sales: pricing, strengths, weaknesses, sales tactics, features, usability and so on,
from customer and distributors. Country managers receive country specific
information.
R&D: Product features and pricing.
Marketing: overall appearance in media.
Product launches and new technologies from industry fairs.
Management: financials, sales and distribution strategies, business models and
competitor’s positions.
Key issue: Information overload and lack of analyzed information.
Reliability of information and its sources.
No system or responsible to collect and share information.
Not focused on right kind of competitor information.
Bad timing and not enough information about the future.
Information overflow should be avoided
Web based platform gathers all the intelligence.
Monthly updated and notifications when system is updated.
Shared responsibility and clear responsible for system.
Easy access and possibility to update with mobile.
Different segments for different needs.

Conversation and updates in monthly meetings.
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Table 4. Summary of expert interviews.

Expert interview question Key points

Things to consider when e To define for what purposes the CI systems will be created and why.
creating a Cl system/ How to o , .
. e  Understand the current situation of company’s intelligence processes.
succeed in CI
o  Define the key intelligence users and the information receivers.
e Understand the threats that could make the system fail.
o  Define specifically why a certain intelligence is needed and how it’s going to
be used.
e Ask yourself that what value is your collected information brining to the
company.
Implementing the system and e Make sure the company understands why the CI system is needed.

creating the culture e Organize publishing and training events to show the system and train

employees to use it.
¢ Involve everyone when the information is collected, used and updated.

e  Think how to make the system part of the culture and stick with people who
are using it and decide how CI should be done, together.

e Decide if intelligence can be shared openly and updated freely, this depends
on the existing culture.

e  Management board needs to be involved.

The role of technology and e  Competitor intelligence should be done with hybrid model, technology

ADTED) collects automatically the data and information according to a given key words
and a human creates intelligence from it.

e  Competitor information from the field is extremely valuable when combined
or found correlation with the markets or other information from the web.

e Make information sharing and commenting as easy as possible for the
employees. Lowers the threshold for employees to provide their opinions and
insights.

e  One system where to collect all the information, which is easily accessible.
Possibility to personalize for employees. Only the information that employees
want could be seen. Benchmark to social media platforms.

e Divide the continuous monitoring into two lockers, for example: The key

competitors and other competitors/threats.

These tables are a summary from the interviews below. Results are only directly usable for the

case company only. For other purposes results should be used with consideration.
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6 COMPETITIVE INTELLIGENCE SYSTEM FOR THE CASE
COMPANY

In this chapter the competitive intelligence system for the case company is proposed. Findings
and theory suggests that the competitive intelligence system and its activities in a company
consist of three different dimensions: Intelligence processes, culture and technology.
Intelligence processes are the processes and tools that create the base for the competitive
intelligence activities to ensure the effectiveness and transparency of how the system works.
Cultural dimension covers the working habits, management’s involvement, possible incentives
or other actions supporting the system. Technological dimension covers the ICT infrastructure
and resources. The technology supports the processes and cultural factors, especially in

information collection, storing and sharing.

Intelligence processes

* Cl processes & tools
Competitor Intelligence System

Culture

* Intelligent organization

Technology
* |T systems to collect, store and share information

Figure 5. Big picture of competitive intelligence.

Most important dimension in competitive intelligence is the culture. It’s the single most
important thing to get everyone involved in creating, sharing and using the competitive

intelligence, in order to succeed and make the system part of the culture.
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6.1 System responsible and key focus groups

6.1.1 Key focus groups

Key focus groups are the business units who need or are dealing with the competitive
intelligence the most. According to interviews, six focus groups were recognized: Sales &
marketing, the management board, business development, product management, R&D and
technical support. This supports the fact that competitive intelligence should be a companywide

activity, since the intelligence effects most of the organizational units.

From the focus groups, sales was the one which receives most competitor information from the
field. This information is the most valuable for the company because it cannot be received from
anywhere else. Therefore, it’s important to find a way how the field information could be
collected and sent to business development and product management units. So the sales has the
most important role as an information source from all the key focus groups. Also, technical

support receives a lot of competitor information from the customers.

Business development is a key focus group, since it’s on business development unit’s
responsibility to maintain the competitive intelligence activities. Also, it provides strategic
intelligence analyses for the management board, who is also a key focus group from the

intelligence need perspective.

The product management and different product managers were recognized to have an important
role as creating competitor intelligence for the sales, which basically means sales arguments.
Therefore, product managers have an important role as analyzing competitor information and
creating intelligence from it for sales unit. R&D needs competitor information and also provides
a lot of technical information for the product management.

Later on the more specific roles are discussed. It’s proposed that the sales, business
development and the product management have the most key roles in the competitive
intelligence when the information is analyzed into intelligence. CI group (explained later on) is

formed to utilize expertise of each of these groups.
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6.1.2 Process responsible and CI group

Competitive intelligence activities in a company require resources. Without necessary resources
competitor analyses can be too general, while not creating a real value for the users of their
work processes, only “nice-to-know” information. The case company did not have resources
to organize an independent intelligence unit to do the competitive intelligence activities. The
only option was to create a process where the competitive intelligence activities would have a
shared responsibility and different experts and managers’ expertise would be able to be utilized
for the competitive intelligence needs, when needed. The value and purpose of the proposed
process responsible for the case company is to share the workload and utilize the expertise of
different experts and still follow the process.

