‘T want it fast, factual,
actionable’—Tailoring
Competitive Intelligence to
Executives’ Needs

Douglas C. Bernhardt

IN RECENT YEARS WE HAVE seen a fundamental shift
in the way managers view competition. Whether, like
Intel, the company is striving for industry dominance
or, as in the case of DEC, the struggle is essentially
one for survival, it has become.dncreasingly apparent
to managers that the ultimate test of strategic success
is that of the performance of the enterprise relative to
competition.

As top heavy management stmctures are de-
layered in an endless series of corporate restructur-
ings. as organizations downsize {(or ‘right size'} in an
effort to cut costs, improve productivity, streamline
operations, and regain competitive advantage, and as
some firms seek to radically transform themselves by
reengineering their core business processes,
managers at all levels are learning, many for the first
time it seems, that business is first and foremost
about competition; about winners and losers in the
market place.

This is how Hammer and Champy describe the
‘new' business reality:

Three forces, separately and in combination. are driving

today's companies deeper and deeper into terntory that

most of their executives and managers find frighteningly

unfamiliar. We call these forces the three Cs: Customers,
Competition, and Change. Their names are hardly new, but

the characteristics of the three Csjare remarkably different relentlessly pursue, and achieve, 'three concurrent
from what they were in the past. goals: customer satisfaction, market domination, and
Managers have come to realize that being very good  increased profitability’? Even those firms that have
at what you do is no longer good enough; that if their introduced programmes built around ‘empower-
companies are to survive they must rigorously and ment’, Just-In-Time (JIT) manufacturing, ‘learning
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organizations’, ‘teams’, Total Quality Management
(TQM) and other fashionable management concepts
are finding that unless these approaches translate
into sustainable competitive advantage the battle is
lost. In short, managers in the 1990s have redis-
covered the central truth of Porter's observation that
‘Competition is at the core of the success or failure of
firms'?

IBM UK provides one example of how a growing
number of firms are responding to today’'s competi-
tive challenges, and the profound impact this is
having on the role of managers. The company has
reorganized its home sales operation ‘in a federation
of some 30 separate businesses, each with the power
to fix its prices and settle its costs’.* This means
‘business managers alone will be responsible for their
profits, costs, and their customers' satisfaction’.’ In
other words. throughout IBM's UK organization
managers are now explicitly accountable for the
competitive performance of their own business units.
The bureaucracy which once sheltered IBM execu-
tives from the external environment, including com-
petitors, is a thing of the past. IBM managers, in the
tradition of their officer counterparts in the British
army, are expected now to lead from the front.

But tolead from the front is a dangerous endeavour
under the best of circumstances. Even great generals,
with superior forces, better weaponry, more effective
organization, and more efficient communications and
logistics do not engage in offensive operations
without first collecting and assessing information
about enemy capabilities, disposition, and intentions.
To do otherwise would be suicide. Equally for today's
global enterprise, the consequences of formulating or
implementing business strategy without the benefit
of actionable competitive intelligence are no less
severe.

No executive today can be unaware of the extent to
which the complexity, the intensity, and the very
nature of competition is changing, or the accelerating
rate at which change now occurs. It is also unlikely
that today's manager would disagree with the
proposition that, in order to create and sustain
competitive advantage, he or she must become better
at understanding the competitor's ‘future goals,
current strategy, assumptions [held about itself and
the industry], and capabilities'.® Put another way,
most managers now recognize that their organiza-
tions must become much better at gaining and using
competitive intelligence (CI). .

Unfortunately, despite the growing need of com-

panies for more accurate, more strategically relevant
information about the future direction, plans, and
intentions of emerging and existing competition, my
experience suggests that what headway European
firms are making towards the development of formal
competitive intelligence programmes is, with a hand-
ful of exceptions, largely incremental, and therefore
inadequate. As Hammer and Champy observe, ‘Incre-
mentalism s the surest way to fail at
reengineering’.” It is also the surest way to fail at
competitive intelligence.

The effective competitive intelligence programme
serves as a catalyst for radical change, and is
therefore likely to meet organizational resistance
from executives who jealously guard their carefully
nutured information turfs. Thus, if the competitive
intelligence programme is to be effective—if it is to
add measurable value to the bottom line performance
of the firm—it requires continuous top management
support including the resources that attach to such
support.

