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ABSTRACTHELSINKI SCHOOL OF ECONOMICS
Faculty of International Business 
Master’s Thesis
Sami Lakkakorpi February 2002

BUSINESS INTELLIGENCE AND KNOWLEDGE MANAGEMENT 
INTEGRATION FOR FINNISH SME INTERNATIONALISATION PROCESS

Case: Finpro

Objectives of the Study
The objective of the research was to explore the possibilities of integrating business 
intelligence and knowledge management processes in the case company in order to 
facilitate the internationalisation process of the client, an individual small and medium
sized enterprise. The four phases of the business intelligence cycle, need determination, 
collection, analysis and dissemination were integrated with the knowledge management 
elements, knowledge sharing and knowledge creation. Furthermore, the study looked 
into how business information is collected in order to find out how much and what part 
of the information could be collected centrally. Another aspect relates to the 
organisation of the collection and for this end, the roles and responsibilities of the 
consultant and the market analyst were discussed. These issues needed to be answered 
in order to avoid information collection overlap in multicountry assignments and also in 
order to find ways of reducing consultants’ time put in basic information collection 
instead of value added work.

Research Methods and Sources of Information
The research method was a multiple case study research, which consisted of a pilot case 
(Consulting Division) and three actual cases (Munich, London and Milan Trade 
Centers). The primary sources of data for the empirical part were interviews at the case 
sites. The information for the theoretical part of the study has been collected from the 
internationalization, business intelligence, and knowledge management literature and 
articles. Also the Finpro material, both printed and Internet based, such as annual 
reports, brochures and documents were used.

Results
The integration of knowledge management elements with business intelligence could be 
seen in all the four phases of the business intelligence cycle. Knowledge sharing occurs 
at every phase of the cycle and also knowledge conversions between tacit and explicit 
knowledge occurred. As to centralised collection, which would be performed by the 
Business Intelligence Services (BIS) in Helsinki, the studied Trade Centers were unable 
to see the use of it for actual client assignments. Instead, the BIS could gather some 
basic information on less familiar sectors. However, it was emphasized that this service 
could be more useful for the Consulting Division. The analyst-consultant division as 
opposed to performing all phases of the intelligence process by oneself (“A-Z”) was 
considered more favourable as it provides better basis for knowledge sharing and 
eventually knowledge creation.

Key words
Internationalisation, SME, business intelligence, knowledge management, information 
society, intellectual capital, tacit knowledge, explicit knowledge, lateral rigidity



TIIVISTELMÄHELSINGIN KAUPPAKORKEAKOULU
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BUSINESS INTELLIGENCEN JA KNOWLEDGE MANAGEMENTIN 
YHDISTÄMINEN SUOMALAISEN PK-YRITYKSEN 

KANSAINVÄLISTYMISPROSESSISSA 
Case: Finpro

Tutkimuksen tavoitteet
Tutkimuksen tavoitteena oli tutkia miten business intelligence ja knowledge 
management yhdistyvät case-yrityksessä ja kuinka tällä helpotetaan PK-yrityksen 
kansainvälistymistä. Business intelligenssin neljä vaihetta, tarvemäärittely, tiedon 
kerääminen, analyysi ja esittäminen, yhdistettiin knowledge management -elementtien, 
tiedon jakamisen ja uuden tiedon luomisen kanssa. Tämän lisäksi tutkimus tarkasteli 
kuinka tietoa hankitaan tällä hetkellä, jotta selviäisi mikä osa ja kuinka paljon 
tiedonhankinnasta voitaisiin keskittää. Toinen tutkittu asia liittyi tiedonhankinnan 
organisointiin ja siksi konsultin ja markkina-analyytikon rooleja tarkasteltiin. Edellä 
mainittuihin asioihin tarvittiin vastauksia, jotta vältyttäisiin tiedonhankinnan 
päällekkäisyyksiltä etenkin monimaatutkimuksissa ja jotta löydettäisiin keinoja 
vähentää konsultin aikaa perustiedon keräämisessä ja suunnata sitä lisäarvoa tuottavaan 
toimintaan.

Lähdeaineisto ja tutkimustapa
Tutkimus toteutettiin moni tapaustutkimuksena (multiple case study research), joka 
koostui pilottitapauksesta (konsultointiyksikkö) ja kolmesta varsinaisesta tapauksesta 
(Münchenin, Lontoon ja Milanon vientikeskukset). Ensisijaisena lähdeaineistona 
tutkimuksen empiirisessä osassa käytettiin haastatteluja sekä konsultointiyksikössä että 
kussakin kolmessa vientikeskuksessa. Teoreettisen osan lähdeaineisto kerättiin 
kansainvälistymistä business intelligencea, knowledge managementia koskevasta 
kirjallisuudesta ja artikkeleista. Lisäksi Finpron materiaalia, sekä painettua että Internet 
pohjaista kuten vuosikertomuksia, esitteitä ja dokumentteja käytettiin.

Tulokset
Knowledge managementin yhdistyminen business intelligenssin kanssa todistettiin 
jokaisella business intelligence -syklin neljästä vaiheesta. Tiedon jakamista tapahtui 
joka vaiheessa ja lisäksi tiedon muuttamista tacit-tiedon ja eksplisiittisen tiedon välillä 
tapahtui. Tarkastellut vientikeskukset eivät koe hyötyvänsä asiakastoimeksiannoissa 
tiedonhankinnan keskittämisestä, jonka toteuttaisi Business Intelligence Services (BIS) 
Helsingissä. Kuitenkin BIS voisi kerätä perustietoa hieman tuntemattomammilta 
toimialoilta. Konsultointiyksikölle tämän toiminnon hyöty oli selvemmin nähtävissä. 
Analyytikko-konsultti -jako tietoprosessin organisoinnissa koettiin hyödyllisemmäksi 
kuin se, että konsultti tekisi kaiken itse (A-Ö). Perusteluna on se, että analyytikko- 
konsultti -jako toimisi parempana pohjana tiedon jakamiselle ja lopulta uuden tiedon 
luomiselle.

Avainsanat
Kansainvälistyminen, PK-yritys, business intelligence, knowledge management, 
tietoyhteiskunta, älyllinen pääoma, tacit-tieto, eksplisiittinen tieto, lateral rigidity
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1 INTRODUCTION

This thesis is made for Finpro (the former Finnish Foreign Trade Association) 

Consulting Division and the study concentrates on the information collection, or 

intelligence processes for a broader term, of the Consulting Division (CD) in Helsinki 

and three Finland Trade Centers (FTC), Munich, London and Milan. The opening 

chapter will briefly introduce the premises of the study and the research setting. In 

addition, the case company Finpro and the Consulting Division and the Trade Center 

Network will be presented.

1.1 PREMISES

Koski (1998, 14) emphasizes the magnitude of information overload and says that 

during the last 30 years, the amount of information being produced is more than during 

the 5000 years before that period. According to Michael Marien (ibid, 15), the worst 

curse of the information society is the over supply of information, the infoglut. This can 

even lead to a physical illness known as the Information Fatigue Syndrome (Skyrme, 

131).

Therefore, while the amount of accessible information keeps increasing, both our 

personal and professional survival depends on our ability to process the information. 

(Koski, 14) In order to survive and develop, organizations need to refine information 

into knowledge and consequently, add value to the process in question. Koski (1998, 

134) concludes that in an environment of constant change, organizations must become 

rationally acting intelligent organizations.

Nonaka and Takeuchi (ed. Von Krogh et al. 1998, 21) further stress that in an economy 

where the only certainty is uncertainty the one sure source of lasting competitive 

advantage is knowledge. According to Von Krogh et al. (2000, 1), we are about to 

embark on a new economic order - the knowledge-based economies, playing by a new 

set of rules. Drucker (ed. Von Krogh et al. 1998, 6) further argues that in the new 

economy, knowledge is not just another resource alongside the traditional factors of
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production - labour, capital and land - but the only meaningful resource today. The fact 

that knowledge has become the resource, rather than a resource, is what makes the new 

society unique.

For that reason, one of the biggest challenges that organisations face today is knowledge 

management i.e. harnessing the information and knowledge that individual employees 

possess to organisational use (Virtanen 1999, 39). In addition to knowledge 

management, Prescott (1995, 71) argues that the process of competitive intelligence is a 

core capability, which firms need to develop if they are to succeed in the twenty-first 

century.

Maula and Poulfelt (2000, intro) state that consulting firms operate in a globalized 

knowledge-based industry and their competitiveness depends on the continual 

improvement of their competencies, knowledge base and learning skills. As a response 

to the changing world and easily outdating knowledge, especially the big, progressive 

consulting firms have developed different strategies to evolve and learn from the client 

assignments and internal knowledge sharing. Also Finpro, as a consulting company, has 

become aware of this fact and this study will look into the methods that Finpro has 

developed in order to stay competitive in the information era.

This study will discuss the issues of the information society, the importance of 

knowledge as the resource in the coming era, and equally the tools to collect and 

manage information and knowledge, namely business intelligence and knowledge 

management. In more detail, the research will look into the business intelligence and 

knowledge management practices at Finpro and how they would improve the consulting 

process and consequently enhance the client SME internationalization process.

1.2 RESEARCH SETTING

1.2.1 Research Gap

There has been a lot of research and writing on both business intelligence and 

knowledge management. Competitive or business intelligence has inspired academics
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and practitioners such as Fuld (1991), Kahaner (1996) and Dutka (1998) and. Also 

Finnish academics and practitioners have acknowledged the importance of the issue and 

among others Pirttilä (2000), and Viva Business Intelligence have contributed in the 

field. Vihavainen (Business Information Gathering as a Component of Business 

Intelligence Process, 1998), Vaamas (Analyzing Business Information Needs in an 

Internationally Operating Company, 1998), and Virtanen (From Information to 

Intelligence - Building a BI Programme in an Internationally Operating Company, 

1998) all made their Master’s Thesises on one particular aspect of business intelligence 

and later established Viva Business Intelligence Oy, a business intelligence service 

company providing solutions to customers’ business information content and 

management needs (Pro-How Paper 1/98, 2).

Knowledge management has been well covered both internationally and in Finland. 

Nonaka and Takeuchi (1995) have been the forerunners in the knowledge creation 

literature. In Finland the discussion has also been vivid thanks to Kulkki (1996), Koski 

(1998), Stähle and Grönroos (1999) and Maula (2000). As to Master’s Thesises, Ossi 

Autio studied the role of the intranet in knowledge management (The Role of Corporate 

Intranet in Knowledge Management, 2000). Autio discusses the issues of knowledge 

management and the learning organization and in a way, integrates the two related 

concepts.

However, the author does not know of a study that would have brought business 

intelligence and knowledge management into a common whole. There is a lack of 

establishing an explicit relationship between the two concepts, and this is the issue that 

this study attempts to tackle. Furthermore, research on business intelligence has mostly 

concentrated on external information gathering, however, it is stressed that internal 

information sources could provide up to 80% of the needed intelligence. In spite the fact 

that many academics and practitioners acknowledge the importance of internal 

information and tacit knowledge, the concept of knowledge management is seldom 

discussed in the business intelligence context. Koski (1998, 112), however, briefly 

mentions that knowledge management is increasingly often considered a central factor 

of business intelligence. In this study these two concepts will be put together to act as 

the conceptual framework of the study.



4

1.2.2 Research Problem

In order to phrase the research problem, we have to understand what is the goal of 

Finpro. It is to speed up the internationalisation of Finnish companies while minimising 

the risks involved. Therefore, the research problem stems from both the research gap 

and the goal of Finpro and is put as follows:

“How to integrate the business intelligence process and knowledge management 

at Finpro in order to create and add value that enhances individual SME 

internationalisation process and minimises the risks involved”

1.2.3 Purpose of the Study

Thus, the purpose of the study is (1) to explore the possibilities of integrating 

knowledge management with the business intelligence process in order to provide the 

needed knowledge and information for the internationalizing SME and thus facilitate 

the internationalization process; and (2) to identify the sources and phases of business 

value creation for internationalization of SME’s.

First, this study will discuss whether the needs of the client SME differ from those of 

larger companies and does this difference affect need determination. Then, in order to 

achieve the above stated purpose it is also important to find out how business 

information is currently gathered in the Consulting Division and the three Finland Trade 

Centers. The focal points of the study are the possibility of centralised information 

collection and redefining the roles and responsibilities of the consultant and the market 

analyst. For this end, the study will discuss the sources (both internal and external) and 

channels of information being used and also who is responsible for the collection. Due 

to the distributed organisational nature of Finpro (48 FTC’s in 38 countries), how 

information is collected is an important issue and therefore, should be investigated in 

order to improve the intelligence processes and overall performance of Finpro. At 

present, Finpro faces two important challenges: first, how to avoid information 

collection overlap in multi-country assignments; and second, how consultants could be 

acquitted from basic information collection to more value generating activities.
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Furthermore, the question of how the collected data or information is further processed 

to make it add value is discussed. Do consultants contribute in the analysis by 

converting their tacit knowledge into explicit? Finally, this study aims to find out 

whether there is efficient information and knowledge sharing between divisions, Trade 

Centers and individual employees. As mentioned earlier, there is no point in 

overlapping activities and reinventing the wheel when information technology provides 

the means for efficient knowledge sharing and communication.

In order to achieve the above stated purpose, this study aims to answer the following 

basic research questions related to the intelligence process:

1. Are client firm needs identified and understood in the first place and properly 
answered?

2. How and where is data and information collected?
3. How is collected data and information transformed into actionable knowledge?
4. How is knowledge disseminated for the client and shared within Finpro and FTC’s 

about the above process

1.2.4 Limitations

The study focuses on the integration of business intelligence and knowledge 

management at Finpro. The emphasis is placed on the four phases of the business 

intelligence cycle; need determination, collection, analysis, and dissemination. Such 

elements as knowledge sharing and transfer, knowledge creation and conversions from 

tacit to explicit from the knowledge management literature will be integrated to the 

business intelligence process.

The empirical study is a multiple case study and the number of cases is limited to four, 

the Consulting Division and the three Finland Trade Centers in London, Milan and 

Munich. The Consulting Division will act as a pilot case and therefore, it follows a 

different research guide from the Trade Centers’. In addition to providing valuable 

knowledge on the case company, the Consulting Division is selected a pilot case 

because the research also attempts to study the cooperation between the CD and the
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FTC network. The criteria for choosing the mentioned cases is that information 

collection characteristics differ in each case FTC. In Munich, information collection is 

characterized as heavily dependant on relationships; one has to know people who hold 

the information. As to London, information is said to be collected from the Internet and 

databases. Finally, in Milan in order to collect accurate information a face-to-face 

meeting is said to be a must. This requires a lot of “legwork” which was the word used 

to characterize collection.

1.2.5 Definitions

Business Intelligence (BI) is a continuous and systematic process producing and 
communicating actionable intelligence of the external business environment to facilitate 

proactive decision-making (Viva Business Intelligence, 1998). It is important to note 

that business intelligence and competitive intelligence are in some cases used as 

synonyms, whereas in other cases competitive intelligence is restricted into examining 

competitors (Pro-How Paper 1/98, 6). This study uses the term business intelligence as 

the broadest term of intelligence whereas competitive intelligence is restricted to 

examining competitors.

Explicit knowledge is knowledge that is transmittable in formal, systemic language 

(Nonaka & Takeuchi 1995).

Internationalization is a step-by-step process of international business whereby a firm 

becomes increasingly committed to and involved in international business operations 

through specific products in selected markets (Luostarinen, 1994).

Knowledge Management (KM) is the organisation and improvement of information 

processes so that the quality of the company’s core activities will improve to the 

maximum. Knowledge management is the whole of the theories, observations and 

practices that are related to organisational and individual learning and also to 

information sharing in organisations. Thus, knowledge management is not solely about 

application of information technology but also and foremost about understanding and
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managing the processes and environments where people create and apply knowledge. 

(Koski, 1998)

Lateral rigidity is defined as a behavioral characteristic of the firm, which causes 

inelasticity in the firm’s strategic decision-making behavior. Lateral rigidity and 

knowledge go hand in hand so that the less the stock of knowledge the higher the degree 

of lateral rigidity. (Luostarinen 1979)

The abbreviation SME refers to the definition of small and medium-sized enterprises. 