The CI system responsible is the business development unit of the case company. It will be in
charge of the overall operation of the whole competitive intelligence system. It also does the
potential competitor analyses, which will be answered later on. Testing of competitors’ products
belongs to testing unit as well. Even though competitive intelligence is a shared responsibility,

it needs to have someone who is in overall charge to ensure its implementation and continuity.

The main responsibility in competitor analyses lies with the business development and product
managers. These two units will be the task responsible in the ad hoc competitive analysis cases.
Task responsible is in charge of ad hoc process, defining the CI group and updating the analyzed

intelligence to CI system. The following responsibilities are proposed:

Business development
e The overall responsibility to make sure that the systems is kept updated.
e Responsible when it’s not clear who the responsible would be, such as when a new
competitor appears.
e Continuous monitoring of the competitive environment.

¢ Priciding necessary competitor analyses for the management team for their meetings.

Product managers

e Each key competitor should have a product manager named who is responsible of
following the competitor’s actions.



80

e To provide sales arguments and necessary analyses for the sales, marketing and
management teams.

e Create product testing plans for the testing unit and update test reports to the competitor
profiles.

The responsibilities are shared based on the employee interviews, so the expert with the best
knowledge about the competitor would have the responsibility to be the task responsible.
According to employee interviews, the product managers would have the best position to be in
charge of different ad hoc analysis processes, since they have the best knowledge and position

to do so.

Cl Group

The purpose of the CI-group is to use different experts to analyze competitor information from
different perspective to create more comprehensive and better intelligence. The Cl- group
should be formed if the task responsible is not able to answer to the information need by him-
or herself. The task responsible defines who others might be needed to know answers to the
questions. In practice, there are no specifications for the group, it can be a product manager’s
call to a salesperson or business development arranging a meeting with sales, product manager

and manager to analyze competitor’s behavior. The following steps are included:

1. Define the task responsible
2. Process owner evaluates if Cl- group is needed and who should be in it.
3. Analyze with CI- group to provide better intelligence and different perspectives.

6.2 Competitive intelligence processes
Proposed competitive intelligence processes in this research are based on the competitive
intelligence cycle described in the literature and modified according to the case company’s

needs.

Competitive intelligence processes can be divided into two different categories and needs in the
case company’s business practices: continuous monitoring and ad hoc- processes. The purpose
of these processes are to systematically create usable intelligence to support experts’ and

managers’ decision making in the company and store the intelligence into a database. The
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processes include different steps to cover the needs of the company and ensure right focus of

the intelligence.

6.2.1 Competitor identification

Bergen & Peterafs’ (2003) competitor identification matrix was used to identify and categorize
the key competitors. Based on the interview answers and competitor identification in practice,
only three competitors’ categories are proposed, instead of four which the framework suggests.

The categories based on employee interviews are:

1) Key competitors: These are the competitors with whom the competition is the fiercest
about same customers, at the moment. Key competitors should be monitored
continuously and competitor profiles created about them. Competitor profiles will be
addressed more comprehensively later on. Because the lack of resources, not too many
key competitors should be under continuous monitoring. If too many competitors are
monitored continuously and resources are not added, the quality of analyses decreases

and the competitor intelligence’s value drops.

2) Potential direct competitors: These competitors are for example startups or other
competitors who are serving the same customer needs but not seen as a great threat at

the moment. They should be analyzed briefly and put on a follow up list.

3) Potential competitors: These are competitors outside the industry boundaries. These
could be companies, such as Google and Amazon offering totally new business models.
Potential competitors should be put on a follow up list as well. These competitors create

the biggest threat that cannot be recognized easily.

6.2.2 Ad hoc- process

Ad hoc- process is created to the case company’s recognized need for ad hoc- analyses. Two
different ad hoc- categories were recognized: recognition of a new competitor and knowledge
request from an employee, which could mean for example an analysis focused on a certain

situation, just as creating a tender for a customer.
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Recognition of the competitor.

¢ In this step the recognized competitors will be defined key or potential competitors.
Potential competitors are for example a startup or a company from other industry.
e Key competitors are the competitors who are competing of the same customers.

e Responsible of analysis: CI system responsible in the case company

Knowledge requestor.

e Someone at the company who needs competitor information, usually an ad hoc
information need from sales or management.

e Responsible of analysis: Task Responsible or CI system responsible, if not clear

The following process for the case company’s ad hoc- needs is proposed.

Competitor Intelligence Process - Ad Hoc
1 Reporting bor requestor
The case
Feedback from requestor
company || cammetiter | 000 | Requestee | oo TTooTTTTTTTmTo
Patential Mo Key
competitor anakysis | campetitar?
Cl system
responsible Ve Test analysis &
reporting
f
Knowledgs need
Tasting
L
!
Decide task
responsible
l Knowledpe need to
test unit
Task
Responsible [_Y.as_ s CI- graup
neossary?
Aguire products fae
esting
Create Cl- graup e +
es
Callaction of . Product
nesded data testing?
ko Mo
Cl Group +
[IF needec!. talsk Specify knowkedge Enough Analysis &
responbile in * ) " dataincl Yes * Conclusions
charege] DBE?
¥
Reporting 801 |
database update

Figure 6. Proposed intelligence process for ad hoc- cases.
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This process covers all the competitor intelligence requests from all organizational levels and
also the recognized competitors that have been recognized. Recognition of a competitor or the
ad hoc- need can be generated from the web monitoring tools used in the company as well.