Definition
Competitive intelligence is at once both a process and
a product, rooted firmly in the notion that ‘Increased
understanding of competitors’ strengths and weak-
nesses . .. leads to more effective strategy formula-
tion'. Competitive intelligence thus ranks as 'one of
the most important strategic tools that managers
possess’.®

We can use the following as a two-part working
definition of competitive intelligence:

o

1. An analytical process that transforms disaggre-
gated competitor, industry, and market data into
actionable strategic knowledge about the competi-
tor's capabilities, intentions, performance, and
position; and it is

2. The end product, or output, from that process.

Senior managers in large scale companies are
quick to point to market research resources (both
internal and external), to strategic planning pro-
cesses, and to competitor analysis activities that.
while perhaps not ‘perfect’, appear to get the job
done. Yet among most European based firms 'There
are very few fully integrated [competitive intelli-
gence] systems, i.e., Cl programmes integrated with
other information activities in the company'.? In other
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words, and contrary to the conventional wisdom,
most European managers do not participate in, or
benefit from, an ongoing, systematic process
designed to produce actionable strategic knowledge
about the capabilities, intentions, performance, and
position of competitors. At a time when competitive
pressures have never been so great, and show no
signs of weakining, this is pure folly.
The main aims of this paper are four-fold; to

Q Offer an explicit description of the competitive
intelligence activity.

2 Suggest how competitive intelligence should be
organized.

O Review some of the collection and analytical
techniques that are available.

QO Explain the benefits and results that firms may
expect.

The Competitive Intelligence
Activity

It is well known by managers and scholars alike that
‘A first step in understanding the position of an
organization is to examine it against competitors or
rivals it faces’'® This means answering questions
such as:

O What are the competitor’s objectives?

O What are the competitor's comparative strengths
and weaknesses?

O How has the competitor performed to date?
O What is its current strategy?

In many instances the firm will develop its strategy
without clear answers to these questions: perhaps
because managers believe the information cannot be
obtained, or possibly because there is no organiza-
tional mechanism in place to collect, evaluate, and
deliver it.

In matters of intelligence, companies can learn
much from the experience of the state and the
military. The United States Central Intelligence
Agency {CIA) describes the intelligence process, or
cycle, in terms of five interdependent phases
(Figure 1). The phases are:

:

1. Planning and direction (or ‘tasking’)

2. Collection

3. Processing

4. Analysis and production
5. Dissemination

I will consider each phase in turn.

Planning and Direction

Before any competitive data or information is col-
lected, the intelligence consumer {usually the policy-
maker) must first articulate an explicit intelligence
need. In practice, the intelligence requirement cannot
be said to exist without appropriate answers to three
basic questions:

1. What do we need to know?
2. Why do we need to know it?

3. What decision is to be made, or action taken. once
we know it?

Because the main purposes of competitive intelli-
gence are to underpin and enhance strategic decision-
making at the business unit level—the level at which
competition occurs—the answers to these questions
must be framed within a context strategically rele-
vant to the firm. As Robertson observes, ‘one cannot
formulate intelligence requirements until politicians
[managers] formulate policies'.!* Competitive intelli-
gence serves to ‘highlight the critical gaps in the
knowledge of decision makers, illuminate the key
uncertainties, clarify the ambiguities to the extent
possible, and provoke debate  whenever
necessary”’—it prompts the most central of ques-
tions: how are our competitors trying to beat us? and
therefore, how are we going to beat them?

In reality, however, the ever changing complexity
of big—particularly global—businesses means that
‘The policymaker cannot possibly be aware of all the
preblems and challenges likely to confront him, so it
is precisely one of the tasks of intelligence to alert him
to the dangers and opportunities that he may face'.®
Intelligence must warn management ‘of the trouble
before it occurs'.™ In one sense, then, the Competitive
Intelligence Co-ordinator, or Manager, must be able
to anticipate, as well as respond to, intelligence
needs.