The table below summarises this definition:

Table 1. Defining Small and Medium-Sized Enterprise

Source: European Commission, 1996

Tacit knowledge is personal, context-specific knowledge, and therefore hard to 

formalize and communicate (Nonaka & Takeuchi 1995). Tacit knowledge is also 

referred to as implicit or “silent” knowledge (Koski 1998).

1.2.6 The Structure of the Study

This study consists of eight chapters. The content of every chapter is explained in the 

beginning of each. The structure is illustrated below in Figure 1.
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Figure 1. Research Structure
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*The abbreviation used in this study for internationalization
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Chapter one introduces to the topic and presents the research setting. In addition, the 

case company, Finpro and its divisions that relate to the study, Consulting and the Trade 

Center Network, are presented.

The theoretical background of the study consists of chapters 2-4. Chapter two presents a 

brief introduction to the internationalisation of the SME. This chapter places an 

emphasis on the role of (business) information and knowledge in the process. It is also 

stressed that occasionally SME’s may not have the experience and skills required in 

international operations and therefore, they need external expert services. In this study, 

Finpro is the provider of these expert services and an individual SME is the client. 

Chapter three discusses business intelligence and the importance of it in the information 

era. The basic unit of any intelligence system and simultaneously the instrument of this 

study, the intelligence cycle, is presented. Finally, chapter four presents knowledge 

management that discusses intellectual capital and the difference between the Japanese 

(knowledge creation) and Western (information management) viewpoint of knowledge 

management. Furthermore, knowledge conversions between tacit explicit knowledge 

(epistemology) are dealt with as well as knowledge transfer or sharing (ontology).
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Chapter five sums up the theoretical building blocs and the conceptual framework is 

elaborated and illustrated.

Chapter six presents the methodology discussing the issues related to case studies in 

general and also presenting how the study was conducted. Validity and reliability are 

discussed as well. Then, chapter seven presents the results of each case, the Consulting 

Division pilot case and the three Finland Trade Centers, Munich, London, and Milan. In 

addition, the Knowledge Management practice at Finpro is discussed. Finally, chapter 

eight concludes the study by presenting the summary of the results, setting forth 

contributions of the study and suggesting future research on the context.

1.3 CASE COMPANY - FINPRO

The case company, Finpro, was founded in 1919 as the Finnish Export Association. 

From 1938 to 1999 Finpro was known as the Finnish Foreign Trade Association. The 

goal of Finpro is to speed up the internationalization of Finnish companies while 

minimizing the risks involved. In more detail, the main objective is to provide 

specialized internationalization services to Finnish small and medium sized enterprises 

(SME’s). Finpro’s personnel comprise almost 380 international experts, about 130 of 

them based in Helsinki and others abroad at the Finland Trade Centers.

Figure 2 illustrates the Finpro organization in which the Consulting Division and the 

Trade Center Network are highlighted. After the chart both divisions will be discussed 

briefly.



10

Figure 2. Finpro Organization Chart

Supporting Activities: 
Finance

Human Resources
Innovation and 
Development

Customer Service and 
Marketing 
Division

Service Product Division Consulting Division

Trade Center Network

Source: Finpro Annual Report 2000, 11

1.3.1 The Consulting Division

The Consulting Division helps Finnish companies in different stages of 

internationalization, from defining company’s resources to target market analysis, 

market entry strategy or to planning and implementation of full-scale 

internationalization. The twelve sector specific consultants co-operate both with the 

client company and the Finpro Trade Center Network. They actively follow their 

industry and the changes occurring, and constantly analyze how these changes affect 

Finnish companies’ export operations and internationalization.

1.3.2 Finland Trade Centers

Finpro has 48 Finland Trade Centers in 38 countries. The Finland Trade Centers offer 

Finnish companies consulting services and other assistance in market entry phase. The 

locations of FTC’s are carefully chosen, with an eye for the niche sectors and markets 

where Finnish companies have a competitive edge or notable potential. The Finpro staff
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in the Finland Trade Centers includes local and Finnish experts with extensive 

experience in business development and / or in-depth knowledge on local market. Their 

job is to follow changes in the competitive environment in their own areas, with the 

Finnish perspective in mind. Not only do they know the products and competitive 

strengths of the Finnish companies but they also understand the business culture and 

demand in the partner’s market.
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2 INTERNATIONALISATION OF THE SME

This chapter will discuss the internationalization of the SME. Therefore, it will 

concentrate on the research conducted by the Nordic school, which considers 

internationalization as a gradual learning process rather than large, spectacular foreign 

investments. Also the research of this school of thought has been conducted in small 

and open economies i.e. in Sweden and in Finland, and thus the author considers the 

theories of the Nordic school more suitable for the study in hand as the clients of Finpro 

are mainly Finnish SME’s. Luostarinen and Welch (1990, 256) have divided the pattern 

of internationalization in two: “An internationalization pattern for a particular firm 

might be measured in terms of particular target country, or by summing the patterns for 

all countries in which it is involved so that an overall company pattern might be 

obtained”. The Uppsala model (Johanson & Wiedersheim-Paul 1975, Johanson & 

Vahlne 1977) is based on the target country pattern of internationalization whereas 

Luostarinen’s research (1979, 1994) additionally establishes a company pattern of 

internationalization. Section 2.3 discusses explanatory factors for gradual 

internationalization and internationalization in general, and finally, section 2.4 presents 

the findings of Kailaranta (1998) on SME internationalization process.

2.1 TARGET COUNTRY PATTERN OF INTERNATIONALIZATION

According to Johanson and Wiedersheim-Paul (ed. Buckley & Ghauri, 16), research (on 

internationalization) has been concentrated on the large corporations, particularly the 

American. They argue that many firms, however, start international operations when 

they are still comparatively small and gradually develop their operations abroad. This 

gradual internationalization, rather than large, spectacular foreign investments is 

characteristic for most Swedish firms as well as many firms from other countries with 

small domestic market.

Therefore, the basic assumption of their internationalisation process model is that the 

firm first develops in the domestic market and that the internationalisation is a 

consequence of series of incremental decisions (ibid, 17). They also assume that the
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most important obstacles to internationalisation are lack of knowledge and resources, 

which are reduced through incremental decision making and learning about the foreign 

markets and operations. The perceived risk of market investments decreases and the 

continued internationalisation is stimulated by the increased need to control sales and 

the increased exposure to offers and demands to extend the operations. Johanson and 

Wiedersheim-Paul are not trying to explain why firms start exporting but assume that, 

because of lack of knowledge about foreign countries and a propensity to avoid 

uncertainty, the firm starts exporting to neighbouring countries or countries that are 

comparatively well known and similar with regard to business practices etc. (Ibid)

In the context of similarity of countries, Johanson and Wiedersheim-Paul (ibid, 18) 

introduce the concept of psychic distance, which is defined as factors preventing or 

disturbing the flows of information between firms and market. Examples of such factors 

are differences in language, culture, political systems, level of education, level of 

industrial development etc. For obvious reasons, psychic distance is correlated with 

geographical distance. Although, they stress that psychic distance is not the only 

important factor for international operations. In most textbooks about international 

business, the size of the potential market is considered the most important factor for 

international operations.

All in all, considering the development of operations in individual countries they expect 

a stepwise extension of operations. Four different stages, referred to as the 

establishment chain, are presented (ibid, 17):

1. No regular export activities

2. Export via independent representatives (agent)

3. Sales subsidiary and

4. Production / manufacturing

Furthermore, Johanson and Vahlne (Buckley & Ghauri, 32) build on the previous 

research and present a model of the internationalisation process of the firm that focuses 

on the development of the individual firm and particularly on its gradual acquisition, 

integration, and use of knowledge about foreign markets and operations and on its 

successively increasing commitment to foreign markets. The basic assumptions of the
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model are that lack of such knowledge is an important obstacle to the development of 

international operations and that the necessary knowledge can be acquired mainly 

through operations abroad.

Johanson and Vahlne (ibid, 35) try to explain internationalization and they see it as the 

consequence of a process of incremental adjustments to changing conditions of the firm 

and its environment. Changes in the firm and its environment expose new problems and 

opportunities. They strongly feel that the incremental character of internationalization is 

due to the lack of market information and the uncertainty occasioned thereby. They 

believe that the lack of knowledge due to differences between countries with regard to, 

for example, language and culture, is an important obstacle to decision making 

connected with the development of international operations. They further argue that 

these differences constitute the main characteristic of international as distinct from 

domestic operations. This is also in accordance to Luostarinen’s lateral rigidity in 

decision-making and its relation to the level of knowledge (will be discussed in 2.2).

The main structure of the dynamic model of internationalization is given by the 

distinction between the state and change aspects of internationalization variables (see 

Figure 3). The state aspects are the resource commitment to the foreign market - market 

commitment - and knowledge about foreign markets and operations. The change 

aspects are decisions to commit resources and the performance of current business 

activities. Market knowledge and market commitment are assumed to affect both 

commitment decisions and the way current activities are being performed. These in turn 

change knowledge and commitment. (Buckley & Ghauri, 36)
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Figure 3. The Basic Mechanism of Internationalization
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Source: Johanson & Vahlne (1977) in Buckley & Ghauri 1994, 37

2.2 COMPANY PATTERN OF INTERNATIONALIZATION

At the overall firm level, the evolutionary pattern seems to be at least as valid as at the 

target country level (Luostarinen & Welch, 260). The pattern has been most strongly 

confirmed by the FIBO1 project’s studies of the internationalization of Finnish firms. In 

addition, Luostarinen’s research revealed a process of evolutionary development not 

only in terms of the depth of operation mode, but also in terms of the diversity of modes 

used, as well as in product offerings and the range of markets penetrated (ibid). The 

POM-concept (Product, Operation, and Market) was thereby developed.

The structure of the POM-pattem is the result of the company’s internationalization 

development and is thus the sum of both similar and different POM-combinations used 

by the firm at a time. The change in the internationalization posture of the company is 

interpreted as taking place only when there is a transition from one product, operation or 

market category to another (Luostarinen 1979, 180-181). The pattern is illustrated in 

Appendix 5 and the categories are presented here separately.

1 Finland’s International Business Operations research programme was established by Reijo Luostarinen 
in 1974. Concentrates on creating and developing data banks on internationalization and on analyzing,
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First, and before going through the patterns, it should be noted that the basic assumption 

of Luostarinen (1979, 35) is that the strategic decision making of the company is 

especially characterized by lateral rigidity. The term lateral rigidity is defined as a 

behavioral characteristic of the firm, which causes inelasticity in the firm’s strategic 

decision-making behavior (ibid, 48). Lateral rigidity and knowledge go hand in hand so 

that the less the stock of knowledge the higher the degree of lateral rigidity. For 

example, in making final decisions a company is usually willing to select those 

alternatives, which are known to it and tries to avoid those alternatives, which are 

unfamiliar. This means that the decision-making behavior of the company is rigid in 

lateral direction i.e. towards new alternatives but is elastic forward (forward elasticity), 

that is, towards known alternatives (Luostarinen 1979, 35).

Through the laterally-rigid behavioral decision-making model, the components of the 

product, operation and market strategy could be organized into a so called order of 

lateral rigidity, the first step component of each strategy being the best known, the least 

risky alternative and the last one the least known large risk alternative. As noticed, the 

empirical evidence was that most of the firms proceeded along these lines. It could also 

be observed that the degree of lateral rigidity was reduced through organizational 

learning and through the increase in the knowledge allowing companies to advance 

gradually into new strategic options. Due to the organizational learning process, the 

target country patterns of the firm get more and more diversified without continuing to 

follow the traditional order of stages. Furthermore, the size of the firm seems to have an 

impact on the degree of lateral rigidity and through this on the internationalization of the 

firm - the smaller the firm, the smaller the financial resources, the less the personal 

resources and the lower the stock of knowledge and the higher the level of lateral 

rigidity. (Luostarinen 1994, 23)

Product strategy

Luostarinen (1979, 96) gives the following categories for the product variable: goods, 

services, know-how, and systems. Based on the hypothesized degree of knowledge of 

the product in domestic operations the four sales objects are ranked in the following

theoretically and empirically, the dynamics or the internationalization of firms in a small and open 
economy (SMOPEC) (Luostarinen 1994, 1).



17

order of familiarity: goods, services, systems and know-how. If there were no difference 

in the product knowledge, other things being equal, the company could start its 

international activities by selling any one of these objects. Because of this knowledge 

difference, lateral rigidity is assumed to play a critical role in the determination of 

internationalization product strategy. (Luostarinen 1979, 98)

However, as a result of organizational learning, the company may later also include 

unfamiliar items in its sales objects. As a company increases its involvement in 

international operations there is also a tendency for its offering to foreign markets to 

deepen and diversify (Luostarinen & Welch, 253). This may occur at two levels:

1. Expansion within an existing, or into a new, product line

2. Change in the whole product concept to include not only the hardware or 

physical goods but also “software” components such as services, technology, 

know-how, or some combination. Over time the blending of hardware and 

software components is often developed into more packaged forms, 

representing project or systems solutions.

Operation strategy

It is assumed that also the determination of operation strategy is affected by lateral 

rigidity so that there is a certain chronological order of utilization between different 

modes of foreign operations (Luostarinen 1979, 113). In other words, as companies 

increase their level of international involvement there is a tendency for them to change 

the method/s by which they serve foreign markets (Luostarinen & Welch, 251).

Luostarinen (1994, 11) identifies 15 different operation types of outward international 

business, which are divided into four major clusters or categories by using the two most 

important dimensions or tools, functional and foreign direct investment. The first pays 

attention to the function of the firm (production or marketing) and the latter to whether 

the operation in question includes foreign direct investment flows or not. The 

classification and operation modes included were as follows:

A. Non-investment marketing operations (NIMOs):
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Indirect, direct, and own exporting (3)

B. Direct investment marketing operations (DIMOs):
Sales promotion subsidiaries, warehousing subsidiaries, service 

subsidiaries, sales subsidiaries (4)

C. Non-investment production operations (NEPOs):
Licensing, franchising, contract manufacturing, co-production, partial 

projects, and turnkey projects (6)
D. Direct investment production operations (DIPOs):

Assembly subsidiary and manufacturing subsidiary (2)

Market strategy

As to the target market determination, the distance is assumed to have an impact on the 

level of knowledge. Generally, the greater the distance i.e. the greater the differences 

between the home and target country, the less the amount of knowledge of the firm 

about the target country. And the less the knowledge, the higher the degree of lateral 

rigidity towards entering the market of that country (Luostarinen 1979, 125-126). 

Consequently, there is a basic tendency for companies, particularly in the early stages of 

internationalization, to approach markets which appear simpler, more familiar and less 

costly to penetrate - and these are most commonly those which are closest in physical 

and cultural terms (Luostarinen & Welch, 253).

Luostarinen (1979, 137-138) combines the three distances, physical, cultural and 

economic, into a concept of business distance. A long business distance means that the 

target country is physically and culturally remote from the home country and that there 

exists a great negative economic distance between the countries. Because of the 

differences in business distance, some countries are in a more favorable position than 

others to act as target markets for home country firms. That is to say that the degree of 

lateral rigidity towards some countries is higher than towards some others (ibid, 139). 

The difference is explained in the level of stock of knowledge. Therefore, the increase 

in the stock of knowledge of foreign markets is the major factor affecting the amount of 

market uncertainty and risk perceived (ibid, 143).
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By physical distance is meant the geographical distance between the home and the 

target country. The effect of the physical distance on the general knowledge flow is to 

be seen in its role as a more effective barrier to this flow between two remote countries 

than between two closely located countries (Luostarinen 1979, 128). Physical distance 

is thus an impediment and a restricting force to the flow of impulses, and to the general 

and operation specific flows of information, communication and experience and thus 

disfavors more faraway located countries as a target market (ibid, 129).