The left column in the process chart defines the responsible for the certain steps of the process.
Three different responsible groups were seen as needed in order to ensure the quality of the
competitor intelligence creation in both ad hoc and continuous monitoring processes: Cl system
responsible, Task responsible and CI group. These will be addressed more comprehensively

later in the chapter.

Before the information gathering and analyzes could be started, it’s important to understand
very specifically: what are the specific questions we need answers to and why? The reason for
this is that there are lots of data and information everywhere. Collecting all that before more
careful consideration can lead to waste of resources. Therefore, it’s very important to

understand the very specific intelligence need. Following steps are proposed:

1. Define the intelligence need and reason as clearly and specifically as possible.
(Questions to which you need answers to)
2. Define the sources and collect the data.

3. Combine information and analyze. Make sure the intelligence is need-to-know and

answers the guestions.

Product testing process as part of ad hoc- process

The purpose of the product testing is to understand competitors’ products features better,
evaluate its performance and possibly provide ideas for own R&D. Before conducting any
physical testing or inspection for a competitor’s product, a non-physical analysis should be
made to better understand what results are needed from the physical tests. This may include
searching product information from the web or gathering intelligence from colleagues.
Responsible for product testing is the task responsible (usually product manager of equivalent
product) or business development. After the non-physical inspection the physical tests will be

concluded by testing unit.
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1.  Define process owner (Product manager of similar product than competitors)
2. Do non-physical inspection and define what physical tests are hoped (what
information is needed). Prioritize your needs.
Send the product and testing form to test unit.
4.  Analyze results with other information.

Prioritization of the information needs is then the most important task for the process owner, so

that the test unit is able to understand what tests should be conducted if all are not possible.

6.2.3 Continuous monitoring process

Continuous monitoring was the second needed process that was recognized from the interviews
and literature. This monitoring process is created to keep the key competitors’ profiles up to
date and to continuously analyze their actions. The process basically works by monitoring
competitor information flow from the field and web- based sources and updating the profile

when relevant information is found.

Continuous information flow

e Competitor information from the field, internet or other sources that are part of
continuous monitoring of competitor. Responsible: CI system responsible of the case

company

The proposed monitoring process is described in the figure 7 below.
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Continuous Monitoring

-

Create Cl- group

Yeg o necesss ry?

pstemn respon
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Analysis &
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[Task responsible
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Reporting & €I
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Figure 7. Proposed intelligence process for continuous monitoring.

All the key competitors which have been chosen to be followed should be monitored
continuously. The value from competitor monitoring comes from the little by little creation of
more complete competitor profile creation, which especially enables the drawing of conclusions
from competitor’s actions to support their strategic decision making. In continuous monitoring,
the role of the analyst is emphasized. This means that he or she needs to be capable of combining
the new information with existing one, to understand how it affects to big picture, and draw

conclusions.

Following steps are proposed in continuous competitor monitoring:

1. Competitor information is received
2. Ask at least the following questions:
e Do I need more information about this? (call, email to provider)

e Who might need this information?
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e  What conclusions can be drawn when combined with previous CI?
e Does this demand any actions from tactical, operational or strategic
perspective?

3. Draw conclusion and update to Cl database

6.2.4 Potential competitor analysis

Potential competitor analysis is made for the companies who are or might be competing for the
same customer, now or in the future. The purpose is to do a brief analysis about the threat level
of a potential competitor and put it on a follow-up list. Companies on this list should be gone
through every 6 months to evaluate and update the situation. If the potential competitor is seen
as a key competitor, the business development unit is responsible of defining the competitor
responsible, who monitors the competitor. Two different potential competitor categories were

recognized:

1. Known competitors, who are not seen as significant threats at the moment for some
reason.
2. Competitors outside the industry who provide completely new business models, such as

home automation or similar.

The potential competitor analysis is a following process:
1. Make a brief analysis about the potential competitor
2. Define its threat level.
3. If needed, this potential competitor should be presented to others to change opinions
and evaluate the threat level again.

4. Puton a follow-up list (check every 6 months) or analyze as a key competitor.
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Date of analysis

Company name

Homepage & Some

Country of Origin

Product name (if different)
Segment’ Focus Group

USP (Unique Selling Points)
Business Model

Investors/ Kickstarter success
Partners

Patents & Certificates

Sales Channel

Potential threat level
Background & other information

Figure 8. Proposed analysis model for potential competitors.

The framework above is proposed to be used. The idea of the potential competitor analysis is
to not to use too much resources on each competitor but still evaluate the threat level and follow

it constantly if the situation changes. Thus, harmful surprises could be avoided.

6.2.5 Information sources

Based on the research, information sources can be divided into two categories: public sources,
which basically mean internet, and field information from the sales. Field information is much
rarer but its value was recognized to be high. The value follows the 20/80 where the field
information is only 20% of the received information but it brings 80% or even more from the

value. Based on the interviews, the following is proposed:

1) The field information that sales and technical support receives should be collected and
analyzed as effectively as possible. (see proposed CI form from the appendix V).

2) For the web based open information an IT technology should be used to automate the
information collection according to research words and company’s interests.