Managers should also be clear about what competi-
tive intelligence is not. It is not a surrogate for tasks

Tailoring Competitive Intelligence to Executives' Needs
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which properly fall within the domains of the
corporate library or market research department; it is
not market intelligence per se (e.g. the focus of
competitive intelligence is often on financial, R & D,
or technical issues; market research is more likely to
involve problems and issues associated with the
profitable marketing of the firms product and service
offerings); and it is not to be confused with, norigita
sub-component of, the firm’s environmental scanning
system. Scanning systems provide early warning of
competitive threats that may exist. The task of
competitive intelligence, on the other hand, is to
determine whether or not the warnings are valid, to
probe further if they are, to evaluate the strategic
impact (if any) on the firm, and to make estimates and
submit recommendations.

Competitive intelligence is a discrete process,
generating a unique product, which from the outset 1s
tailored to the particular requirements of the intelli-
gence consumer.

Ultimately a successful product is one that consis-
tently (and profitably) meets customer expectations
and needs. Intelligence is no exception. It is the
intelligence  consumer—the  policymaker—who
determines, sometimes explicitly, sometimes impli-
citly, the intelligence that is needed, what the
intelligence priorities are, and, finally, judges the
quality and usefulness of the intelligence product.
The competitive intelligence product is the output
resulting from the intelligence process (or cycle) that
enables policymakers to make informed decisions as
a prelude to action. The competitive intelligence

Long Range Planning Vol. 27 February 1994




process, like any ‘core business process ‘“creates”
value by the capabilities it gives the company for
competitiveness'.'

Each intelligence project involves meticulous plan-

ning and careful management. For example:

Q Intelligence needs and objectives must be clearly
and explicitly defined (to the mutual 'satisfaction’
of consumer(s), researchers, and analysts).

@ Various responsibilities (for collection, analysis,
etc.) must be delegated to executives, researchers,
and analysts.

Financial and other resources must be allocated.
Consultants, if they are involved, must be briefed.

Time scales need to be agreed upon.

g 0O o0 o

Preliminary information sources should be identi-
fied.

The competitive intelligence process is a focused,
intellectually exhausting, user driven activity, and
must be managed accordingly.

Collection and Processing

Collection 'involves the gathering of the raw inform-
ation from which finished intelligence will be
produced' It is the research phase of the intelligence
process.

Most texts on the subject of competitive intelli-
gence deal at considerable length with the issue of
secondary—mainly published—data and inform-
ation sources. The list of such ‘open’' sources is
infinite—annual reports, government documents,
directories of every description, newspapers, statis-
tics, trade journals, 'on-line’ database services, etc.—
and will typically account for 80 per cent or more of
the data and information input. But the intelligence
yield from secondary sources relative to that gained
from primary—mainly human—sources is negligtble.
The intelligence product which serves as a spring-
board for managerial action—i.e,, it is actionable—is
generated mainly from information collected from
reliable primary sources. If a number of well placed
sources, independently of each other, and in different
offices {and possibly countries) provide the same
response to a particular question, the information is
likely to be true. .

For example, Figure 2 illustrates the approach the

intelligence researcher might take in trying to dis-
cover the current status of a drug (which I shall call
sunshine} under development by a major inter-
national pharmaceutical manufacturer for the treat-
ment of depression. The researcher has already
reviewed secondary information which suggests
clinical trials are in Phase Il development in the
United States—the objective is to validate these
assumptions.

The intelligence value from this series of interviews
is obvious. The researcher now knows that:

Q2 clinical development of sunshine is ongoing,

O Phase II trials have only recently begun, in the
United States only,

O thereis a possibility that trials in Europe may start
in the near future,

O problems with nausea have been experienced.

Each ‘finding’ in this instance has important
strategic consequences for the ‘client’ firm.

Another example of how competitive intelligence
works in practice is found in the market for
household cleaning agents (bathroom cleaners, car-
pet shampoos, dishwasher detergents, fabric soft-
eners, laundry detergents, water softeners, etc.).

In this case a major European player (with -
headquarters in country A wishes to improve iis
understanding of the competitor's cost structure. The
company therefore decides to examine supply chain
issues more closely. Part of the anlysis involves
answering the key question: which contract packers
or manufacturers supply the country B market with
the competitor's products?