The term cultural distance is defined as the sum of factors creating, on the one hand, a 

need for knowledge, and on the other hand, barriers to the knowledge flow and hence 

also to other flows between the home and the target country (Luostarinen 1979, 131- 

132). For the flow of impulses the role of long cultural distance is seen through the 

difficulty in obtaining, identifying, transmitting and recognizing international business 

impulses between the countries. It is not only the language, but also the habits, customs 

and traditions unknown to parties, which cause friction. Furthermore, the psychic 

distance (see also Johanson & Wiedersheim-Paul) is measured on the basis of how 

different the cultural environment of the target country is from that of the home country. 

The underlying assumption is that the greater the differences in these environments, the 

longer the cultural distance between the countries (ibid, 134).

Then, economic distance is created due to the differences in the economic environment 

between the home and the target country. These differences are either factors creating or 

impeding international business. The former are in question if the demand level of the 

target country is higher than that of the home country (positive economic distance). If it 

is the other way around then we have trade impeding factors (negative economic 

distance). (Luostarinen 1979, 136-137)

The temperature gradient approach used in the pattern assumes that the shorter the 

physical and cultural distance and the longer the positive economic distance between the 

home and target country i.e. the shorter the business distance, the warmer the country is. 

Also, the following hypotheses were drawn: the warmer the country, the greater the 

propensity for the firm to use direct investment marketing operations (DIMOs). The 

cooler the country is, in turn, the greater the likelihood that the company will utilize 

non-investment production operations (NIPOs). (Luostarinen 1979, 165)
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Finally, by utilising selected changes in the POM-posture of the internationalisation 

pattern it is hypothesised that an orderly, chronological development process, the 

internationalisation process of the firm, can be found which shows the mainstream of 

internalisation development and which is typical of most of those firms acting within 

and from small and open domestic markets. This process is divided into four different 

stages (Luostarinen 1979, 183): starting stage, development stage, growth stage, and 

mature stage. The criterion for the transmission of the firm from one stage to another is 

that there must be a change in the product and / or operation posture. Change in the 

market posture alone means geographical expansion of present products through already 

utilized operation modes and is not regarded as sufficient reason for the move from a 

lower stage to a higher one (ibid.).

As a conclusion, Luostarinen (1994, 12) stresses that this does not mean that there are 

no other dimensions for internationalization. Very often the internationalization of 

organizational structure, finance and personnel are used as measures for the degree of 

internationalization of a firm or as additional dimensions when comparing the 

internationalization profiles of different firms.

2.3 EXPLANATORY FACTORS

Luostarinen and Welch (1990, 265) try to explain why companies involve in 

international operations and what are the reasons for the stage-wise development. As 

Starbuck (1971) has noted, growth is not spontaneous, it is the result of decisions.

These factors are divided to situational and ongoing, dynamic influences. Situational 

influences include such influences as government economic policy and its effects on 

tariffs, import policies and exchange rates. They may have a strong effect on the nature 

and timing of different steps in internationalization. However, Luostarinen and Welch 

(1990, 266-269) concentrate on the key dynamic factors that are resources availability, 

knowledge development, communication networks, risk and uncertainty, control, and

commitment:
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□ Resources availability
The availability to undertake any form of international operations is clearly limited by 
the means accessible to the firm to carry it out. For smaller firms, this is an obvious 
reason why the less demanding directions of international development can be 
undertaken first, with major commitment occurring well into the longer run.

□ Knowledge development
A critical factor in the ability to carry out chosen international activities is the 
possession of appropriate knowledge: this includes knowledge about foreign markets, 
about techniques of foreign operation, about ways of doing business, about key people 
in buyer organizations, and so on. Such information and understanding is not easily, 
cheaply or rapidly acquired. Much of it is not readily acquired “off-the-shelf’ as it is 
developed through the actual experience of foreign operations. The leaming-by-doing 
process explains much in the evolutionary patterns of internationalization revealed in 
research.

□ Communication networks
Personal contact and social interaction play an important part in the development of 
international markets.

□ Risk and uncertainty
Because of initial lack of knowledge and experience the foreign suppliers tend to feel 
uncertainty about taking on additional or new foreign operations, especially in 
unfamiliar locations.

□ Control
Given the limited foreign market knowledge and experience of many companies during 
the early stages of internationalization it is not surprising that they will often look to 
outside foreign intermediaries to assist in market penetration. With more experience, 
however, there is a tendency to scrutinize the activities of its foreign intermediary more 
closely. In general, increasing market control means increasing involvement and 
thereby greater cost and risk.

□ Commitment
As international operations are developed there is necessarily a commitment of 
resources, and by people to the process.

Furthermore, Luostarinen (1994, 6-10) argues that internationalization is a result of 

global, international, domestic and company-specific forces. Global forces are those 

common to firms in many different countries whereas domestic forces are those
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country-specific factors, which are less common for firms in other countries. 

International forces are between these two. The forces are illustrated in Figure 4.

Figure 4. Powerfield for the Internationalization of Finnish Firms
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According to a Finnish study (Luostarinen 1979) there are three important domestic 

macro factors acting as push forces for the internationalization of Finnish firms. These 

are small size, openness and peripheric location of the domestic market (Luostarinen 

1994, 8). Empirical results clearly indicate that domestic growth opportunities are of 

secondary importance and internationalization has become the major growth strategy for 

the firms that participated in the study. Due to the continuously increasing openness of 

the domestic market it has become still smaller. Also peripheric location is increasing 

the pressure to internationalize. Finland is located far away from its major European and 

other markets and is isolated by the sea from other markets. In order to get the same 
amount of international business impulses that passive companies located in Central 

Europe receive, Finnish firms have to very active. (Ibid.)
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At the same time, host country based macro forces form an international pull force. 

The two distinct pull forces for Finnish firms are the large size and the reciprocal 

openness of foreign target markets.

The fourth group of forces acting for internationalization is the company-specific 

advantages gained through internationalization. These advantages act as micro based 

pull forces. They are:

□ Advantages of economies of scale

□ Advantages of specialization

□ Advantage of global alternatives

□ Integration advantages

2.4 INTERNATIONALIZATION, A CHALLENGE FOR THE SME

Kailaranta (1998, 15) has studied the internationalization of Finnish SME’s and 

according to her study, starting international operations is a giant step for an SME and 

its manager. The manager of an SME is often both the founder and owner of the 

company, thus an entrepreneur. Unfortunately, the distinctive characteristics of an 

entrepreneur - self-confidence, high motivation, innovativeness, independency, and a 

high level of initiative - are not necessarily enough to carry out the internationalization 

process.

As to collecting market information, Kailaranta (1998, 30) argues that small and 

medium-sized enterprises collect information on a rare and arbitrary basis. They may 

not necessarily know information sources nor they have the time to get acquainted with 

the sources. Too often these companies rely on public information and as a 

consequence, the information received does not correspond the specific needs of the 

company. Although, due to financial constraints SME’s usually have to turn to public

information.
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Moreover, the managers of SME’s do not take into consideration long-range problems; 

instead they concentrate on everyday problems. This reflects the views of Luostarinen 

(1979, 35) who argued that high degree of lateral rigidity and forward elasticity usually 

means passive strategic behavior but active operative behavior. Instead of achieving 

carefully designed objectives, the resources of the management are directed to solving 

problems that need immediate solutions. This is also partly due to time constraints: the 

manager has to simultaneously perform operational and strategic actions (Kailaranta, 

17).

Kailaranta (1998, 18) summarises that due to scarce resources, SME management 

usually lacks in knowledge and skills and additionally in experience in international 

operations. Therefore, internationalisation of an SME is not systematic nor continuous 

activity that is organised, developed, and implemented according to a clear plan; rather 

it is a combination of “spontaneous” activities. Due to these characteristics, Kailaranta 

argues that SME’s need external expert services.



25

3 BUSINESS INTELLIGENCE

The first section 3.1 will concentrate on the information society and the phenomenon of 

information overload. Also a further emphasis is placed on business intelligence as a 

vital function; section 3.2 will present the concept of business intelligence as a whole 

explaining terminology, ethical issues, and the different levels of information. Finally, 

in section 3.3, the core of all intelligence activity, the business intelligence cycle, is 

introduced.

3.1 IMPORTANCE OF BUSINESS INTELLIGENCE

3.1.1 Changes and Trends Affecting Business Environment

Salmon and Linares (1999, 1) argue that the world is currently in the throes of radical, 

increasingly rapid change. After an era of certainty, which culminated in the three 

decades following World War П, we suddenly find ourselves caught up in a period of 

great turbulence in which information is fragmented and events are exceedingly difficult 

to interpret. The quickening pace of change has disrupted the competitive game. In their 

book “Scanning the Global Environment” Salmon and Linares (ibid, 2) list few of the 

radical changes that have taken place in the past several years:

□ Globalization

□ The meteoric development of information and communication technology

□ Deregulation and fragmentation of markets
□ The blurring of the boundaries between industries and the arrival of “new 

entrants” on traditional markets
□ Significant shifts in consumers’ needs, expectations and dreams, which are both 

the cause and the effect of the new context of change and uncertainty

Skyrme (1999, 3) has figured a similar list as globalization, intense competition (often 

from unexpected quarters), demanding customers, regulatory changes, the relentless 

progress of technology are all factors that recur high on his list of key challenges
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affecting businesses. He further emphasises that organisations need to be flexible, 

adaptive and continually reinvent themselves, and if they don’t, they won’t survive.

Furthermore, in this era of radical change, it is exceedingly difficult to identify the 

major trends, to single out the key elements that foreshadow upcoming breaks, and to 

gauge the impact these elements will have on the competitive world in which companies 

operate (Salmon and Linares, 51). However, Salmon and Linares attempt to describe 

four basic trends at work in the current period of transition: (1) the phenomenon of 

globalization, (2) the restructuring of national economies, (3) incessant technological 

change, and (4) the information and knowledge society.

Referring to John Naisbitt’s Megatrends', Skyrme (1999, 12-20), in turn, presents a list 

of his own megatrends:

1. Knowledge. Information and knowledge are pervading all sectors of industry as 
well as creating new industries based around them. Every industry is becoming 
more knowledge intensive.

2. Networking. In the knowledge economy connections and collaboration add 
value. Skyrme suggests that connecting several people together results in multiple 
pathways for the creation and flow of knowledge. Similarly combining 
knowledge from different perspectives results in ability to create new 
opportunities and respond to challenges in innovative ways.

3. Globalization. In the industrial economy two reasons for going global were 
economies of scale and the need to reduce physical transportation costs by 
manufacturing close to key markets. Now globalization is as much a response to 
regional specialization and expansion of long-distance relationships and markets. 
Through the Internet firms can reach distant markets at a price little different 
from customers in their locality.

4. Internet. During the last few years the Internet has reached a critical mass of 
users in all walks of life. In turn this has fuelled significant investment in new 
products, services and commercial applications. Two specific forms of Internet 
have recently emerged - intranets and extranets. An intranet is a computer 
network that uses Internet technologies. Organizations gain the advantages of a

2 The term megatrend was used by John Naisbitt to describe a fundamental underlying trend shaping the 

future. In his 1982 book Megatrends, he identified ten key shifts that were reshaping the world.
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common and easy to use interface, low cost software, and simple tools for 
publishing. An extranet connects selected parts of an organization’s intranet to 
the external world.

5. Virtualization. A key effect of information and communications technologies 
such as the Internet is an increase of virtualization in business activities and ways 
of working. Virtualization overcomes the constraints of time and distance.

Already as early as 1986, Ghoshal & Kim (1986, 49) listed three phenomena, which 

seem to have played a critical role in making corporate managers realise that changes in 

the business environment must be monitored. First, the trend of global competition. 

Second, since the business environment has become increasingly volatile, the buffer 

between a firm and its environment has eroded. The shortening of product life cycles, 

the trend toward deregulation of businesses, and increasing convergence of technologies 

have heightened the need for early detection of environmental changes and a quick 

response to those changes. Finally, technological and managerial capabilities are 

diffused across societies and firms. In most industries, major competitors have become 

virtually indistinguishable in terms of their technological competence or the scale of 

their operations.

3.1.2 Information in the New Era

The driving force in the transition toward the “new era” (which some refer to as the 

“knowledge economy”) is above all information: digestible, and therefore useful 

information refracted through the prism of human life, rather than raw, unprocessed 

information that represents little more than deafening “noise” and paralysis, since it 

hasn’t been decoded (Salmon & Linares, 65). The exponential growth of information 

marks a revolution comparable in scope to the introduction of the printing press, and 

thereby ushers in a new era. Information is destined to become the essential resource, 

the capital commodity of the coming century.

Bertels et al. (ed. Von Krogh et al 1998, 17) are more critical as to the amount and 

nature of information. They argue that the abundance of information can be 

overwhelming. Information has a limited life span in terms of relevance; the numerous 

reports that occupy the armadas of corporate staff too often display outdated thoughts,
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while at the same time there’s a lack of significant facts, which can help to support 

decisions. We seem to drown in the ocean of data - and die of thirst for relevant 

information at the same time.

According to Virtanen (1999, 4), the amount of information available keeps increasing 

as information and communications technology (ICT) improves. Skyrme (1999, 3) 

agrees and stresses that the single most important factor that is driving most of the 

changes in the business environment, and within organizations, is that of information 

and communications technology. Organizations therefore need to understand and 

actively embrace new technologies as a core dimension of strategy.

To conclude with, Koski (1998, 14) argues that during the last 30 years, the amount of 

information being produced is more than during the 5000 years before that period. 

Therefore and while the amount of accessible information keeps increasing, both our 

personal and professional survival depends on our ability to process the information.

3.1.3 Business Intelligence as a Vital Function

According to Salmon and Linares (1999, 4), businesses can no longer afford to base 

their thinking on past experiences in order to foresee the future. It means that they have 

to determine their future, actively creating events instead of being affected by them. 

Based on this, Salmon and Linares argue that competitive intelligence has become a 

vital function in today’s business world. DeGenaro (1994, 17), in turn, argues that given 

the exponential growth in information sources and the opening up of so many new 

global markets, the issue of business intelligence should be foremost on strategists’ 

minds. Also Kahaner (1996, 28) further stresses that information has become a 

commodity and companies need competitive intelligence now more than ever for the 

following reasons:

1. The pace of business is increasing rapidly

2. Information overload
3. Increased global competition from new competitors

4. Existing competition is becoming more aggressive
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5. Political changes affect us quickly and forcefully

6. Rapid technological change

Gilad et al. (1986, 61) suggest companies to ”organize for survival” because without a 

serious attempt to organize and institutionalize business intelligence, corporations will 

not be prepared to face the competitive world of today, much less even more 

competitive world of tomorrow. As a conclusion, they (ibid.) state that informal 

business intelligence is simply inadequate for the times ahead.

3.2 BUSINESS INTELLIGENCE EXPLAINED

This section 3.2 aims to clarify the concept of business intelligence. First, a distinction 

is made between competitive intelligence and business intelligence; and secondly, 

intelligence is explained with the help of “ethics and espionage” and “information 

hierarchy” sections.

3.2.1 Terminology

As to intelligence, Prescott (1995, 72) argues that intelligence has its roots in the 

military. One of the earliest sophisticated references is The Art of War by Sun Tzu 

(Griffith 1971; ref. Prescott). A second stream of intelligence activity concerns national 

security as a policy issue (Berkowitz and Goodman 1989; ref. Prescott). Then, a third 

stream places the business organization at center-stage (Ecells and Nehemkis 1984; ref. 

Prescott). Finally, a systematic orientation towards business intelligence is a recent 

phenomenon.

Such notions as “The issue of business intelligence should be foremost on strategists’ 

minds” (DeGenaro 1994, 17); “Competitive intelligence has become a vital function in 

today’s business world” (Salmon & Linares 1999, 4); or “The process of competitive 

intelligence (Cl) is a core capability which firms need to develop if they are to succeed 

in the twenty-first century” (Prescott 1995, 71) stress the importance of business or
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competitive intelligence. BI or Cl, which term to use? The following paragraphs attempt 

to explain the difference.