3) Financial and patent information should be acquired from a third party provider, when
seen necessary.

4) Industry fair reports should be created and sent to business development unit.

The following information sources were mentioned in the interviews. These could be used to

search manually if needed.
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e Industry fairs and conferences (what new is coming, trends & technologies)
e Customer situations (pricing, solutions)

e Sales (information from the field, usually from customers or distributors)
e Distributors

e System integrators

e Importers

o Sales offices

e Internet websites

e Colleagues (email, forums, calls, conversations etc.)

e Reports from the group

e Media monitoring

e Own contacts (Outside & inside organization)

e Annual & financial reports

e Product testing and inspections (testing unit, R&D unit)

e Project managers (segment projects, pricing, solutions etc.)

e Contractors

e |PR partner

6.3 Competitive intelligence dissemination

In this chapter the methods of competitive intelligence are explained. Methods include
requesting and sharing of competitive intelligence but also the proposed competitor profiles
where the all information is gathered.

6.3.1 Intelligence sharing and requesting

Requesting competitive intelligence

Primary source of competitor intelligence for everyone should be the competitor database. All
the analyzed information should be updated. Other ways to request information is through CI
request form, where the request goes to business development and product manager. Also
emails, conversations and phone calls are naturally other request channels. The idea is that the
business development is the unit to ask if there are no clear responsibles for the information

provider.

Ways to request CI:
1.  Competitor intelligence portal
2.  Clrequest form (not urgent)

3. Business development or Product Manager
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The purpose of using the portal is to save time and resources, when all the analyzed information

is there. See the proposed request form in appendix V.

Sharing competitive intelligence

Sharing of competitive intelligence is one of the most important tasks for the successful
competitive intelligence activities. As it was mentioned in the literature and also in the case
company interviews, there are a lot of competitive information in the company which is not
shared anywhere or only with the closest colleagues. Reason for this was the lack of
understanding how significant the information might be for other colleagues. Another reason
was no system or specific person for whom or where to share the information. The following
proposed actions are aimed to solve this problem, so the information would be shared to
competitive intelligence responsible and especially for everyone in the case company. Two

directions of competitive intelligence sharing exists.

Everyone in the case company should be involved in sharing the competitor information from
the field (especially sales and marketing hears from customers) to business development unit
and product managers. This information was recognized to be the most valuable for the
business, since it can’t be acquired from internet or anywhere else. Sharing the field information
with the product managers and business development for ad hoc and continuous monitoring
analyses creates significant value for decision making in all organizational levels, when it’s
shared back via competitive intelligence database. The following channels are proposed for

sharing the information:

e Primarily CI form (goes directly to business development and product managers)

e Email, phone & conversation to inform business development and product managers
Sharing the analyzed information for everyone are proposed to be done in three different ways.
1) Competitive intelligence database as the primary source of sharing intelligence.

Everyone who needs competitor intelligence would have access here and everyone

would know of its existence. All the analyzed information would be stored here to
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support different decision making processes in different units. Business development
would have the overall responsibility of the database, product managers would do their

own key competitor updates.

2) Monthly email updates about the most significant competitor news. This would help to
ensure that everyone stays in touch with the latest competitor news easily, without
needing to check the database once in a while for new updates. Its purpose is also to
increase awareness about competitive intelligence activities and significance in the

company. Business development would be in charge of the monthly emails.

3) Monthly/weekly updates in company and business unit meetings. Purpose of this is to
increase awareness and share the latest news. Especially in business unit meetings the
purpose is to discuss about the information more deeply and enrich the content of the
competitive intelligence by engaging more people. Business unit managers would be

responsible of keeping the competitor news in the meeting agenda when needed.

6.3.2 Competitor profile and news feed

One purpose of the interviews with the employees was to recognize the intelligence needs and
work processes where intelligence was needed. The need of competitor intelligence, based on
interviews can be divided into three categories: Sales & Marketing, Strategic and Technical &
Solution Intelligence. Competitor intelligence used to support the sales argument creation was
the most important need for the sales to know about competitors. Business development and
the management board needed more strategic information such as competitor’s background,
financials, business models and future directions. Especially R&D needed the competitor’s
products technical features and product capabilities to innovate and benchmark the company’s
products. All the three categories overlap each other and clear separation cannot be drawn.

Based on the findings from theory and interviews, two factors are proposed that should form
the database:
1) Competitor profile, which would include the three categories of intelligence and the

background about the key competitor. For each key competitor the profile would be
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created to include all the analyzed competitor intelligence that has been collected and
created.

2) News feed, which would be formed from the received competitor information from the
field. Purpose of the news feed is to show all the newest information about competitors
without analysis. The purpose is to update the news feed information in analyzed form
to the competitor profiles, if seen necessary. News feeds’ purpose is also to engage

employees to share their information and show that it will be used.

The analysis tools to use in competitor profile are proposed in the next table.

Table 5. Competitor intelligence profile needs and analysis tools.

Category Intelligence needs Tools ‘
Sales & Marketing e Sales & Marketing e Matrix comparison
intelligence arguments on technical, service

and solutions
features. Enriched

with proposed

arguments.
Strategic intelligence e Competitors future plans, e Competitor’s
financials, business response profile
model, portfolio, e Matrix comparison
segments, resources etc. (financials)

e SWOT (big picture)

Technical & solution e Technical, service & e Matrix comparison
intelligence solution benchmarking benchmarking
e Innovations features.

e Technology behind
products.
e [PR’s & sertificates
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The purpose of the competitor profile, news feed and the use of the analysis tools is to create
the needed intelligence for the purposes of the case company on different organizational levels

that have been recognized from the interviews.