A four step collection process involved 15 hours of
research, and 30 minutes of on-line database ‘search-
ing' to answer the question (see Figure 3).

The pharmaceutical industry provides one further
example of competitive intelligence in practice.

A European pharmaceutical company knows that
a competitor plans to soon launch a drug (which I
shall refer to as wizbang) in the company's home
market (country X), which poses a strong competitive
threat to one of the company's major products.
Moreover, it appears that the competitor intends to
enter the market at a lower price.

The product currently generates annual world-
wide sales of several hundred million dollars, and is
the market leader for its indication. Positioning and
pricing strategy require urgent reassessment.

Tailoring Competitive Intelligence to Executives’ Needs



INTERVIEWEE

QUESTION

RESPONSE

Director of Corporate
Communications
{New York)}

| would like to talk
to you briefly, if |
may, about the
clinical trials now
underway in Europe
with Sunshine.

t'm sorry ...l can
only say that yes, at
present early studies
of Sunshine are
taking place... but

in the United States
only... not in Europe.

Investigating clinician
at one trial centre in
Boston

Wouid you be able to
help me with some
information about
your Phase Il trials
with Sunshine for
depression ?

We are investigating
Sunshine, but the
study is an early
Phase Il study, not
Phase {il.

Vice President, company
R & D centre, Philadelphia

| understand you are
about to move into

Phase i1l clinical
development with
Sunshine for the
treatment of depression...
| suppose this means

you will soon be filing

an NDA (New Drug
Application) ?

Well... actually...
we only began Phase [l
trials last month

... it will be at

least two years
before we are ready
to submit NDAs... it
depends on many
things... but l am
not at liberty to
discuss the matter
further.

Medical Infarmation Officer,

Brussels subsidiary

| was interested to
learn about your
progress with the
development of
Sunshine... | assume
this means there is
no real issue with
side effects.

We're not really
involved with this
compound in Europe
... although we do
have a protocol ready
... we're waiting for

a decision from the
US... but you're

right, apart from some
problems with nausea
there are no other
problems with side
effects | am aware of...
my understanding is
that Sunshine is proving
to be effective.

ECHR

P . Iligenc Reseaehfor s s an deprossart g,

2
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Step No. Source interviewed

Information obtained

1. CEO of competitor's
subsidiary in Country B

v~ Listing of product
brand names and types, in
each major category (e.g.
dishwater detergents} the
company supplies

v~  The specific products
manufactured in Country B,
and manufacturing locations
for the products made
outside Country B

v~  Confirmation that the
firm had no manufacturing
sites of its own in Country B
- responsible for marketing
and sales only

the contract
packers/manufacturers

2. Product managers and v~ Names and locations
other executives at the of the contract packers/
competitor's head office manufacturers
and Country B subsidiary

3. Database search of v~ News items concerning

recent contracts

v~ Basic financial details
v~ General information
about the scope of each
company

4, Marketing, Sales, and
Technical managers at
each contract
packer/manufacturer

v~  Confirmation of specific
products each contract packer/
manufacturer supplied on
behalf of both the competitor,
and other rivals

v~ 'Packages' of information
on each company's full range of
capabilities and product/service
offerings

o e s

The questions asked of the competitive intelligence
consultants are the following:

O What is the launch date/status of wizbang for the
country X market?

O Is the competitor expecting to get a product
licence, and when?

O Does the competitor have any problems with the

formulation? What type of data has been submt-
ted to the regulatory authorities about them?

Approximately 20 primary sources were inter-
viewed during the research process. These included:
executives in offices of the competitor firm in four
countries; various pharmaceutical industry associ-
ations; pharmaceutical products distributors: regula-
tory agencies; clinicians; and charitable organiza-
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tions concerned with the disease. The combined
responses from these sources enabled the consulting
firm to answer all questions.

Perhaps the most revealing information was pro-
vided by managers at two offices—in different
countries—of the competitor's advertising agency.
One manager, when asked if there was anything new
in the pipeline, said 'nothing new at the moment . . .,
then added that he typically is given 3 to 6 months'
notice by the competitor to prepare advertising and
other promotional material. The second manager
confirmed that his office was ‘not working on any
products for the [X market] now".