Viva Business Intelligence tackles the issue in their series of Pro-How Papers (1/98, 6) 

and argues that there is considerable confusion in the terminology used when discussing 

intelligence as a whole. The use of terms seems to be inaccurate both in academic world 

and in companies as business intelligence and competitive intelligence are in cases used 

as synonyms (e.g. Herring 1992, 54; Vedder et al. 1999, 109), whereas in some cases 

competitive intelligence is restricted into examining competitors (e.g. Bernhardt 1994, 

13). Moreover, the level of decision making for which the company’s intelligence 

efforts are targeted brings additional inaccuracies for the discussion. McGonagle and 

Vella (1996, ref. Pro-How Paper 1/98, 9) make a distinction between operational, 

tactical and strategic level.

Figure 5. Levels of Business Intelligence

Operational
Level

Level

Tactical

Strategic

Level

Past Present Future

Events Events Events

Source: McGonagle & Vella in Pro-How Paper 1/98, 9
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According to McGonagle and Vella (1996, ref. Pro-How Paper 1/98, 7), strategic 

intelligence is designed to provide a view of a company’s total environment including 

competitive, regulatory and political issues. The aim of the strategic intelligence is to 

warn of impending threats, and alert of upcoming opportunities. Competitive 

intelligence and market intelligence are more straightforward; competitive intelligence 

concentrates on the competitive environment and market intelligence on markets.

All in all, in the Finnish field of intelligence Viva Business Intelligence (Pro-How 1/98, 

9) has formed its own conclusions regarding business intelligence terminology. First, 

the term business intelligence is seen as the broadest scope of intelligence activities 

covering the whole external operating environment of the company as well as targeting 

at all levels of decision-making. Second, the term competitive intelligence is seen as a 

substitute of business intelligence rather than being one of its components. Viva 

Business Intelligence primarily uses the term business intelligence as it is clearly more 

established in the Finnish business information circles.

However, Pirttilä (2000, 13) is referring to Whitely’s views (1996, ref. Pro-How 1/98, 

9) and considers competitive intelligence as a subdivision of business intelligence. She 

argues that business intelligence is an activity whereby information on the operating 

environment is gathered and acquired, then the information is analyzed and its value to 

a company’s operations is estimated. Finally, the resulting knowledge is disseminated to 

decision-makers who need it. Competitive intelligence, in turn, is an organized activity, 

which concentrates on competitors and the competitive environment of the organization 

and the changes occurring there (Pirttilä, 186).

3.2.2 Ethics and Espionage

When intelligence is mentioned, one often thinks of espionage. However, business 

intelligence isn’t business espionage. It’s simply knowledge and foreknowledge of the 

external environment. (Sawka 1996, 49) In other words, intelligence is actionable 

information about a competitor, market, customer, regulator or any other external 

influence. It relies on the legal and ethical collection of information from print and 

human sources, and disciplined analysis of that information to enable inferences and
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judgments about a competitor’s future strategy or an emerging industry trend. Also 

Dutka (1998, 16) stresses that competitive intelligence is not industrial espionage. A 

competitive intelligence professional does not break laws. A code of ethics developed 

by the SCIP (Society of Competitive Intelligence Professionals) states that members 

must pursue their duties while “avoiding all unethical practices.”

However, it’s a thin line between competitive intelligence and industrial espionage as 

Kahaner (1996, 16) points out: when practiced responsibly it’s legal and ethical, 

although some companies have been known to cross the line - stealing information, 

wiretapping phones, and burglarizing offices - entering the darker realm of the world of 

industrial espionage. Prescott (1995, 75) argues that competitive intelligence continues 

to emerge from the ”cloak and dagger” image. The spy image has been perpetuated to a 

large degree by the media industry. Yet, there has been no large-scale study to 

demonstrate that ethical issues are a major concern. In fact, the few empirical data that 

do exist suggest that ethics are becoming less of a concern. Many firms have codes of 

conduct and practice the following advice: ”Do not do anything that you would be 

embarrassed seeing on the front page of the Wall Street Journal or Financial Times”. 

Blankenship and Breen (1993, 53) refer to James E. Touhy, former manager of 

marketing intelligence for A.C. Nielsen Marketing Research who has said, 

”Competitive marketing intelligence is rarely of the cloak-and-dagger variety. People 

think we have to steal information to make ourselves useful, but all the information we 

need is available from public sources.”

Finally, Sammon et al. (1984, 62) conclude that it is vital that the distinction between 

intelligence as a systematic way to collect, analyze, and disseminate strategic 

information about one’s opponents, and intelligence as espionage - the clandestine 

collection of secret or proprietary information - be clearly understood. Competitor 

intelligence is broader in scope and more benign in purpose than industrial espionage. 

The objective of competitor intelligence is not to steal a competitor’s trade secrets or 

other proprietary property, but rather to gather in a systematic, overt (i.e. legal) manner 

a wide range of information that when collated and analyzed provides a fuller 

understanding of a competitor firm’s structure, culture, behavior, capabilities, and

weaknesses.
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3.2.3 Information Hierarchy

Fuld (1991, 12) argues that data, information, and intelligence are three distinctly 

different parts of the same concept. Corporations that do not distinguish among the three 

parts are the ones whose managements call for intelligence and instead receive a flood 

of data. Fuld defines data as raw, unconnected pieces of knowledge that form the basis 

for all intelligence. The value-added information, intelligence, is what enables 

management to make strategic decisions based on a true knowledge of the marketplace. 

Intelligence, as distinct from information, provides management with implications and 

assessments on which it can make decisions.

According to Kahaner (1996, 20-22), knowing the difference between information and 

intelligence is the basis of competitive intelligence (see also Sammon, 91). The 

difference is that information is factual. Intelligence, on the other hand, is a collection of 

information pieces that have been filtered, distilled and analyzed. It has been turned into 

something that can be acted upon. Intelligence, not information, is what managers need 

to make decisions. Another term for intelligence is knowledge. The company that 

knows how to turn information into intelligence will succeed, and the company that 

doesn’t will fail.

As opposed to other practitioners and academics, Blankenship and Breen (1993, 18) 

argue that information is what the military might term ”intelligence”, not merely a 

recitation of facts, but facts organized and presented to help solve a problem or develop 

a plan or program. However, in accordance with other researchers, they state that there 

is a sharp distinction between information and data.

Based on the above discussion, it is possible to form a hierarchy for information:

Data Information Intelligence / Knowledge

3.3 BUSINESS INTELLIGENCE CYCLE
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The basic unit of this process or a competitive intelligence system is the intelligence 

cycle. It is the process by which raw information is turned into intelligence (Kahaner, 

43). According to Sammon et al. (1984, 93-143), the intelligence cycle is of the more 

useful analytical concepts for identifying the components of the intelligence process and 

understanding their complex interrelationships. In military and governmental 

intelligence agencies, the intelligence cycle is one of the most traditional analytical 

concepts and in recent years this concept has crossed over into the business literature 

and been modified by a number of authors to fit the competitor intelligence needs of the 

strategic planning process. Also Bernhardt (1994, 14-20) emphasizes the role of the 

state and the military in matters of intelligence and argues that companies can learn 

much from their experiences. The United States Central Intelligence Agency (CIA) 

describes the intelligence process, or cycle, in terms of five interdependent phases. The 

phases are:

□ Planning and direction. Before any competitive data or information is collected, the 
intelligence consumer must first articulate an explicit intelligence need (therefore, this 
phase is often known as need determination).

□ Collection and processing. Collection involves the gathering of the raw information 
from which finished intelligence will be produced. Bernhardt (1994, 16) calls this phase 
the research phase of the intelligence process. It is emphasized that 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 

sources.

□ 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 
purposes. Bernhardt (ibid, 19) emphasizes the ever-present risk in intelligence: that of 
overproduction. The more intelligence 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 the tidal wave of information ranging from the mildly interesting to the 
irrelevant.

□ Dissemination. Dissemination is the last step of the intelligence cycle, and involves the 
communication, or delivery of the finished intelligence product to policymakers.
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Further elaborating the traditional cycle, Viva Business Intelligence has developed the 

Viva Business Intelligence Cycle as the basis for Business Intelligence development. It 

should be noted that it is a generic model, and in reality some phases may be missing or 

be in different kind of order depending on the company and the specific intelligence 

efforts in question (Pro-How Paper 2/98, 3).

Figure 6. Viva BI-Cycle

Source: Pro-How Paper 2/98, 3

This study will concentrate in particular on four of these phases reflecting the views of 

Bernhardt (1994) and Kahaner (1996, 43), namely planning and direction (need 

determination), collection, analysis, and dissemination. These interrelated stages will be 

presented one by one in combining several practitioners’ and academics’ views.

3.3.1 Planning and Direction (Need Determination)
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In addition to Bernhardt’s views, Sammon (1984, 93) argues that the first phase of the 

intelligence cycle - collection planning or intelligence direction - is the most critical 

and yet frequently the most ignored. The fundamental intelligence problem is not 

collecting information, but rather what to collect and for what purpose. Kahaner (1996, 

48-52) states that this is the step when management decides what intelligence is 

required. This is also the part of the cycle in which the competitive intelligence 

practitioner decides which course he should take in fulfilling his task. This stage can be 

thought of as the other end of the intelligence cycle, because once specific intelligence 

is delivered to the decision-maker his subsequent actions - based on that intelligence - 

will spur further intelligence needs.

Kahaner (1996, 48-52) further considers this phase the most important part of the cycle, 

because all other tasks rely on the plan that has been established. “If you go off looking 

for every piece of information related to a topic, you will run out of time and resources 

and may not have found your answer”, he stresses. Kahaner suggests a three-pronged 

approach for planning and direction:

□ A clear understanding of the user’s needs, including his time constraints

□ Establish a collection and analysis plan

□ Keep the user informed

According to Sawka (1996, 51), determination of intelligence needs is the absolute 

prequisite not only for the daily operations of an intelligence system, but also for the 

basic design parameters of that system. Also the Viva Business Intelligence cycle starts 

from the need determination. This is due to the fact that the role of need determination 

has become extremely important in the era of expanding information overload (Pro- 

How Paper 1/98, 13).

3.3.2 Collection

According to Kahaner (1996, 53), this phase involves the actual gathering of raw 

information from which intelligence will be produced. The vast majority of collection 

materials are in the public domain and sources include periodicals, annual reports,
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books, broadcasts, speeches, databases, and so on. Collection also involves processing 

information so that it can be transmitted and stored electronically if desired. Once in 

electronic form it can be manipulated into a form that allows it to be analysed.

According to Vaamas et al. (1998, 37) there are two ways to carry out large-scale 

information gathering: desk study or field study. Basically, what is meant by desk study 

is the collection of secondary information whereas field study concentrates on collecting 

primary information.

Sawka (1996, 51), in turn, divides the collection stage into gathering relevant 

information and collecting human intelligence. He argues that a solid library function 

provides the knowledge foundation for any intelligence system. Information about 

industry from on-line databases and other print sources is readily available, abundant 

and relatively inexpensive to acquire. The human intelligence collection function 

provides the intelligence team with unique, exclusive information that is not available to 

the competition. Indeed, it is the human collection function that, when properly done, 

tends to set organisations apart in terms of their intelligence capabilities and their 

overall competitiveness. Sammon (1984, 117) further stresses that one of the most 

fruitful but often under-utilised sources and collectors of competitor information are the 

company’s own employees and existing files.

Furthermore, companies engage in two kinds of collection procedures. First, they collect 

information for a specific reason or in response to a request from management. Second, 

they collect information that is saved and built into an ongoing data bank about one 

company, one industry, and so on. This information is updated regularly so it can be 

consulted when needed (Kahaner 1996, 56-57). Also according to Dutka (1998, 5), data 

collection can be a response to an explicit request or it can also be collected as an 

ongoing process. Furthermore, in their cycle, Viva Business Intelligence (Pro-How 

Paper 1/98, 13) introduces the monitoring phase, which in practice overlaps with 

collection. Accordingly numerous sources need to be continuously monitored in order to 

find the adequate material for the actual collection. Monitoring can be seen as 

continuous surveillance of formal and informal sources, whereas the actual collection 

calls for a more specified need.
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For the purposes of the study, it must be noted that gathering international intelligence 

presents special challenges (Kahaner, 87-91). First, there’s the language. In the 

countries of the EU, for instance, there are sixteen countries speaking twelve languages. 

Second, when looking at countries in Eastern Europe, the problem is not only of 

outmoded technology but also of accuracy and reliability. Furthermore, Kahaner doubts 

that information about overseas companies could be collected without being there. He 

argues that there are some steps that can be taken domestically but many pieces - the 

nitty-gritty - must be collected overseas by someone familiar with the language, culture 

and business practices.

In addition, on organising information, Kahaner (1996, 91-92) states that information 

must be shared in order for the system to work. If salespeople are encouraged to gather 

and share information (with the competitive intelligence unit), then they must have 

access to that raw information and any other information that comes into the unit. Thus, 

Kahaner’s Golden Rule says: Information collected by the competitive intelligence unit 

- either by competitive intelligence personnel or anyone else in the company - must be 

made available to everyone who needs it.

The next step in collection planning is to choose the relevant mix of information 

sources and collection agencies (indigenous and contracted to the company) that can 

provide the raw (unevaluated) competitor information required (Sammon, 117). To 

clarify the field of information sources, Viva Business Intelligence has categorized the 

factors in the field of business information provision into channels of information and to 

information sources, which are always organizations or persons. As a summary, it can 

be said that channels answer to the question how is the information communicated, 

whereas information source relates to the question who communicates the information 

(Pro-How Paper 6/99, 3). Both issues will be discussed below in separate sections.

3.3.2.1 Sources of Information

There are many types of information and Kahaner (1996, 53) divides them into two 

categories: primary and secondary. Primary sources are unadulterated facts directly 

from the source whereas secondary sources offer altered information. What separates
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the two is that primary material is raw, unchanged, and usually in its entirety, while 

secondary sources have been selectively pared from larger information sources (such as 

a speech excerpted on a TV show) or altered by opinion (such as an analyst’s industry 

report). Dutka (1998) further argues that data ranges from indisputable facts (primary) 

to unconfirmed rumors (secondary).

A further division is made between internal and external information sources (Pro-How 

Paper 2/98, 8). It is argued that internal sources can provide both primary and secondary 

intelligence gathered either from a company’s own personnel (i.e. primary sources) or 

own databases or otherwise documented files (i.e. secondary sources). External sources, 

on the other hand are also either primary or secondary of nature. Primary external 

sources include all human sources outside the company i.e. customers, partners, 

industry experts etc., whereas secondary external sources include information already 

documented by an outside party (Ibid.).

Pro-How Paper 2/98 further argues that due to the increasing need for companies to 

obtain information concerning the factors affecting their business environment, both 

types need to be effectively exploited. This may be difficult especially in large, 

internationally operating companies given several management layers and multiple, 

distant field locations, where information may not flow as freely as desired. 

Consequently, a shared intelligence network is required, where people are strongly 

encouraged to transfer information especially about the international actions of 

competitors, customers and other industry players.

In addition to the dimension of external and internal sources, there is also another 

dimension according to which information sources can be categorized i.e. the division to 

personal and organizational sources (Pro-How Paper 6/99, 4). Four categories of 

business information sources are thus formed and they are illustrated in Table 2 and 

presented separately (ibid, 4-10).
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Table 2. Four Categories of Business Information Sources

Internal External

Personal Personal contacts within Personal contacts or

own company, i.e. networks outside the

colleagues company, i.e. persons at

customers and suppliers

Organizational Organizational units of the Public and commercial

own company, i.e. organizations, i.e. industry

information services and associations and

business intelligence unit consultants

Source: Pro-How Paper 6/99, 4

The first category, internal personal sources are typically based on a personal network. 
Several business and competitive intelligence specialists testify strongly that the most 
important source of information - if properly managed - are the employees of the 
company. As much as 80 per cent of the needed intelligence about competitors, 
customers, suppliers and government reside in the heads of employees (Sawka in Pro- 
How Paper 6/99, 5). Internal personal sources provide unique, exclusive information 
that is not available to the competition. Therefore, it is the exploitation of internal 
human intelligence that, when properly done, tends to set organizations apart in terms of 
their intelligence capabilities and their overall competitiveness. (Ibid.)