6.4 Cultural factors

This chapter’s purpose is to create suggestions and advice on what things the case company
should take into consideration from the cultural perspective of the competitive intelligence. The
chapter does not suggest straight actions for the company but gives recommendations. As it was
stated in the literature and experts’ interviews, the most important and also the hardest part of
the competitive intelligence system creation in the company is to make the system part of the
company’s culture and everyday business. Crucial factors are to consider how to make everyone
involved when the competitive information is collected, used and updated. How to ensure that
people see the value in the competitive intelligence and feel that its an important system for the
company, is also of great importance. Based on the theory and interviews, the following

suggestions are proposed for consideration.

1) Management’s involvement and their example is one of the key factors for successful
competitive intelligence activities and implementation. Showing the involvement of the
management for employees indicates the importance of the competitive intelligence
activities. Management should regularly be part of the activities and for example present
competitor news in the monthly meetings of the case company. Management

involvement also ensured the needed resources.

2) To have a clear purpose on why the competitive intelligence activities are needed and
making sure everyone understands this. Defining specifically why a certain intelligence
is needed and how it’s going to be used is important. Real life examples just as lost

tendering cases because lack of competitor intelligence or similar would work the best.

3) Organize publishing and training events to show the system for employees and train
them to use it and see the value on it. This should not be done by posting a link to

intranet and that’s it. Continuous communications about the system and its benefits via
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5)

6)

7)
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email and meetings helps employees to take notice and get involved with the system

activities.

To create a service promise which promises to provide immediate feedback for
information requestors and providers. This could be for example to answer requests in
two weeks and give feedback on how the information was used and for what purposes.
In studies and interviews it was recognized that when the information providers get
recognition, feedback, and know what use the information they provided had, it is

usually enough. Incentives are also a possible way to get employees involved.

Create a competitive intelligence network of motivated employees to develop the
system, and create competitor information for the system. An example of a network
could be the most motivated salespeople, product managers, business development
personnel, board managers and R&D experts. Hold meetings with this network to
develop the system further. Network of experts from different units would ensure the
different perspectives needed to create competitive intelligence and spread the message

about the need of the systems for others.

Make commenting, enriching, finding, using, providing, analyzing and sharing of the
intelligence as easy as possible for all the employees. Lower the threshold for employees
to provide their opinions and insights. Access to system should not be behind passwords
or complicated to use, otherwise people are not willing to use it. IT solutions features

talked in the next chapter plays a crucial part in this.

Take small steps to build the system and try not to implement the whole system and its
features at once. By not aiming too high in the beginning is crucial in employee
involvement. If the system is too complicated to use and has too many factors, people
won’t take the effort to learn it. Implementing step by step and doing the most crucial
and visible (“low hanging fruits”) features first, will help the acceptance of the system.

In the case company, this would be the sales intelligence utilization first.
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6.5 Technological factors

The third dimension of the competitive intelligence system is technology and its features. Also

roles of the human and technology are suggested in this chapter. Technology in this context

means the IT- solutions and infrastructure that should exist to support competitive intelligence

system. The user orientated focus is only proposed in this chapter. The purpose of this chapter

is to create an understanding of how the technology and its features should support the

competitive intelligence activities. These recommended features are based on employee and

expert interviews, also the proposed features are for an ideal system to follow the competitors.

Resources needed to support this kind of system are not considered. The following

technological system features are proposed:

1)

2)

3)

4)

The system should be extremely easy to use and access, when providing or searching
for information. System would be accessible with tablets, phone and laptop with a few
clicks only. Especially sharing of the field information should be as easy as sending a
text message to someone. No logins needed. Ease of use would increase the possibility

of employees to get involved with the competitive intelligence activities.

Benchmarking Facebook and other social media. People are used to share, comment and
like information in their personal lives and this should be brought to the intelligence
system. Earlier proposed news feed would provide the newest competitor information.
By commenting, liking and rating the information, other employees could enrich the
news by commenting or give feedback about its relevancy.

Possibility to individualize the content of the system so the user would only see the news
about a competitors or subject he or she needs information. Only necessary information

would be shown in the system.

All the information would be in one place and one system. This system would include
the three suggested features: key competitor profiles, news feed and potential
competitor follow up lists. User would have only one place from where to search the

information and where to send it.
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5) Information gathering from the web should be atomized as much as possible, so much
that time would be saved for analyzing the information and creating real value from it.
This automatic information gathering would update news to the news feed. Monthly
updates and notifications should be used to tell the users that competitive intelligence
system has been updated. Hybrid model should be used, where the technology collects
information from the web and allows the easy providing of field information to the
system. Human then analyses the information, draws conclusions and updates the

intelligence to competitor profiles.

6) Using ROI- based key performance indicators in a system is hard, since the value in
competitive intelligence comes usually in savings and fast reactions. Possible indicators
could be the amount of read intelligence news, sent information to system, requested

information from the system or amount of ratings or comments to intelligence news.