Three of the most valuable primary sources of
competitor information available are:

O the competitor organization itself,
dJ customers,

O agents and suppliers (both yours and the competi-
tor’s).

Using proven interviewing techniques'’ it is poss-
ible to learn from competitors, customers, and
suppliers most of what the firm needs to know in
order to complete the intelligence puzzle. Some
‘targets’ are harder to ‘penetrate’ than others, but
none are invulnerable. Although it often requires
scores of interviews, at times on a global basis,
experienced intelligence researchers can collect from
external primary sources nearly every essential
element of information they need regarding competi-
tors.

Most of the intelligence that managers require
already exists inside the firm. The problem, generally,
is that no formal mechanism is in place to leverage
internal information resources. Managers and staff
from engineering, finance, human resources. manu-
facturing, marketing, R & D, and sales, all have
something to contribute in terms of valuable competi-
tive information. In addition, they can all benefit from
intelligence feedback. But someone must talk to and
motivate them. It 1s a key function of the CI activity to
harness the power and add value to the capabilities of
these 'knowledge assets’.

One major international aerospace manufacturer
requires that every executive travelling abroad (from
whatever department and for whatever reason)
should be 'briefed’ before the trip by a member of the
corporate business intelligence unit, and on his or her
return report back with findings related to the issues
and questions raised at the briefing. This provides

the company with a continuous stream of up to date,
often vital information at no additional cost.

Analysis and Production

Analysis represents the ‘value added’ element of
intelligence. It is analysis, and the options and
recommendations which emerge from analysis, that
senior managers use for strategy formulation and
decision-making pruposes.

Essentially analysis involves the transformation of
raw information into the finished intelligence prod-
uct. Herbert Meyer, formerly vice-chairman of the US
National Intelligence Council, and an assistant to
William Casey (Director of Central Intelligence from
1981 to 1987), suggests that ‘An intelligence outfit
earns its pay by choosing well—by deciding which
experts to back or even whether to ignore them all; by
resolving its own internal differences; and by sending
forward to policymakers a series of judgements,
conslusions, and projections that will, in the end,
prove valid'.*®

Good analysis, however, is not enough. Managers
must be receptive to intelligence—especially when
the ‘news’ is not what they expect, or wish, to hear.
Although Roosevelt and his commanders were fully
aware of the threat posed by Japan before the
‘surprise’ attack on Pearl Harbour, ‘Simply, the thing
was thought to be impossible’."®

The ever present risk in intelligence is that of
overproduction. Laqueur notes that ‘The more intelli-
gence there is, the more difficult it will be to establish
priorities, and the greater the danger that truly
important developments and events will be lost in a
tidal wave of information ranging from the mldly
interesting to the irrelevant’.** Managers do not need
yet more lorry loads of ‘facts’ or information, they
need an analytical intelligence product, delivered on
time, and in a format that can be easily and quickly
assimilated. Indeed, analysis for intelligence pur-
poses must be ‘time based’".

Tyson offers one list of questions related to time
based analysis (Figure 4).

A discussion of the range of analytical tools
available for intelligence purposes—of which many
(e.g. Weihrich’s TOWS Matrix, Leidecker's and
Bruno's discussion of Critical Success Factors,”
competitive benchmarking®) have been considered in
this journal—is outside the scope of this paper. In
any event, there is no one intelligence toolbox. The

Long Range Planning Vol. 27 February 1994

12



* Does the information relate to the current strategy of the
competitor ?

* Does the information represent a change in strategy ?

= Does the information reflect long-term changes forthcoming
in the market (or industry) ?

+ Does the information indicate changes in resources devoted
to the market ?

* Does the information describe personality or culture ?

» Does the information suggest changed assumptions about
market (or industry} conditions ?

* Does the information have an immediate impact on your
company's future direction ? A potential impact ?

Source: Kirk Tyson International, Business Intalligence Seminar, 1891,

Figure 4. Asseésir}g Eﬁhi‘:')étitq\)r‘\ihtéllig"ehge. g

concepts and analytical approach used when exam-
ining the competitor’s strategic intent, say, will be
different from those employed when carrying out a
sustainable growth rate analysis, or a personality
profile analysis of the competitor’s CEQ.