Human intelligence is considered to be knowledge in the employees’ possession about 
the marketplace. A part of it cannot be documented at all and is called tacit information. 
What successful companies do is tap the tacit and often highly subjective insights, 
intuitions and hunches of individual employees and make those insights available for 
testing and for the use of the company as a whole. The issue of tacit information or 
knowledge will be discussed more thoroughly in the Knowledge Management chapter 
later in the study.

The second category, internal organizational sources typically represents the more 
traditional information service units within the company such as Business Intelligence 
units or the patent department or team. This unit, department or team collects and 
produces accounting and sales force reports, market information reports and intelligence
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outcomes i.e. business intelligence products. The unit is also responsible of storing the 
information in a database and/or a library, where the information can be either in 
electronic or in paper format. Also information acquired from external sources often 
resides in the hands of the intelligence unit. This can include topics as company 
information, industry analyses, financial benchmarks, leading practices, regulatory 
information, news feeds and specialized periodicals (Tobin in Pro-How Paper 6/99, 6).

A business intelligence database may be founded in order to reduce the information or 
intelligence unit’s responsibility as the only source of information within the company, 
and to ensure that all employees are able to locate, access and utilize the knowledge and 
skills they need to meet their individual and company goals. Even if the knowledge base 
does not contain the needed information, it should offer pointers to the persons with 
wished experiences. Thus, in addition to the actual knowledge, it should also be a 
directory of experiences.

The third category of information sources, external and personal sources, is composed 
of sources outside - but often linked with - the company. They contain groups such as 
persons at customers and suppliers, also called ”interest group sources” or "stakeholder 
sources”. The relationships with these sources are highly personal, and can thus be lost 
if a certain employee leaves the company.

Interactions with customers often provide valuable information about the competitors’ 
actions. In contrast to Sawka’s view, Linn (Pro-How Paper 6/99, 7) argues that the most 
valuable sources of business information are the company’s clients and vendors. Most 
of the information received from the external personal networks is transmitted in 
informal situations. Thus the situation is not controlled in a manner, which would allow 
tight interrogation of the whole subject. The content of the transmitted information is 
more dependent on the current mindset of the participants than with any other type of 
sources. This type of information overlaps with the company’s internal human 
intelligence as it goes through the minds of company employees and greatly consists of 
rumors, unspecified pieces of information and tacit knowledge.

The fourth group is straightforward: the organizational information sources which are 
external to the company. These are mostly public (i.e. funded by state or municipality) 
or commercial organizations that conduct market research or collect statistical 
information etc.
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The public information sources are, by definition, information sources whose 
information is ideally meant for everybody to utilize. Therefore, there is often complaint 
that the information is too general in nature. However, the prices are minuscule or non
existent and therefore many companies appreciate the services of public information 
sources. Moreover, information derived from public entities, which are actually not 
information sources as such, can be very valuable. For example, a company may find 
pending legal operations against its competitors very interesting (Linn in Pro-How 
Paper 6/99, 9).

The following list of public information sources has been presented in a book published 
by the Finnish Institute for International Trade (FINTRA), Markkinatieto yrityksen 
kansainvälistymisessä (Vaamas et al. 1998).

Table 3. Public Information Sources

Ministries Product Certification and Approval

Organizations

Foreign Trade Organizations / Export

Councils

Company Registers and Stock Exchanges

Libraries in Universities International Chambers of Commerce

Business Libraries Embassies

Research Institutions Bilateral Chambers of Commerce

Statistical Centers Industry and Trade Associations

Custom Officials Commercial Attaché Offices

Patent Officials International Organizations

Training Organizations

Source: Vaamas et al. 1998, 40

Commercial information sources include e.g. consultants, market research companies, 
and news agencies (Pro-How Paper 6/99, 10). The commercial information sources 
probably are the first to occur when speaking about acquisition of business information. 
However, according to a research done by Hartman (1994), this category is the least 
used. Table 4 is presented in order to give the reader an idea of the group.
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Table 4. Commercial Information Sources

Market Research Institutions Industry Specific Market Information

ervices

Market Information Mediation Services Credit Information Services

Media
.......

Training Institutions

Media Observation Publishers

Financial Analysis Corporations Internationalization Consultants

Source: Vaarnas et al. 1998, 53

To conclude with, as the exploitation of internal sources (human intelligence, in 

particular) was said to set organizations apart in terms of their intelligence capabilities 

and their overall competitiveness, the dilemma with information from external sources 

is that it is available for other players in the marketplace also. Therefore companies 

need to follow up the information, but it does not necessarily bring any competitive 

edge (Pro-How Paper 6/99, 10).

3.3.2.2 Channels of Information

There is a tremendous amount of varying channels, which can be used to collect 

information for producing intelligence (Pro-How Paper 7/99, 3). The range includes 

anything from personal discussions to reading the newspaper and using state-of-the-art 

electronic information resources. The most suitable channels are identified on the basis 

of the information need that the analyst or the decision-maker has to fulfill. Different 

types of information channels tend to be used at different stages of decision-making. For 

example:

□ Telephones, e-mail or computer conferencing will tend to be used more frequently 
when decision-makers are working on a number of high priority decisions 
simultaneously.

Q Sources, which are easily accessible (e.g. a colleague) will be used in the identification 
phase of information search as opposed to later in the decision process.
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□ Internal rather than external sources will be used as the decision process moves into the 

selection phase.
□ Decision-makers seek authorization from superiors face-to-face when authorization is 

doubtful and the decision important and in written form when it is less important and 
authorization is presumed (Pro-How Paper 7/99,4).

Most of secondary information is in written format, such as newspapers, written studies 

and statistics. The traditional channels are seriously challenged as modem methods 

bring the information accessible to users faster than ever before. Secondary information 

channels have been increasingly moving into electronic format i.e. searchable databases, 

www, news delivered by e-mail as well as intra- and extranets. Moreover, in addition to 

traditional disks, the CD-ROMs and DVD-disks have provided new media for storing 

information. The most often used channels for collecting secondary information are 

briefly discussed below (Pro-How Paper 7/99, 4):

Print Media & Publications. So far, trade press is still the most often used source of 
intelligence in the corporate world.
Trade Shows. Trade shows can be categorized either under secondary or primary 
sources due to large amounts of documented data available and, on the other hand, 
possible easy contacts to other players in the market.
Database Search. According to an American study, up to 88 percent of executives use 
third-party databases. However, efficient usage may prove to be tricky.
Internet and E-mail. The modem methods of information delivery are all related to the 
use of computers and in most cases to open network standards. The recent fast 
expansion of the use of Internet is allowing open (as opposed to dedicated) networks to 
be widely employed also to business information relaying.
World Wide Web. Internet was not fully utilized before the www user interface was 
developed. After the initial demonstration in 1992, www has become the mainstream 
information delivery method.
Intranets. In addition to being used to deliver business information over the Internet, 
web-technology is widely used in the internal corporate networks using the same 

protocols.

Channels for collecting primary information are discussed below:
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Face-to-face. The most natural form of communication for human beings is definitely 
face-to-face conversation. This type of personal contact can contain hidden messages 
due to the presence of another person, and thus information can be relayed in the tone of 
voice, gestures, etc.
Ordinary Mail. Despite the booming electronic media, ordinary mail is still very much 
used for transmitting business information. Even today, the most important documents 
are given to the custody of national postal systems or multinational dispatchers, who 
give guarantees on various levels about the safety of the delivery.
Telephone. The primary technical information tool in businesses.
Fax. In terms of business information, fax has especially been used between different 
units of the same organization.
Intranets, www-discussion forums and e-mail.
Videoconferencing.

Finally, Sammon (1984, 206) argues that gathering the data is not the problem. Turning 

the data into intelligence for better decision-making is the more difficult task, and the 

one that pays dividends.

3.3.3 Analysis

According to Cal of (1997) many companies are “data rich” given that they have a lot of 

information about competitors, customers, suppliers and other key issues. However, 

without a proper analysis they remain “intelligence poor”. (Pro-How Paper 2/98, 11)

Kahaner (1996, 44-45) argues that this is generally considered the most difficult part of 

the intelligence cycle. Analysis requires great skills and guts because it requires the 

analyst to weigh information, look for patterns, and come up with different scenarios 

based on what he has learned. Kahaner further emphasises that even though analysis is 

based on logic and hard information, sometimes educated guesses about possible 

outcomes have to be made. To further stress the difficulty and importance of this phase, 

Professor Liam Fahey says in Kahaner’s book (1996, 95): ”All the people out there give 

the impression that business intelligence is nothing more than collecting data. It’s 

unfortunate, because the real value added comes with the intervention of humans”. 

Sawka (1996, 51) further discusses the value added of analysis and states that sound
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intelligence analysis adds value to the collected data by making reasoned judgments and 

conclusions about the future. It is through analysis that intelligence is tied to executive 

decision-making needs, rendering the collected information actionable.

Kahaner defines (1996, 96) analysis as the process of taking information - often 

seemingly unconnected information - and turning it into intelligence. Dutka (1998, 11), 

in turn, argues that analysis and interpretation often involves fitting together seemingly 

unrelated fragments of facts and data that were collected from diverse sources. 

Furthermore, Sammon et al. (1984, 124) refer to this phase as processing information 

into intelligence. The third phase of the intelligence cycle is the critical state where the 

raw data of competitor information is recorded, evaluated, interpreted, and transformed 

into usable intelligence. Every relevant piece of collected information must be critically 

assessed and then fitted to a larger, more meaningful whole before the collected 

information can be upgraded to the category of competitor intelligence.

Finally, one of the basic, but not necessarily simple, forms of analysis is something 

called SWOT: Strengths, Weaknesses, Opportunities, and Threats. SWOT gives a basic 

way of analysing a competitor by filling in a matrix of the company’s characteristics. 

Once accomplished, SWOT analysis gives you a good look at your competitor in 

comparison to your own company (Kahaner, 99).

3.3.4 Dissemination

This is the last step in the traditional (in comparison to Viva BI-cycle) cycle, and it 

involves distributing the intelligence product to those who requested it (Kahaner, 45). 

It’s the time when the analyst will suggest possible courses of action base on his work. 

He must be able to articulate his recommendations and defend them with logical 

arguments. The resulting intelligence will also be distributed to others in the company 

who can use it.

Later, Kahaner (1996, 133) argues that this is the phase when most competitive 
intelligence projects fail. However, those that succeed fulfil the following criteria:
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□ The analysis must be responsive to management’s needs. The assessment must answer 
the tough questions in a succinct manner. The written report must be short and to the 
point.

□ The analysis must be focused, not general. Too often analysts don’t have the courage 
of their convictions and present management with scenarios that are too general to be of 
any use in making decisions.

a The analysis must be timely
□ High trust level. Competitive intelligence professionals say they are most successful 

when management knows them and trusts their work from other projects, perhaps in 
other positions at the company. Trust takes time to build.

□ Results must be in the best form for management. Knowing how management accepts 
intelligence reports is crucial.

All in all, a dissemination strategy ensures that the right people receive the right 

intelligence at the right time (Sawka, 50). Also Dutka (1998, 13) stresses that the 

dissemination of intelligence must be timely and directed to the correct persons. 

Furthermore, Sawka (1996, 50) argues that most decision makers prefer a timely answer 

that is 70 per cent complete. General Colin Powell has said “If you can tell me with 100 

per cent certainty that we are going to be bombed, it’s too late for me to do anything 

about it”. In addition to timeliness and right people, Herring (1992, 54) argues that the 

effectiveness of a strategy will be directly related also to the comprehensiveness of 

business intelligence. According to Sammon (1984, 132), the timeliness of the 

intelligence is critical because the report is no use if the competitor has already won the 

contract or acquired the business.

Finally, Kahaner pointed out that “The resulting intelligence will also be distributed to 

others in the company who can use it”, which addresses the issue of knowledge sharing. 

However, as Dutka (1998, 14) points out, not everyone in the organization is necessarily 

willing to share information. Some may view information as a source of power and 

sharing that information diminishes power. Thus, Dutka suggests that competitive 

intelligence professionals must emphasize the reasons and incentives for sharing 

information. Companies must incorporate intelligence reporting in performance 

evaluations and reward employees who enhance the process.
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4 KNOWLEDGE MANAGEMENT

Nonaka (1995, ref. Von Krogh et al„ 21) states that in an economy where the only 

certainty is uncertainty, the one sure source of lasting competitive advantage is 

knowledge. This chapter is about managing that corporate asset. In the first section 4.1, 

the concept of knowledge management will be discussed and defined; in 4.2, the role of 

human intelligence in the information society will be looked into; then, in 4.3 the theory 

of organizational knowledge creation will be introduced including epistemological (tacit 

/ explicit) and ontological (knowledge sharing and leverage) dimensions. Also the 

SECI-model and the spiral of knowledge will be discussed; and finally, in section 4.4, 

enabling conditions for knowledge creation and the role of corporate culture in 

knowledge management will be dealt with.

4.1 DEFINITIONS

Every few years there is a new strategic focus that promises hitherto unachievable 

improvements in business performance or a means of competitive advantage. Some 

initiatives are merely fads that disappear, while others become more established as 

mainstream business activities, perhaps after some reshaping. Total quality management 

(TQM) and business process re-engineering (BPR), for example, were two of the most 

significant management initiatives of recent years. Now another is on the scene - 

knowledge management (Skyrme, 5).

Brooking (1999, 5) argues that the extent to which the organization can be said to be 

efficient is the extent to which it applies available data, information and knowledge to 

the problem at hand. Inefficient organizations reinvent processes, survey the same 

geographical area over and over again. The trick is making sure that access to 

knowledge, information and data is available to the right person, at the right time and in 

the right place. The process, which seeks to satisfy this requirement, is knowledge 

management.
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Koski (1998, 112-113) defines knowledge management as the organization and 

improvement of knowledge processes so that the quality of the company’s core 

activities will improve to the maximum. Knowledge management is the whole of the 

theories, observations and practices that are related to organizational and individual 

learning and also to information sharing in organizations. Thus, knowledge management 

is not solely about application of information technology but also and foremost about 

understanding and managing the processes and environments where people create and 

apply knowledge.

Bertels and Savage (ed. Von Krogh et al. 1998, 19) emphasise the relation between 

knowledge management and organisational learning. The point of view that 

organisational learning takes might help us to understand how the raw material in the 

knowledge era - ideas - is generated. Therefore they suggest that learning could be 

understood as a process, knowledge as the result of that process. In addition to the 

relation between knowledge management and organisational learning, Koski (1998, 

112) argues that more and more often knowledge management is considered as a central 

factor of business intelligence.

Furthermore, Nonaka and Toyama (ed. Von Krogh et al. 1998, 78-79) argue that the 

“knowledge management” talked by academics and business people today often means 

just “information management”, which only deals with static flow of information that 
can exist without context. This is because information, that is static and can exist 

without context, is much easier to deal with than knowledge. Information management 

deals with the efficient utilisation of information. Nonaka and Toyama further stress 

that information management is about the “past” of the organisation, about what has 

been done. It is based on the view of an organisation as a static information-processing 

machine, which takes and processes information from the environment to solve the 

problem and adapt to the environment based on a given goal. However, to understand 

knowledge and how it gives a firm sustainable competitive advantage, one has to 

understand that an organisation is a dynamic entity that creates knowledge. Hence, the 

most important aspect in understanding a firm’s capability concerning knowledge is the 

dynamic capability to continuously create new knowledge out of the existing firm- 

specific capabilities, rather than the stock of knowledge such as particular technology 

that a firm possesses at one point of the time.
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Rightly, Teece (2000, 4) inquires about the reasons for the present cacophony on 

knowledge management and finds two classes of explanations. (1) Policy and strategy 

analysts have worn intellectual blinkers, so that what has been obvious to some - 

namely, that knowledge and its applications are at the very roots of modem economic 

growth and prosperity — has not been transparent to all. The study of innovation and 

knowledge transfer has been, until quite recently, relegated to a backwater in 

mainstream economics as well as in other social sciences. Now the mainstream 

economic theorists and mainstream businesses have begun to recognise the importance 

of this literature; and (2) structural changes that have occurred in the economies of 

advanced countries. According to Teece (2000, 5), these have modified the nature of 

what is strategic and have served to highlight the importance of knowledge and its 

management.