IT- systems are a crucial part in storing and sharing intelligence for each employee. It should
not be the defining factor on how the intelligence system is built. Needs and the features should
be defined before and IT- systems built around these features. The features proposed in this
chapter are general and applicable to most companies. The purpose of this chapter was not to
create specific features for the case company, but to propose the things to consider when the

implementation of the system begins.
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7 CONCLUSIONS AND DISCUSSION

Competitor information has an important role in strategic, operative and tactical decision
making and its need as a resource extents to many business units on every organizational level.
Every organization, or at least every successful organization facing competition in their on field
of business, practices some kind of competitive intelligence. Usually competitive intelligence
in SME’s are practiced by with individual employees alongside with their other main business
activities. In larger companies and corporations competitive intelligence is usually part of the
business intelligence unit, since it’s a subordinate of it. The issue in competitive intelligence
activities is seen as the lack of systematization and management of the competitor information.
Many of the experts, such as product managers and executives practice competitor analyses and
intelligence activities for their own business unit’s needs. The competitive intelligence was
seldom shared in a systematic way so that the whole organization and employees could take the
advantage of it. According to the empirical research of this thesis and the literature studied, the
main reasons are the lack of systematization but especially the ignorance of others’ needs of a
certain information. The ignorance of colleagues’ competitor information needs are not
recognized, so the faced information is not saved or shared anywhere. Therefore the recognition

of an important competitor information for someone in the company, is an important factor.

This master’s thesis examines how to create a competitive intelligence system and what are the
key success factors when implementing and organizing such activities. Research is conducted
in a technology company of 850 employees, operating in manufacturing and service business.

One purpose of this study is to propose a competitor intelligence system for the case company.
The company has been a strong market leader in its home markets for a long time, but the lack
of relevant need and a partial ignorance has led to an operation without a systematic competitive
intelligence system. Digitalization and the rise of service business have increased the
competition. The need and potential of a systematic competitive intelligence has been
recognized. The previous competitive intelligence activities have happened like mentioned

before, on a business unit or employee level, without systematic processes.

The research questions are answered based on the conclusions from theory, empirical study and

the created system in chapter six. This chapter begins with going through the findings of this
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study. Secondly the recommendations for the case company are presented, and third, the

evaluation of results and future research possibilities are discussed.

7.1 Findings

Findings are part of the conclusion. This part presents the answers to research questions of this
study. Findings of this study presented in the research questions are partially overlapping and
cannot be clearly separated. Creation of a competitive intelligence system is a combination and
successful implementation of three different dimensions: Competitive intelligence processes,
company’s intelligence culture and technological infrastructure (IT- solutions). In the first
research question, the first dimension is answered. The last two dimensions are answered in the

second research question.

7.1.1 How to create a systematic competitive intelligence processes

Competitive intelligence processes create a systematic way of handling, analyzing and sharing
competitor information. Processes create an important dimension on creating a successful
competitive intelligence system. The competitive intelligence cycle consists of six stages,
where five are continuous in the cycle. The stages are (1) recognize competitors, (2) identify
key user groups, (3) define information sources and need, (4) collect information, (5) filter and
analyze information, and (6) store and share the intelligence, analyze feedback. Identification
of the key user groups is not a continuous action of the cycle. The table below defines findings

and business needs of the cycle based on this research.



Table 6. Competitive intelligence process phases purposes and needs.

Process

Recognize competitors

Identify key user groups

Define information sources and

needs

Collected information

Filter and analyze information

Store and share the intelligence and

analyze feedback

Purpose for the case company
To define the current key competitors
continuous and

for monitoring

potential competitors to a follow up list

Defining the business units are groups
who need, hear or deal with competitor
information regularly. Usually: sales,
R&D, product
management and the management
board.

Identify best sources for competitor

line organizations,

information. Most valuable source is
field
customers

information from sales &

service. Internet is
practically the other source. Defining
needs is important for knowing what
information is needed by the key user
what

the

groups. Understanding
information creates value for
company is crucial.

Collecting information should happen
two ways: reporting from the every
employee (field) and collecting from
the web using IT- tools.

Filtering the worthless information
from valuable one. Combining and
analyzing the information to actionable
intelligence, which can be used for
decision making. Competitor profile
should be created from strategic, sales
& marketing and technical
perspectives.

Sharing the intelligence for everyone
who needs it, using a Cl database,
monthly emails and reporting on
monthly meetings. Collecting feedback
to develop processes and the quality of

information.

Business need
Recognizing  all  competitors
minimizes risks and surprises from
the competitive field. Increases
capability to react to competitors
actions, when competitors are
known and followed.

Identification of key user groups
possibly the sharing and receiving
information from all units dealing
with it. Enables network creation
for more complete and valuable
competitive intelligence.

Defining precisely the sources, and
the needs or key user groups is
the

information but also to focus the

crucial to collect right
resources right. Defining the need
as precisely as possible enables the
analysis to answer the right
questions and avoids intelligence
becoming too general and
worthless.

Using IT- tools saves resources and
provides more information. Field
data is most valuable for decision
making based on interviews.
Without  creating  actionable
intelligence from information all
the efforts are worthless and waste
of resources. Competitive
intelligence creates value when it
can be used to support decision

making.

Sharing and storing the information
systematically and making it
available for everyone ensures that
the value transfers to business

actions.