The questions to be asked at the outset are:

@ how does the intelligence consumer want to see
it—from what analytical perspective?

B what makes sense—what is actionable?

Dissemination

Dissemination is the last step of the intelligence cycle,
and involves the communication, or delivery of the
finished intelligence product to policymakers (see
box).

The intelligence product is disseminated in various
formats. It is easiest to conceive of the formats in
terms of the hierarchy shown in Figure 5.

Monthly competitor news bulletins are another
form of report generated by some competitive intelli-
gence units—usually at the corporate level. Caterpil-
lar, for example, publishes CI Newsletter at the
company's Peoria, [llinois headquarters. The Corpor-
ate communications unit of ABB Asea Brown Boveri,

in Ziirich, too, circulates to many of the company's
offices world-wide a bulletin, Competitor News.
Generally, however, such bulletins or newsletters are
of little strategic value.

The Special Intelligence Briefing reports intelli-
gence of the highest strategic value. It will deal with
one, or a set of, strategic issues, it will include key
findings (with sources!), and in many cases it will
highlight alternative strategies, and offer recom-
mendations. Effective intelligence briefings are deci-
sion-oriented, contain supporting information only if
relevant to the key issue(s), and is distributed under
strict security guidelines (which vary by firm).

Organization

Porter, in his work, Competitive Strategy, argues that
in order for the firm ‘To be effective, there is a need for
an organized mechanism—some sort of competitor
intelligence system—to insure that the process [of
compiling data for competitor analysis] is efficient’.**
What Porter does not do, however, is describe how
this can be achieved, or the scope of such an
‘organized mechanism'.

Competitive intelligence does not just happen.
Similar to other management processes, competitive

Tailoring Competitive Intelligence to Executives' Needs
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You need to understand that | don't. have ‘enough time .to. do- m’f job. I dont have time: forn :
academnc stuff. My attention span-is very short. Combine Qx lack of time and a feelmg that I know
it all and you have a tough sales call to make: i ;o5 #5 e 2 SO
‘So, how do | ke to get-intelligénce? | Jike to get it fast and. Llike
can be a lot of thmgs They can be. analyt:c evaluauon of cost.struct
the salesperson tells you. Every time 1.am llstemng to someone,,l laveX
my mind—so what? When you, cail on. me, wniuq one mmute I 3 \
about whether | want to keep talking to your ornot; - ‘_4 v
'So, / want it fast, | want'if factial, ' want'it fhtegratedf bt ,
and say, “Hey, look what I got! 1.got all-these jigsaw. bh“zz'i’"ﬁans“ ' :-‘
carpet and sit there and try to guess with- me what sort-of pii:tura‘ft‘
together bafore you see me. * . 33 s S
‘f want it actionable, too. That's mtemting, S0 what? You don'tl e€
‘You've gone out, you've collected im‘ormanon, you've reﬂected. an

- nght in what we are doing. But heres a little course con'ect!on‘ ‘ gou!d_ r

X \gg_esnm going through

ng, to. form conc!usnons‘

Special
Intelligence
Briefing

Periodic Intelligence
Briefings

Situation Analysis

Strategic Impact Worksheet

Competitor Profile
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intelligence involves 'a set of activities that, taken
together, produce a result of value to a customer’.®® In
order to manage this ‘set of activities' successfully,
formal direction and co-ordination—Porter’s ‘organ-
ized mechanism'—is necessary.

Competitive intelligence units are usually small in
size (even in large of companies five staff or less is not
uncommon). Moreover, effective units tend to share
the following characteristics:

O the head of Competitive Intelligence is a seasoned
manager, with strong analytical abilities and a
good grasp of the total business. He or she also
enjoys the explicit support of (and direct line to)
top management, and understands the exercise of
power in the organization;

the CI unit is part of Business Development or the
Planning group; not Marketing or Market
Research;

the CI unit leverages the internal and external
resources of the firm to produce its output, and
does not duplicate tasks more appropriately

carried out by more expert or larger departments
(in part this requires good personal ‘networking’
throughout the company.