Finally, Brooking (1999, 154) stresses that knowledge management is not the same as 

intellectual capital. Rather it is the process by which we manage human centred assets. 

Many people have confused the two for some reason, but the word, “management in 

knowledge management definitely suggests a process, whereas intellectual capital is an 

entity, an asset, not a process. So the function of knowledge management is to guard 

and grow knowledge owned by individuals, and where possible, transfer the asset into a 

form where it can be more readily shared by other employees in the company. Figure 9 

presents intellectual capital management processes and illustrates the difference 

between the two concepts.
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Figure 7. Intellectual Capital Management Processes
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4.2 INTELLECTUAL CAPITAL

Brooking (1999, 16-17) argues that the organization can no longer function without 

intangible benefits because their ownership provides competitive advantage. Therefore, 

they are an asset. Intellectual capital is the term given to the combined intangible assets, 

which enable the company to function. Brooking splits intellectual capital into four 

categories, market assets, intellectual property assets, infrastructure assets and human 

centred assets (see Figure 7).

□ Market assets are those, which belong to the company and give it power in the 
marketplace. They include brands, positioning, customer base, company name, etc.

□ Intellectual property assets are properties of the mind and belong to the company. 
They are protectable in law. These assets include patents, copyright, design right, trade 
secrets, trade marks etc.

□ Infrastructure assets are a wide range of assets, which include management 
philosophy, corporate culture, management and business processes, financial relations, 
methodologies, and ГГ systems, which enable the organization to function.

□ Human centred assets comprise the collective expertise, creative and problem solving 
capability, leadership, entrepreneurial and managerial skills embodied by the employees 
of the organization. (Brooking, 16-21)
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Teece (2000, 3) argues that fundamental core is the development and astute deployment 

and utilisation of intangible assets, of which knowledge, competence, and intellectual 

property are the most significant. In the end, wealth creation in a world of heightened 

competition comes down to developing and owning difficult to replicate (intangible) 

assets, and orchestrating them astutely. Furthermore, the business firm is best thought as 

a repository for knowledge — the knowledge being embedded in business routines and 

processes. Firm-specific competences reflect individual skills and experiences as well as 

distinctive ways of doing things inside firms. According to Teece (ibid, 29), to the 

extent that such competences are difficult to imitate and are effectively deployed and 

redeployed in the marketplace (reflecting dynamic capabilities), they can provide the 

foundations for competitive advantage.

Furthermore, a corporation’s success today lies more in its intellectual and system 

capabilities than in its physical assets. Quinn et al. (ed. Harvard Business School Press 

1998, 181) argue that managing human intellect - and converting it into useful products 

and services - is fast becoming the critical executive skill of the age.

Nonaka and Takeuchi (1995, 6) acknowledge that a keen interest in the subject of 

knowledge has been developing in the West. Prominent authors, such as Peter Drucker, 

herald the arrival of the new economy or society, referred to as the ”knowledge society” 

by Drucker, which distinguished itself from the past in the key role knowledge plays 

within society. Drucker (1993) argues that in the new economy, knowledge is not just 

another resource alongside the traditional factors of production - labour, capital and 

land - but the only meaningful resource today. The fact that knowledge has become the 

resource, rather than a resource, is what makes the new society unique.

In addition, according to Von Krogh et al. (2000, 1), recent years have seen an 

increasing interest in firm knowledge and innovation, among both academics and 

practitioners. Spender and Grant (ed. Von Krogh et al 2000, 13) further argue that a 

decade ago, one seldom heard knowledge-orientated terms like ”implicit knowledge”, 

”dynamic capabilities” and ”organizational competences”, ”intangible assets” and 

”organizational learning”. Today, a discussion on almost any topic usually turns into a 

knowledge issue. In addition to academia, practice has concerned itself with 

organizational knowledge and knowledge management for three factors: (1) large
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discrepancies factors between market value and tangible book value of the firm led 

managers to visualize the value of their intellectual capital- or knowledge based assets; 

(2) while downsizing provided short-term cost benefits, organizations were frequently 

exposed to the rapid loss of knowledge needed to accomplish strategically important 

tasks, as well as increasing demotivation of employees; (3) many internationally 

operating companies adopted a matrix organizational form integrating product groups 

and geographical regions. While such matrix forms on paper should make knowledge 

flow easier between groups and regions, in reality they often created islands of 

knowledge.

Finally, according to von Krogh et al. (2000, 2), insights for the new economic order 

focus on a number of processes, generally reducible to two types: knowledge creation 

for new product and service innovations, and knowledge transfer for effective leverage 

in the company.

4.3 THEORY OF ORGANISATIONAL KNOWLEDGE CREATION

This section aims to define knowledge creation and clarify the differences between the 

Western and the Japanese conceptions of knowledge management. According to 

Nonaka and other Japanese academics (e.g. Takeuchi, Toyama), the Western way tends 

to overlook the tacit dimension of knowledge management and concentrate solely on 

information management or knowledge transfer. Therefore, there’s a need for the theory 

of organisational knowledge creation. Nevertheless, the theory of organisational 

knowledge creation also includes the element for knowledge sharing and transfer i.e. the 

ontological dimension. The epistemological dimension, in turn, concentrates on turning 

tacit knowledge to explicit and can therefore be considered as the basis for knowledge 

creation. Both dimensions are presented in separate sections.

4.3.1 The Essence of Knowledge Creation

In their book ”The Knowledge-Creating Company” (1995), Nonaka and Takeuchi are 

aiming to formalise a generic model of organisational knowledge creation. By
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organisational knowledge creation the authors address the capability of a company as a 

whole to create new knowledge, disseminate it throughout the organisation, and embody 

it in products, services and systems. (Nonaka & Takeuchi, 3)

Knowledge creation is more precisely defined as a process whereby individuals and 

groups within the company and between companies share tacit and explicit knowledge; 

create new product and service concepts, justify these concepts against available market 

data, the firm’s strategy, and commercial and technological feasibility of the solutions 

proposed; create prototypes, products and services based on the outcomes of these 

justifications; and finally cross-level knowledge to other groups, departments and firms. 

(Nonaka & Takeuchi, 2)

Kulkki (1996, 37) refers to Polanyi and Nonaka and Takeuchi in her definition of 

knowledge creation: Organizational knowledge is created when the individual tacit 

knowledge becomes explicit; i.e. when it is shared and articulated through socialization 
within the self-organizing internal or interorganizational teams. Tacit knowledge is 

derived directly through experience, also has subjective and intuitive qualities, which 

make it difficult to process or transmit it in any systematic or logical manner. For tacit 

knowledge to be communicated and shared within the company, it has to be converted 

into words and numbers i.e. it has to become explicit.

The Japanese view of knowledge management has been influenced by the fact that 

Japanese companies have continually turned to their suppliers, customers, distributors, 

government agencies, and even competitors for any new insights or clues they may have 

to offer (Nonaka & Takeuchi, 6). What is unique about the way Japanese companies 

bring about the continuous innovation is the linkage between the outside and the inside. 

Knowledge that is accumulated from the outside is shared widely within the 

organisation, stores as a part of the company’s knowledge base, and utilised by those 

engaged in developing new technologies and products. A conversion of some sort takes 

place; it is this conversion process - from outside to inside and back outside again in the 

form of new products, services or systems - that is the key to understanding why 

Japanese companies have become successful. It is precisely this dual internal and 

external activity that fuels continuous innovation within Japanese companies.
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Continuous innovation, in turn, leads to competitive advantage argue Nonaka and 

Takeuchi (1995, 6).

Knowledge creation Continuous innovation Competitive advantage

Furthermore, Nonaka and Takeuchi (1995, 8) state that the knowledge expressed in 

words and numbers represents only the tip of the iceberg. They view knowledge as 

being primarily ”tacit” - something not easily visible and expressible. Tacit knowledge 

is highly personal and hard to formalise, making it difficult to communicate or to share 

with others. Subjective insights, intuitions and hunches fall into this category of 

knowledge. Moreover, tacit knowledge is deeply rooted in an individual’s action and 

experience, as well as in the ideals, values, or emotions he or she embraces.

In tum, Pfeffer and Sutton (2000, 16) refer to Don Cohen when describing the Western 

way of managing knowledge: ”In the U.S., most knowledge practice focuses on 

collecting, distributing, re-using, and measuring existing codified knowledge and 

information”. As this piece of evidence shows, most Western managers hold a too- 

narrow view of what knowledge is and what companies must do to exploit it. They 

believe that the only useful knowledge is ”hard” (read: quantifiable) data. And they see 

the company as a kind of machine for ”information processing”. However, according to 

Nonaka, creating new knowledge is not simply a matter of mechanistically ”processing” 

objective information. Rather, it depends on tapping the tacit and often highly subjective 

insights, intuitions, and ideals of the employees (ref. Von Krogh et al. 1998, 22-24). The 

key to this process is personal commitment, the employees’ sense of identity with the 

enterprise and its mission. The recognition of tacit knowledge gives rise to a whole 

different view of the organisation - not as a machine for processing information but as a 

living organism (Nonaka & Takeuchi, 9).

As a result, Nonaka and Takeuchi (1995, 8-9) emphasise that the distinction between 

explicit knowledge and tacit knowledge is the key to understanding the differences 

between the Western approach and the Japanese approach to knowledge. Therefore, 

there is a need for the theory of organisational knowledge creation (ibid, 49). Even 

though many of the new management theories since the mid-1980’s have pointed to the 

importance of knowledge to society and organisations in the coming era, there are very
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few studies on how knowledge is created within and between business organisations. At 

the core of concern of these theories is the acquisition, accumulation, and utilisation of 

existing knowledge; they lack the perspective of creating new knowledge". Nonaka and 

Takeuchi (ibid, 11) thus suggest that the Western managers need to ”unlearn” their old 

view of knowledge and grasp the importance of the Japanese view. They need to pay 

more attention to the less formal and systematic side of knowledge and start focusing on 

highly subjective insights, intuitions, and hunches that are gained through the use of 

metaphors, pictures, or experiences.

Finally, the two dimensions of the theory of knowledge creation will be presented. The 

cornerstone of the epistemology (the theory of knowledge) is the distinction between 

tacit and explicit knowledge. The key to knowledge creation lies in the mobilization and 

conversion of tacit knowledge. And because the theory is concerned with organisational 

knowledge creation, as opposed to individual knowledge creation, it will have its own 

distinctive ontology, which is concerned with the levels of knowledge-creating entities 

(individual, group, organisational, and interorganizational) (Nonaka & Takeuchi, 56).

4.3.2 Epistemological Dimension and the SECI-model

Nonaka and Takeuchi (1995, 27) draw on Michael Polanyi’s3 (1966) distinction 

between tacit knowledge and explicit knowledge. Tacit knowledge is personal, context- 

specific, and therefore hard to formalize and communicate. Explicit or ”codified” 

knowledge, on the other hand, refers to knowledge that is transmittable in formal, 

systematic language. Moreover, Nonaka, Umemoto and Sasaki (ed. Von Krogh et al. 

1998, 147) argue that these two types of knowledge are mutually complementary 

entities. They interact with one another and may be transformed from one type to 

another through individual or collective human creative activities. This is the key 

assumption of the dynamic theory of organizational knowledge creation.

3 Philosopher Michael Polanyi: “We know more than we can tell (Nonaka & Takeuchi, 27).
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Table 5. Two Types of Knowledge

Tacit Knowledge

(Subjective)

Explicit Knowledge

(Objective)

Knowledge of experience (body) Knowledge of rationality (mind)

Simultaneous knowledge (here and now) Sequential knowledge (there and then)

Analog knowledge (practice) Digital knowledge (theory)

Source: Nonaka & Takeuchi 1995, 61

Nonaka et al. (ed. Von Krogh et al. 1998, 28) explain that tacit knowledge is deeply 

rooted in action and in an individual’s commitment to a specific context - a craft or 

profession, a particular technology or product market, or the activities of a work group 

or team. Tacit knowledge consists partly of technical skills - the kind of informal, hard- 

to-pin-down skills captured in the term ”know-how”. A master craftsman after years of 

experience develops a wealth of expertise ”at his fingertips”. But he is often unable to 

articulate the scientific or technical principles behind what he knows. At the same time 

tacit knowledge has an important cognitive dimension. It consists of mental models, 

beliefs, and perspectives so ingrained that we take them for granted, and therefore 

cannot easily articulate them.

As a conclusion, one can express only a fractal part of one’s knowledge. Explicit 

knowledge can be compared to the visible tip of the iceberg. Moreover, explicit 

knowledge is often public knowledge, and thus available to all competitors. Therefore, 

such knowledge can hardly become the basis for sustainable competitive advantage (ed. 

Von Krogh et al. 1998, 92). A large part of the knowledge iceberg is invisible - that is, 

tacit knowledge. To create competitive advantage, tacit knowledge needs to be 

articulated and utilised by companies and their partners.

Stähle and Grönroos (1999, 90) emphasize the importance of tacit knowledge as the 

most valuable knowledge asset that a company possesses. They argue that explicit 

knowledge accounts for only 5 per cent of the basis for competitive advantage whereas 

tacit knowledge amounts to 95 per cent. In addition, Koski (1998, 114) states that the
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share of tacit knowledge often exceeds 80 per cent in normal corporate decision

making.

All in all, Maula argues (2000, 55) that the conventional division of knowledge into two 

types is no longer sufficient. Information and communication technology - and 

especially the Internet and telecommunication technology - has created a need and an 

opportunity to classify knowledge into three types: (1) explicit and highly-structured 

knowledge; (2) explicit and less-structured knowledge (such as discussions in the 

“communities” in the Internet; (3) tacit (non-explicit) knowledge:

Highly-structured knowledge refers to explicit, digital (possibly information system, 
multimedia, printed format et.), formal, and classified knowledge. It is processed in a 
manner that is predefined by pre-defined rules (such as conventional information 
systems). Also artificial intelligence systems that have expanded opportunities for 
defining pre-defined rules can be included in this group.

Less-structured knowledge refers to explicit, digital (possibly multimedia, printed 
format etc.), informal and unclassified knowledge. It can refer to knowledge that 
contains unstructured personal elements, such as communication by electronic mail or 
discussions in intranets. Explicit less-structured knowledge that is based on man- 
machine interaction forms an increasing portion of our daily activities, and brings an 
element of surprises to the organizational behavior.

Tacit knowledge refers to non-explicit, non-digital personal and organizational 
knowledge. These can consist, for example, of individual memories or expertise, team 

skills, or cultural aspects of the organization.

In addition to Maula’s two forms of explicit knowledge, Scharmer, in turn, argues (ed. 

von Krogh et al. 2000, 3) that there are two forms of tacit knowledge: (a) embodied tacit 

knowledge, and (b) not-yet-embodied tacit knowledge, which Scharmer refers as ”self- 

transcending” knowledge. Scharmer (ibid, 38) further argues that as explicit knowledge 

is fundamentally different from tacit knowledge, so tacit-embodied knowledge is 

fundamentally different from not-yet-embodied knowledge.
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Explicit knowledge captures knowledge about things. The data point is observed 
reality. The experience type is based on observational experience. The 
conceptualization is usually based on reflection without action. The criterion for truth is 
the test ”Can you observe it?”

Tacit-embodied knowledge captures knowledge about things we do. The data point is 
enacted reality. The experience type is based on action experience. Hence, capturing 
this type of knowledge requires ”reflection-on-action”, or reflecting on one’s actions. 
The ultimate criterion for truth is the test "Can you do it?”

Not-yet-embodied knowledge captures knowledge about the incipient sources of the 
things we do. The focus is on the primary ground from which human action arises in the 
first place. The data point is the not-yet-enacted reality. The experience type is based on 
aesthetic or pure experience. In order to capture this most upstream level of social 
action, we have to reflect as we act, or engage in what Schön (1983) calls ”reflection-in- 
action". The ultimate criterion for truth is the test "Can you bring it forth into being 
(presencing)?”