98
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Conclusions from the employees’ and experts’ interviews support the proposed competitive

intelligence cycle process in the literature well.

7.1.2 The key success factors in creation of competitive intelligence system

The key success factors discussed in the literature can be fitted in the two other dimension of
successful competitive intelligence system: company’s intelligence culture and technological
infrastructure (IT- solutions). The key success factors in the creation of the competitive
intelligence system are based on expert interviews and conclusions drawn from the employee
interviews. The factors can be roughly divided into three categories: Purpose and need of the
competitive intelligence system, management’s involvement and culture, and technology
related factors. These categories are well in line with the literature’s suggestions in the second

chapter.

Creation and implementation of a competitor intelligence system needs clear objectives in order
to be successful. One of the most important key success factors is to have a clear purpose; why
is the system created and needed? This can be justified and based on a historical event, just as
lost cases because of lack of intelligence or a close call situation when losing. Whatever the
reason is, it needs to be clearly defined and communicated for the organization that why it’s
needed and for what purposes it’s going to be used. Communications of the needs should be
done before the actual implementation begins or at least in the very beginning. It should also
make sure everyone understands the need and purpose of the competitive intelligence system
for the company and who are the key users of it. This ensures everyone is involved in the process
when creating the system and using it. Understanding the threats that could make the system
fail are the areas of focus when planning the system implementation and creation. Before
starting to create a competitive intelligence process, it’s also important to understand the current
situation of these activities in the company. This involves, for example, the possible on going

processes, habits and key user groups of competitive intelligence activities.

Alongside with the clear purpose of the competitive intelligence system, creation or existence
of right kind of intelligence culture in the company was a key on the road to successful

competitive intelligence implementation and creation. Leading this cultural involvement and
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change is the management board’s visible involvement in the project. Involvement is important
for two factors: management board themselves need to see the value in the system in order to
be involved and to provide the needed resources. Secondly, it’s important for the employee
involvement to show the management is supporting the system and sees it as important.
Involvement in competitive intelligence practices and communications was recognized to be
important factors to promote this. Another cultural factor based on interviews was to involve
everyone in the competitive intelligence activities when the information is collected, used and
updated. This demands thinking how to make the system part of the culture and stick with the
people who are using it. Possible involving could be deciding together how the competitive
intelligence should be done, so the people would feel the ownership of the system. Organizing
publishing and training events to show the system and training employees to use the system
were also an important factor in ensuring that the system does not disappear into the information
flow. Last but not least, making information sharing, using and commenting easy as possible
for employees lowers the threshold to provide for the system.

Third category of key success factors in creation a competitive intelligence system and
implementing it to company’s culture were technological factors, which in this case was studied
from the user perspective. A key element or factor for the competitive intelligence system from
technological perspective was a system that is extremely easy to use when information is
uploaded, sought or commented. Ease of use was stated by the employees and experts in their
interviews. Mentioned desirable features for an easily usable competitive intelligence system,
were that the information is collected to a one single place from where it can be found without
logging in every time or turning on any VPN connections. Accessibility with smart phones and
tables was necessary, especially from the salesperson perspective, when the access to
intelligence was needed when being on the road. Employees’ preferences for only to see
relevant information for them was stated by the experts as well. Benchmarking social media
platforms, such as Facebook, is recommended, since people are used to sharing and
communicating similarly in their personal life. In competitive intelligence’s case this means
that only the information about relevant, personally chosen competitors would be presented.
News feed- kind of features should be implemented to make the system more dynamic to enable

the users to see newest information easily. Liking, rating and commenting possibilities would
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lower the threshold of users getting involved. A system or channel to collect field information

was recognized to be extremely valuable by the experts.

To conclude the key success factors: State clearly the purpose and need of competitive
intelligence system for the employees, involve management and employees to create intelligent
organization where everyone is part of the system and to support all this create easy to use

social media like IT-solutions where everything is in one place.

7.2 Recommendations

In order to take advantage from this study and the described competitor intelligence system in
chapter 6, the case company should firstly understand the three dimensions and those
interactions and roles in creation of successful competitive intelligence system operations. The
recommended system and its features are proposed factors of a competitive intelligence system,
without considering how much the system would cost. Therefore, the system should be taken
as a goal some day and starting the implementation and creation of competitive intelligence
system with small steps at time would ensure that the employee involvement and slow cultural
change towards the intelligent organization is realized. Recommendation is to start the
implementation from the most important and visible competitive intelligence user cases and
need. In case company’s situation this would be the sales argument creation for sales. To
succeed in taking the first steps. the management boards involvement and needed resources
should be ensured. The role of sales unit (as an important source of competitive intelligence),
and product managers and business (as responsible of creating the intelligence) should be
communicated to organization and training events organized. In the very beginning a lot of
communications should be held to promote the competitive system and why the company needs
it. Purchasing IT-solutions immediately to support the intelligence system is not recommended,
since every organization creates its processes for a specific need, which takes its form slowly.
In the beginning the existing IT-solution such as intranet is recommended to be used, before
the processes start taking their forms and the competence in competitive intelligence has
developed. When the competitive intelligence activities start to be systematic and part of the
company’s business processes, more features recommended in the chapter 6 should be tried to

be implemented. Process should be done step-by-step to make the system more and more
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systematic, which would create great value for the case company’s decision making processes

in all organization levels and business units.