Firms that delegate part-time CI responsibilities to
members of market research or other organizational
units without structured, centralized co-ordination
will fail to realize the full power and potential of
competitive intelligence. Competitive intelligence is
as essential to the long term survival and prosperity
of the firm as any other strategic activity or process.
Award winning products, ‘global’ brands, skilled
managers, world class manufacturing processes, and
even strong balance sheets do not, alone or in concert,
guarantee the success of companies. What matters
most is how these and other assets are utilized
relative to the competition.

Kirk Tyson, a well known American consultant in
the field of competitive intelligence, argues that
intelligence gathering and analysis should be carried
out as close to line management and markets as
possible. Figure 6 below is a simplified illustration of
how the intelligence function in a diversified com-
pany might be organized.

Central
Intelligence
Ca-ordinator

SBU/Division 1
Intelligence
Co-ordinator

SBU/Division 2
intelligence
Co-ordinator

SBU/Division 3
Intelligence
Co-ordinator

SBU/Division 4
Intelligence
Co-ordinator

Y

] ] }

Engineering Finance Business

Operations R &D

Development/Marketing

SOURCE: Kirk Tyson International, Business Intelligence Seminar, 1991.

Fiaure 6. The Competitive Intligence Functior
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The intelligence co-ordinator has a multi-function
role. It includes:

O acting as a catalyst (a change agent) in the
development of the organization-wide intelligence
system,

O co-ordinating ‘network’ issues,

O directing and monitoring the intelligence function,

O ensuring that the intelligence needs of the CEO
and other senior managers are being met,

QO providing centralized resources (e.g. external
research and consulting firms),

O training of intelligence personnel.

My experience, and that of Tyson's, is that effective
intelligence programmes share several important
characteristics:

@ ‘Networking' is conducted proactively and sys-

tematically.

O An evolutionary, prototyping approach is used—
the most effective competitive intelligence units

started as pilot programmes.

The intelligence consumers 'call the shots'—they
are given what they need to make decisions in a
form they can use.

The intelligence needs of individual business
units or business development teams are co-
ordinated.

They are of flexible design, and allow for change.

They, and the mechanized information systems
employed, are less than ideal (‘ideal’ systems are
never implemented).

Needless to say, the competitive intelligence func-
tion must be tailored to the specific needs, and to the
cultural and organizational circumstances, of each
firm. While there are valuable lessons to be learned
from firms such as 3M, AT&T, Motorola, SmithKline
Beecham, and others who are exceptionally good at
competitive intelligence, there are no ready-made
organizational templates available.

Benefits and Results

The benefits of understanding competitors and their
activities are many. Aaker highlights four:

1. ‘An understanding of the current strategy
strengths and weaknesses of a competitor can
suggest opportunities and threats that well merita
response.’

2. ‘Insights into future competitive strategy may
allow the prediction of emerging threats and
opportunities.’

3. 'A decision about strategic alternatives might
easily hinge on the ability to forecast the likely
reaction of key competitors.'

4. ‘Competitor analysis may result in the identifica-
tion of some strategic questions, questions that
will be worth monitoring over time.®

In addition, there is much evidence to suggest that
it is ‘more effective to concentrate on extensive and in-
depth information on one particular company with a
specific goal in mind, even long term'” rather than
continuous monitoring of a whole array of competi-
tors. Focused intelligence efforts also achieve recog-
nizable results quickly.

In 1992, under the sponsorship of SCIP*® in the
United States, an empirical study on the role of
competitive intelligence in corporate strategy and
performance was begun. Although as this paper is
written the final report has yet to be published,
preliminary findings were made available early in
1993. The researchers, Professors Jaworski and Wee,
found 'solid evidence that the extent of competitive
intelligence activities leads directly to:

@ more positive relationships among the internal
functional areas of the firm

Q higher quality strategic plans

W increases in the SBU's knowledge of their market/

business environment’.?®

Competitive intelligence, in other words, drives
business performance by increasing market know-
ledge, internal relationships, and the quality of
strategic plans.* Competitive intelligence is, in short,
a net contributor to the firms ‘bottom line".
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