Scharmer (ed. von Krogh et al 2000, 39) concludes that these forms of knowledge - 

explicit, tacit-embodied, and tacit-not-yet-embodied - constitute three fundamentally 

different epistemological stances. Each form of knowledge relates to the reality that it 

describes from a different point of view.

Finally, the dynamic model of knowledge creation by Nonaka and Takeuchi (1995, 61) 

is anchored to a critical assumption that human knowledge is created and expanded 

through social interaction between tacit knowledge and explicit knowledge. Nonaka and 

Takeuchi call this interaction ”knowledge conversion”. The SECI-model describes the 

four conversion modes from tacit to tacit, tacit to explicit, explicit to explicit and 

explicit to tacit knowledge. All four conversions are necessary for the creation of 

knowledge. Each of the conversion modes can be understood as a process of self

transcendence, as every conversion involves transcending the self of individuals, teams 

or organisations (ed. Von Krogh et al. 2000, 90). The four basic patterns for creating 

knowledge in any organisation are being illustrated in Figure 8 and presented below 

(Nonaka & Takeuchi, 62-69)
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Figure 8. Four Modes of Knowledge Conversion
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□ Socialisation: from tacit to tacit. Socialisation is a process of sharing experiences and 
thereby creating tacit knowledge such as shared mental models and technical skills. An 
individual can acquire tacit knowledge directly from others without using language. 
Apprentices work with their masters and learn craftsmanship not through language but 
through observation, imitation and practice. The key to acquiring tacit knowledge is 
experience.

□ Externalisation: from tacit to explicit. Externalisation is a process of articulating tacit 
knowledge into explicit concepts. It is a quintessential knowledge-creation process in 
that tacit knowledge becomes explicit, taking the shapes of metaphors, analogies, 
concepts, hypotheses, or models. When we attempt to conceptualise an image, we 
express its essence mostly in language - writing is an act of converting tacit knowledge 
into articulable knowledge. The externalisation mode of knowledge conversion is 
typically seen in the process of concept creation and is triggered by dialogue or 
collective reflection. A frequently used method to create a concept is to combine 
deduction and induction.

To

Socialization Externalization

Internalization Combination
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□ Combination: from explicit to explicit. Combination is a process of systemizing 
concepts into a knowledge system. This mode of knowledge conversion involves 
combining different bodies of explicit knowledge. Individuals exchange and combine 
knowledge through such media as documents, meetings, telephone conversations, or 
computerized communication networks. Reconfiguration of existing information 
through sorting, adding, combining, and categorizing of explicit knowledge (as 
conducted in computer databases) can lead to new knowledge.

□ Internalisation: from explicit to tacit. Internalisation is a process of embodying 
explicit knowledge into tacit knowledge. It is closely related to ”learning by doing”. 
When experiences through socialisation, externalisation, and combination are 
internalised into individuals’ tacit knowledge bases in the form of shared mental models 
or technical know-how, they become valuable assets. For explicit knowledge to become 
tacit, it helps if the knowledge is verbalised or diagrammed into documents, manuals, or 
oral stories. Documentation helps individuals internalise what they experienced, thus 
enriching their tacit knowledge.

4.3.3 Ontological Dimension and the Spiral of Knowledge

Bertels and Savage (ed. Von Krogh et al. 1998, 22) argue that some may assume our 

challenge in the knowledge era is simply to transfer already existing knowledge from 

one location to another, or one person to another. To be sure, this is one element, and an 

important one, but it is certainly only part of the picture as the discussion on 

epistemology and knowledge conversion from tacit to explicit showed.

True; an organization cannot create knowledge by itself and therefore tacit knowledge 

of individuals is the basis of organizational knowledge creation. However, the 

organization has to mobilize tacit knowledge created and accumulated in the individual 

level. The mobilized tacit knowledge is “organizationally” amplified through four 

modes of knowledge conversion and crystallized at higher ontological levels. Nonaka 

and Takeuchi (1995, 72) call this the knowledge spiral, in which the interaction 

between tacit knowledge and explicit knowledge will become larger in scale as it moves 

up the ontological levels. Thus, organizational knowledge creation is a spiral process, 

starting at the individual level and moving up through expanding communities of



62

interaction, that crosses sectional, departmental, divisional, and organizational 

boundaries.

Figure 9. Spiral of Organizational Knowledge Creation
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Source: Nonaka & Takeuchi 1995, 73

All in all, transferring and sharing knowledge are important issues. Czemiawska and 

Potter (1998, 196) argue that almost all organisations are chronically weak at sharing 

knowledge. This lack of sharing probably represents the biggest waste of resources that 

takes place within an organisation, far outstripping any wasted monetary capital. They 

further continue that to make best of their intellectual assets, organisations need to 

ensure that data, information and knowledge are taken out of the physical domain and 

moved into the virtual domain. While in the virtual domain, these assets can be divided, 

added together, viewed and manipulated, distributed and shared, all at little cost.

Czemiawska and Potter (1998, 198-201) suggest three strategies for sharing knowledge. 

Most organisations are finding that some form of combination of these strategies is the 

best way to manage the knowledge assets:
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□ The “ownership" strategy; the traditional method for sharing knowledge. This strategy is 
very simple. Someone, normally an “owner” of the information, decides what is important 
and makes it available, either at a central place such as library or an accounts department, or 
duplicates it and sends it to those people whom he or she believes will benefit from its 
receipt.

□ The “push” strategy; perhaps the simplest approach is to arrange information around 
“communities of common interest” in the virtual domain. Users select where they wish to 
place information and which “communities” they wish to access.

□ The “pull” strategy; the opposite way to the traditional “ownership” strategy. Those 
individuals in an organisation who want access to a piece of information “pull” it to 
themselves. In the days of physical storage of information, the only way in which this could 
be performed was for individuals to go to a repository of physical information - usually a 
library of some sort - and search through it until they found what they were looking for. 
The introduction of IT is rapidly changing the ways in which people can access such 
information.

Brooking (1999, 128) agrees on the importance of “virtualization” and IT systems and 

argues that IT systems provide the railroad tracks upon which knowledge management 

systems will run. But it should be noted that while the IT system provides the repository 

for the system and the mechanism for interacting with it, another important part of the 

system is the users. Knowledge management is about people. It’s not about software, or 

documents or notes. It’s about people who are the possessors of, and indicators to the 

location of knowledge in a company. Brooking (ibid, 139) concludes that the goal of a 

knowledge management system should be to aim at making employees “all knowing”. 

Bertels and Savage (ed. Von Krogh et al. 1998, 22) add that knowledge gains value 

when being shared with others.

4.4 ENABLING ENVIRONMENT

Nonaka and Takeuchi (1995, 74) argue that the role of the organization in the 

organizational knowledge-creation process is to provide the proper context for 

facilitating group activities as well as the creation and accumulation of knowledge at the 

individual level.
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Deploying knowledge management programme in a company means establishing a 

culture together with systems to ensure that the huge variety of knowledge, which exists 

in a company, can be shared with the employees who need to use it at any time and 

anywhere. (Brooking, 120) The difficulty comes not so much from a systems 

perspective, as we already have computer systems that can respond to around the clock, 

around the planet demands. The difficult part in knowledge management systems from a 

cultural perspective is getting people to believe that sharing knowledge will be 

beneficial not only to the company but also to themselves.

Stähle and Grönroos (1999, 75) further stress that the more knowledge is shared and the 

faster it flows, the more a corporation possesses renewal potential. Competence, 

relations and the flow of information form the systemic basis of an organization (see 

Figure 10). All three are interdependent: without relations information cannot flow; 

without sufficient level of competence there’s no use of information flowing; and 

without information flow even the best competence will not act as an organizational 

growth reservoir.

Figure 10. Systemic Power in Organizations
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Every organization is a three-dimensional system: it has a mechanistic, organic and 

dynamic nature. According to Stähle (2000, 1), the mechanistic part functions as a 

machine, always in the same way - without surprises - as it is programmed in advance. 

The organic nature makes the organization work flexibly, adapt to the environment and 

develop new compatible forms of performance. And the dynamic ability gives the 

organization the possibility of constant renewal and continuous innovation. The core of 

all three, however, is knowledge and how it is exchanged between people.

In a mechanistic environment, the knowledge is explicit, possible to put in manuals and 

procedures, easy to handle with the help of information technology. In the organic 

world, focus is on continuous and controlled development. The main interest is no 

longer targeted at finding regularities, but instead at understanding the nature of change 

(Stähle, 1). The dynamic corporate environment is clearly seen at present: work tasks 

and roles are constantly changing; organizational structures are being renewed at six- 

month or year intervals; and it is more and more difficult to predict the future. In order 

to succeed in this kind of a hectic environment, the company’s top management must 

understand and tolerate continuous change and development; i.e. to know how to live 

with unpredictable events (Stähle, 2). The top management must also be aware of the 

fact that chaos functions as the source of innovations. To emphasize, the dynamic 

environment is the only possible basis for innovations. Knowledge is intuitive and 

potential, and intensive networking inside and outside the organization serves in the 

process of creating new knowledge. The system is a spontaneous, fast-reacting, high- 

tempo and even chaotic entity. Chaos does not refer to total disorder; there is a 

relationship between disorder and order - the ability of chaos to organize itself (Stähle, 

2).

Stähle (2000, 2-3) argues that all the three perspectives are correct, since they reflect the 

different operating possibilities open to an organization. Therefore, a company must be 

seen as a three-dimensional system where its mechanical, organic and chaotic features 

all have their own roles and tasks in providing competitiveness.

Stähle (2000, 4-5) continues that knowledge management in a dynamic company is 

actually innovation management. The real challenge is to understand the nature of
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chaos, since no innovation can be created without it. Chaos is a necessary precondition 

for creativity and, especially, for innovations. In a business environment and 

management practice this is an extremely big change compared to the previous 

understanding. In a mechanistic business environment success is created by control and 

prediction - but in a dynamic environment, these methods are the worst enemies of 

innovation.

Also, Nonaka and Takeuchi (1995, 74-82) list five conditions required (enabling 

conditions) at the organizational level to promote the knowledge spiral (see Figure 10):

1. Intention. The knowledge spiral is driven by organizational intention, which is defined as 
an organization’s aspiration to its goals (Nonaka & Takeuchi, 74). Efforts to achieve the 
intention usually take the form of strategy within a business setting. From the viewpoint of 
organizational knowledge creation, the essence of strategy lies in developing the 
organizational capability to acquire, create, accumulate, and exploit knowledge. The most 
critical element of corporate strategy is to conceptualize a vision about what kind of 
knowledge should be developed and to operationalize it into a management system for 
implementation.

2. Autonomy. At the individual level, all members of an organization should be allowed to act 
autonomously as far as circumstances permit (Nonaka & Takeuchi, 75). By allowing them 
to act autonomously, the organization may increase the chance of introducing unexpected 
opportunities. Autonomy also increases the possibility that individuals will motivate 
themselves to create new knowledge.

3. Fluctuation and creative chaos. Nonaka and Takeuchi's (1995, 78) third organizational 
condition for promoting the knowledge spiral is fluctuation and creative chaos, which 
stimulate the interaction between the organization and the external environment. 
Fluctuation is different from complete disorder and characterized by “order without 
recursiveness”. When fluctuation is introduced into an organization, its members face a 
“breakdown” of routines, habits, or cognitive frameworks. Chaos is generated naturally 
when the organization faces a real crisis, such as a rapid decline of performance due to 
changes in market needs or significant growth of competitors. It can also be generated 
intentionally when the organization’s leaders try to evoke a “sense of crisis” among 
organizational members by proposing challenging goals (Nonaka & Takeuchi, 79). This 
intentional chaos, which is referred to as “creative chaos”, increases tension within the 
organization and focuses the attention on defining the problem and resolving the crisis 
situation.



67

4. Redundancy. What Nonaka and Takeuchi (1995, 80) mean by redundancy is the existence
of information that goes beyond the immediate operational requirements of organizational 
members. In business organizations, redundancy refers to intentional overlapping of 
information about business activities, management responsibilities, and the company as a 
whole. For organizational knowledge creation to take place a concept created by an 
individual or group needs to be shared by other individuals who may not need the concept 
immediately. Sharing redundant information promotes the sharing of tacit knowledge, 
because individuals can sense what others are trying to articulate.

5. Requisite variety. According to Ashby (in Nonaka & Takeuchi, 82), an organization’s 
internal diversity must match the variety and complexity of the environment in order to 
deal with challenges posed by the environment. Organizational members can cope with 
many contingencies if they possess requisite variety, which can be enhanced by combining 
information differently, flexibly, and quickly, and by providing equal access to information 
throughout the organization.
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5 CONCEPTUAL FRAMEWORK

The three previous chapters (2-4) presented the theoretical framework, which comprises 

of three concepts: internationalization of the SME, business intelligence, and knowledge 

management. Before going into methodology and the empirical part of the study, the 

conceptual framework will be introduced and illustrated.

Internationalization of the small and medium-sized enterprise was presented as the 

process for which Finpro is trying to have an accelerating influence on. As mentioned 

earlier, the goal of Finpro is to speed up the internationalisation of Finnish SME’s and 

minimise the risks involved. For this end, the aim is to decrease the level of lateral 

rigidity in decision making at the client SME by increasing its stock of knowledge. 

Next, this stock of knowledge will be maximised when business intelligence practices 

are integrated with those of knowledge management. This integration is the focal point 

of this study: by examining the four phases (need determination, collection, analysis, 

and dissemination) of the business intelligence cycle and bringing knowledge 

management elements, knowledge sharing (knowledge transfer and leverage) and 

knowledge creation (knowledge conversions), into the equation, the intelligence process 

of Finpro will improve and consequently, the internationalisation of the individual client 

SME will be enhanced.

As already mentioned in the introduction chapter, business intelligence has tended to 

focus on external information, however, acknowledging the importance of internal 

information. Knowledge management, in turn, is much about managing the internal 

information and intellectual capital, and can be added to the intelligence cycle as an 

element enhancing the flow of internal information and the harness of intellectual 

capital. This can take place in various ways: through knowledge conversion from tacit 

to explicit, knowledge sharing and storing.

In more detail, this study will attempt to identify the knowledge management elements 
that are brought into each phase of the business intelligence cycle. As to need 

determination, the study assumes that individual employees share their knowledge on 

clients in order to improve the conduct of this first phase of the cycle. In the
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organisational level, client databases contribute at this point as well. In the collection 

phase the integration is more straightforward; business intelligence concentrates more 

on external information collection whereas knowledge management on internal 

information and intellectual capital. The third phase of the cycle, analysis, involves the 

knowledge conversion from tacit to explicit. Lastly, in this study the dissemination of 

intelligence or knowledge is divided into external and internal dissemination. External 

refers to the presentation of the outcome for the client SME whereas internal refers to 

knowledge sharing i.e. how do people share the knowledge obtained from the client 

assignment within the organisation.

Furthermore, it is also assumed that business intelligence answers to the question 

“what” is being done whereas knowledge management answers the question “how” 

particular activities are being performed. In more practical level and as an attempt to 

answer the “how” question, an emphasis is placed on information collection in order to 

find out whether there is a possibility to centralise some of the collection and 

simultaneously decrease the work load of the consultant. Another related issue is that of 

analyst-consultant division, which also aims to improve the intelligence process of 

Finpro. In sum, improved intelligence process of Finpro results in successful 

internationalisation of the SME. Figure 11 illustrates the framework.
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Figure 11. Conceptual Framework
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6 METHODOLOGY

The purpose of this chapter is to present the chosen approach (6.1), the multiple case 

study research, and explain why it was chosen. Procedures taken during the collection 

(6.2) and analysis (6.3) of the research data will be discussed as well. Also the reliability 

and validity (6.4) of the research will be analysed.

6.1 THE CHOSEN APPROACH

According to Yin (1989, 19), the first and the most important condition for 

differentiating among the various research strategies is to identify the type of research 

question being asked. “How” and “why” questions are likely to favour the use of case 

studies, experiments, and histories. The two other conditions, the extent of control over 

behavioural events and the degree of focus on contemporary as opposed to historical 

events, enable further distinctions between the mentioned three research strategies. Yin 

(ibid.) further argues that the case study is preferred in examining contemporary events 

when the relevant behaviours cannot be manipulated. For these reasons the case study 

approach was selected.