7.3 Future research

While conducting this study, several interesting future research possibilities have come forth.
This thesis focused mainly on creating a competitive intelligence system framework for a
specific case company. Key success factors were also studied based on previous theories and
expert interviews. One interesting future research topic could be to study how this framework
and selected methods would work in other companies and on different industry fields. In
addition, it would be very useful and interesting to focus a future study on creating concrete
steps on how to implement this or any kind of competitive intelligence system in practice. The
study could focus on creating the desired system and implementing it to a certain point, for
example until half of the users are using it. A study like this would provide many answers to
the most difficult areas such as culture and creating a competitive intelligence network.

Another interesting topic for a future research would be to focus solely on defining the best
possible methods for collecting and analyzing the information that sales hears in the field. In
this study this information was considered to be the hardest to gather but created the most value
for decision making situations. It was estimated to be 20% of the total information but bringing
80% of the value. Therefore studying methods and cultural aspects of the subject would be
extremely interesting and valuable, especially in everyday business operations of companies.
No studies related to the subject of collecting and analyzing field data effectively were not
conducted or found. The nature of the practicality of the subject might be the reason for this.
Together with the proposed future study subject, an interesting possibility would also be to
study how to combine field information with information from elsewhere, such as from news

or other events. Especially with experts’ interviews this matter came especially forth.

A third interesting topic for future research could be defining the cost/benefit point of a
competitive intelligence system. In competitive intelligence the true value of the system is hard
to define since the return on investment is difficult to prove. Many companies do competitive
intelligence and spent a certain amount of time when studying their competitors. Activities start

from random internet searches to advanced IT- system that search and store intelligence for the
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users. Therefore, how much time and resources a company should use to benefit from the
competitive intelligence system, is hard to measure. A study that would focus solely on defining
a method to define the cost/benefit ratio for a competitive intelligence system would be useful.
Together with the cost/benefit ratio, key performance indicators could be studied as well. Since
the return on investment is hard to measure, this makes measuring competitive intelligence hard

as well.
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Appendix | — Question created from competitive intelligence cycle phases.

Cl intelligent cycle phase Question

Recognize competitors

Define intelligence needs

Collection of information

Information processing and storage
Analysis and conclusions

Intelligence dissemination for users

Who are the key competitors of the
company?

What is your intelligence need? (The actual
need, even they don’t receive it)

What are the most important sources for the
competitor information you get?

What information you receive? (Even if you
don’t need id)

In which decisions and work processes you
use competitor intelligence?

How would you prefer to receive and share

competitor information on daily basis?

Knowledge management model

What kind of problems you face when
dealing with competitor intelligence?

What is the role of human and technology in
competitor intelligence?

How competitor intelligence should be done?
How to implement and get employee’s
engaged with CI?

How measure competitor intelligence?



Appendix Il - Company interview questions.

Company interview question
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Aim of the question

Who are the key competitors of the

company?

In which decisions and work processes you

use competitor intelligence?

What are the most important sources for

the competitor information you get?

What is your intelligence need? (The
actual need, even they don’t receive it)
What information you receive? (Even if
you don’t need id)

What kind of problems you face when
dealing with competitor intelligence?
How would you prefer to receive and share

competitor information on daily basis?

How employees in different business unit see
the competitors and who the key competitors
are.

To define how the competitor intelligence is
used in different business units and
positions?

What sources the most important information
comes from? How actively people seek
information?

What kind of information is needed in
different business units and positions?

To define all the information what there is in
the company.

What issues there are in the company related
to competitor intelligence?

To the

employees would like to receive and share ClI

understand preferences  how
on daily basis and how to design the systems

for users.
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Appendix 111 - Expert interview questions.
Expert interview question Aim of the question
What should be taken into consideration when To understand the key success points
creating the system for CI? and factors that are affecting to
successful implementation and use of
competitive intelligence system.
How to do implementation of the system and To understand the practical point of
make it part of the culture? view how to do the implementation and
especially hoe the cultural factors could
be used.
What is the role of technology (its possibilities) To understand the roles of human and
and human in competitor intelligence? technology in competitive intelligence.
Especially, what today’s technology is
capable to provide for competitive

intelligence?



Appendix IV - Cl form for sending competitive intelligence.

Competitor information / Kilpailijaan liittyva informaatio

1. Competitor name / Kilpailijan nimi? *

2. Competitor information / Kilpailijatieto? *

3. Reliability of information ! Tiedon luctettavuus *

) 1 - Rumour { Huhu
() 2 - Quite sure § Melko varma

) 3 - Sure f Taysin varma

4. Picture of file / Kuva tai tiedosto?

Browse. ..

5. Source of competitor information f Kilpailijatiedon l3hde? *
() Customer  Asiakas
(_ Locksmith / distribution / Lukkoliike / Jakelu
O Competitor ! Kilpailija
) Fair ! Messut
) Internet / Media

() Else, what? / Muu, mika?

6. Contact details / Yhteystiedot *

First name last name / Etunimi Sukunimi

| Laheta |
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Appendix V - CI from for requiring competitive intelligence.

Needed information / Tarvittava kilpailijatieto

1. Competitor? / Kilpailija? *

2. What kind of information is needed? / Mité tietoa tarvitaan? *

3. Contact details / Yhteystiedot *

First name last name / Etunimi Sukunimi

" Lihets ‘