In addition, as the study contains more than a single case, a pilot case and three actual 

cases, the study has to use a multiple-case design (Yin, 52). The design used is holistic 

in nature. This means that the study consists of multiple holistic cases (as opposed to 

multiple embedded cases). Multiple-case designs have the distinct advantage that the 

evidence is considered more compelling, and the overall study is therefore regarded as 

being more robust. (Ibid.)

6.1.1 Units of Analysis

The case company of the study is Finpro and the research involves two divisions of the 

organization namely the Consulting Division and the Trade Center Network. The 

Consulting Division acts as the pilot case whereas the actual cases are of Trade Centers.
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In more detail, a sample of three individual Trade Centers (Munich, London and Milan) 

represents the Network. Each Trade Center is considered a separate unit of analysis.

Yin (1989, 33) argues that if the unit of analysis is a small group, the persons to be 

included within the group must be distinguished from those who are outside it. 

Therefore, the units of analysis on a personal level will be identified case by case. In the 

Munich office, two analysts, two consultants and the head of the FTC were interviewed. 

The purpose was to interview a third consultant, Mika Wilska, as well, but he was too 

busy at the time. In the London office, a total of six consultants and the head of the FTC 

were interviewed. Finally, in the Milan office, two analysts and two consultants and the 

head of the FTC were interviewed according to the research guide. In addition, all other 

employees were discussed with, but they are not regarded as individual units of analysis 

(see Appendix 1 for list of interviewees).

6.2 DATA COLLECTION

This section will separately discuss how data was gathered for both the pilot case and 

the actual case studies. Yin (1989, 20) argues that the case study’s unique strength is its 

ability to deal with a variety of evidence - documents, artifacts, interviews, and 

observations. Also in this study, multiple sources of evidence that comprise of 

documentation, interviews and direct observation were used. According to Yin (ibid, 

86) the most important use of documents is to corroborate and augment evidence from 

other sources. He further argues that one of the most important sources of case study 

information is the interview (ibid, 88). And by making a field visit to the case study 

“site”, an investigator is creating the opportunity for direct observations. Observational 

evidence is often useful in providing additional information about the topic being 

studied (ibid, 91). As suggested, the author made visits to all three Trade Centers.

6.2.1 The Pilot Case

According to Yin (1989, 80), a final preparation for data collection is the conduct of a 

pilot case. The Consulting Division acted as one, which helped the author to refine the
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data collection plans with respects to both the content of the data and the procedures to 

be followed. The Consulting Division (CD) was selected to act as the pilot case mainly 

because one aspect of the study was to investigate the cooperation between the CD and 

the Trade Centers and how they share information and knowledge. Furthermore, 

convenience, access and geographic proximity (Yin 1989, 80) favored this choice.

A general interview guide was developed for the pilot case (see Appendix 2) as a result 

of discussions with Pekka Lappalainen, the head of the Consulting Division. This took 

place in the early summer, in June 2001, not long after the study had begun. Therefore, 

the initial purpose of this pilot case was to become familiar with the organization, 

especially with the Consulting Division and the Trade Center Network and with the 

issues related to the research problem. Also, as Yin (ibid. 81) suggests, the pilot data 

was in parallel with the ongoing review of relevant literature, so that the final research 

design was to be informed both by prevailing theories and by a fresh set of empirical 

observations.

This interview guide was then sent to nine consultants in the Consulting Division and 

Martti Saramaa, the head of the Trade Center Network; and Pekka Leppälä, the head of 

the Customer Services and Marketing Division; and to Eeva Artimo, director in the 

Innovation and Development Division. Also, the respondents were asked to suggest a 

date and time for the interview. The nine interviewed consultants represented the total 

consultant population of the Division at that time; Martti Saramaa was chosen in order 

to gain perspective to Trade Centers; Pekka Leppälä in order to have insights to the 

Business Intelligence Services and centralized information collection.

Interviews were conducted according to the schedule, the first on June 15th 2001 and the 

last was held on August 3rd 2001. These interviews lasted from 30 to 45 minutes and 

were tape recorded, with permission, in order to provide a more accurate rendition of 

the interview (Yin 1989, 91). The open-ended questions were not followed too rigidly. 

The main purpose of these interviews was to develop a more comprehensive picture of 

the information collection and sources used at Finpro and also of cooperation between 

the Consulting Division and Trade Centers.
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6.2.2 Actual Cases

In Autumn 2001, after having conducted the pilot case with the Consulting Division and 

gaining insight to Finpro organization as a whole; and after having drafted the 

theoretical framework and thereby having an understanding on the theory, the research 

guide for the Trade Center cases (see Appendix 3) was developed. According to the 

purpose of the study, the research guide concentrated on integrating the two processes, 

business intelligence and knowledge management, and finally providing the intelligence 

outcome for the internationalization process of the client SME.

Direct observation was also used as a source of evidence and thus, the dates for the 

visits to each Trade Center were agreed with the heads of FTC’s: First, Munich 11. - 

17.10.2001; then London 29.10 -2.11.2001; and finally Milan 5. -9.11.2001. Before 

each 5-day visit, a short summary of the study and the research guide were sent to the 

interviewees as also suggested by Yin (1989, 70) in the context of the case study 

protocol. The purpose was to interview all the employees who are involved in the actual 

information collection or intelligence activity for a broader term. In practice, this meant 

consultants, market analysts and market researchers.

Certain field procedures (Yin, 73) were taken at the case “sites” as well. Both in Munich 

and in Milan the author presented the study for the Trade Center staff after which an 

individual interview schedule was made. As to the London FTC, the schedule had been 

made in beforehand and unfortunately, there was no time for a presentation. 

Furthermore, a couple of interviews were postponed due to respondent’s time 

constraints.

Compared to the pilot case interviews, the actual case interviews were longer and lasted 

from 90 minutes to two hours. The nature of the interviews was focused and the 

questions were open-ended. These interviews were recorded as well.

6.3 ANALYSIS OF THE RESEARCH DATA
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Data analysis consists of examining, categorizing, tabulating or otherwise recombining 

the evidence to address the initial propositions of the study (Yin, 105). In more detail, 

the data of each interview that had been recorded and then translated from Finnish to 

English was structured under four indexes according to the business intelligence cycle: 

need determination, collection, analysis, and dissemination. Furthermore, the 

respondents were asked three general questions related to the Finpro Knowledge 

Management practice, cooperation between the CD and the FTC Network and the 

analyst-consultant division. Based on this classification a description of each Trade 

Center case was written.

The data structured in case descriptions by indexes was further sorted and grouped 

under four major themes stemming from the research problem and the purpose of the 

study: general comments on Knowledge Management, knowledge sharing, organizing 

intelligence, and value added. The Finpro definition for Knowledge Management 

connecting people to people and people to information to create competitive 

advantage inspired the division. More precisely, knowledge sharing relates to the 

“people to people part” whereas organizing intelligence to the “people to information 

part”. In other words, knowledge sharing discusses issues such as teams and tools, 

internal databases and repositories and their efficient usage. Organizing intelligence, in 

turn, discusses how intelligence processes should be organized and therefore, two 

issues, that of centralized collection and the analyst-consultant division are dealt with.

The final case descriptions were then sent to the informants for further comments and 

approval. Yin (1989, 143-144) argues that having the draft report reviewed by the 

participants and informants in the case increases the construct validity and the overall 

quality of the case study.

6.4 VALIDITY AND RELIABILITY

Yin (1988, 40-41) presents four criteria for judging the quality of research designs and 

the tactics for dealing with them:
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1. Construct validity: establishing correct operational measures for the concepts being 

studied;
2. Internal validity (for explanatory and causal studies only, and not for descriptive or 

exploratory studies): establishing a causal relationship, whereby certain conditions are 
shown to lead to other conditions, as distinguished from spurious relationships;

3. External validity: establishing the domain to which a study’s findings can be 

generalized; and
4. Reliability: demonstrating that the operations of a study - such as the data collection 

procedures - can be repeated, with the same results.

As this study is exploratory in nature, Yin’s second criteria will not apply and therefore, 

will not be discussed. However, the three other are valid and will be discussed 

separately.

6.4.1 Construct Validity

According to Yin (1989, 42) there are three tactics available to increase construct 

validity: multiple sources of evidence, establishing a chain of evidence, and to have the 

draft case study report reviewed by key informants. Any finding or conclusion in a case 

study is likely to be much more convincing and accurate if it is based on several 

different sources of information, following a corroboratory mode (ibid, 97). 

Accordingly, research data was collected from various sources including annual reports, 

brochures, magazines, the Internet and the intranet, observation, interviews and more 

informal discussions.

Another principle to be followed, to increase the reliability of the information in a case 

study, is to maintain a chain of evidence (ibid, 102). The principle is to allow an 

external observer to follow the derivation of any evidence from initial research 

questions to ultimate case study conclusions. This external observer should be able to 

trace the steps in either direction. In this study, the methodology chapter aims to fulfill 

this principle by explicitly explaining how research data was collected and analyzed and 

for what purpose. Yin’s third tactic (ibid, 42) is to have the draft case study report 

reviewed by key informants, which was done. All respondents were sent the draft and 

given three weeks to make corrections to the text in January 2002.
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6.4.2 External Validity

Yin’s third test deals with the problem of knowing whether a study’s findings are 

generalizadle beyond the immediate case study (1989, 43). For one, the study examined 

only three different Trade Centers, which were selected for and characterized as having 

different methods for information collection. As there are 48 Finland Trade Centers 

distributed all over the world and almost as many collection methods, it is obvious that 

no large-scale generalization as to centralized collection or analyst-consultant-division 

can be made based on the results. Flowever, the results of the three cases could reflect 

the views of their respective geographical hubs and thus be generalizable. Also Yin 

(1989, 43) argues that case studies rely on analytical generalization instead of statistical 

generalization. In analytical generalization, the investigator is striving to generalize a 

particular set of results to some broader theory.

6.4.3 Reliability

The objective of the reliability test is to be sure that if a later investigator followed 

exactly the same procedures as described by an earlier investigator and conducted the 

same case study all over again the later investigator should arrive at the same findings 

and conclusions (Yin, 45). One prerequisite for allowing this other investigator to repeat 

the earlier case study is the need to document the procedures followed in the earlier 

case. This chapter fulfils the requirement. Yin (1989, 45) further suggests two tactics to 

increase the reliability of case studies, (a) a case study protocol and (b) the development 

of a case study data base. The main point in the latter tactic is that every case study 

project should strive to develop a formal, retrievable data base, so that in principle, 

other investigators can review the evidence directly and not be limited to the written 

reports. In this manner, the database will increase markedly the reliability of the entire 

case study (ibid, 99).
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7 RESULTS

First, this chapter introduces the knowledge management concept at Finpro level (7.1). 

This is done in order to clarify the terminology used in case studies and to give the 

reader a wider perspective of the whole before proceeding to the case studies. Then, the 

Consulting Division is discussed as a pilot case (7.2). Finally the three actual cases (7.3- 

7.5), Munich, London and Milan FTC, are presented with main findings in the end of 

each. Each case is based on the research guide, which consists of questions related to 

the four phases (need determination, collection, analysis, and dissemination) of the 

traditional business intelligence cycle presented earlier in the text; and questions related 

to the Finpro knowledge management practice, centralised information collection 

(Business Intelligence Services) and the analyst-consultant division.

7.1 KNOWLEDGE MANAGEMENT CONCEPT AT FINPRO

“Knowledge Management is about connecting people to people and people to
information to create competitive advantage ”

Knowledge Management is considered a new way to work to create competitive 

advantage, which is crystallized in the Finpro KM definition (see above). It is realized at 

Finpro that intellectual capital is the only capital of expert communities and the only 

area where lasting distance to competition can be created. The vision is that by the year 

2004 Finpro is in the Finnish innovation environment a recognized knowledge intensive 

expert organization focusing on internationalization. Finpro’s role is to recognize, create 

and open up insights and models for the Finnish SME’s and the innovation environment 

network, and to become known as co-operative, networking and innovative actor. This 

can be done by enforcing the knowledge capacity, by intensifying knowledge intensive 

work, and by finding new ways of working.

Knowledge management is divided into two categories, knowledge creation and 

knowledge sharing (see Figure 12). The first step to be taken in Finpro is knowledge 

sharing and it is seen as a first priority. However, it is recognised that only knowledge
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creation can give the organisation sustainable competitive edge. Seppo Laine, the head 

of the Innovation and Development Division, further stresses that albeit Finpro has 

already touched the issue, it has not done it with due strategic strength4.

Figure 12. Knowledge Management in Finpro

Source: Finpro intranet, the Finpronet

The first steps in the knowledge management project implementation include the KM 

platform establishment, which is a part of the new intranet, Finpronet. Then, Hub and 

FTC development is mentioned whereby Hubs are considered as KM communities. The 

third objective is to establish competence teams that aim to activate interaction within 

and outside Finpro, bring experts to the same table, create new models and insights, and 

increase competences. New duties, such as analyst, are included here.

The Finpro KM project organisation consists of the management team, which sets the 

strategy and objectives for the project and follows the development and implementation;

“We have already touched it...”institutional memory”, global team meetings, came, Process Guide, 

Webbridge, Internal CS&M support in data search, HUB’S, etc...but not with due strategic strength” 

(Seppo Laine’s presentation, GlobeNet 2001).
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the Global KM team, which is a forum for further concept development, situation 

review and discussion. The Global KM team is also responsible for the implementation 

of the knowledge management project plan; and finally, implementation teams will 

focus on the decided pilots. However, little by little the KM practices will be 

incorporated in the very practical working processes. Therefore, from the beginning of 

the year 2002 Finpro will move from a separate project organisation into the delegation 

and decentralisation of the development responsibilities to Finpro’s existing executive 

team.

Terminology Related to Cases

Bridge (or Webbridge) is the client management and data system. As Finpro is 

relatively large organisation scattered all over the world in small units and has hundreds 

of people working in client interface without knowing what others are doing with the 

same client, it is necessary to have a centralised client management and data system 

covering all the information related to client work. Bridge is the heart of the Finpro 

Customer Relationship Management (CRM) system. For the system to be effective and 

useful it is the obligation of each and everyone to update, complement and correct the 

information in Bridge at all times.

Came is the name of a collaboration tool, a virtual meeting environment and a refined 

version of a project room.

Finpronet is the newly launched intranet including the Knowledge Management portal.

Global Industry Teams. Effective teamwork is the most important tool to connect the 

work of Finpro's divisions and worldwide expertise. Global Teams operate as platform 

for continuous learning, best practice collection and exchange of information. The team 

coordinator is usually a consultant in the Consulting Division and team members are 

from Trade Centers around the world.

Hub Development or Regional Operation Model. Expansion of economic areas and 

increased requirements in internationalisation has pushed a new perspective on FTC 

development. Individual FTC’s are attached to form regional HUB’S, which results in
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accumulated resources and competences. The need wells from the fact that on average, 

there are five people in each Finland Trade Center and 12 sectors that needs to be 

covered. In other words, there cannot be in-depth expertise on all sectors in every FTC. 

At present Trade Centers are divided in six HUB’s (UK-Benelux, North America, 

Germany, Southern Europe, East Asia and China) and individual FTC’s (see Appendix 

4). The purpose of the HUB development is that FTC’s would cooperate more not only 

with each other but also with the Consulting and Innovation Divisions and the 

innovation environment of the society.

Internal CS & M support in data search relates to the newly established Business 

Intelligence Services, a unit of the Customer Services and Marketing Division. The unit 

will act as an internal provider of market and industry information for the Consulting 

Division and for FTC’s as well. At present, three information specialists share 60 

markets (20-22 each). They will allocate 20 % of their time for internal provision of 

information. The question of what information can be collected centrally will be 

answered in case studies.

Process Models (in the text referred also to as ProcessGuide). Process model (sales 

and consulting processes) describe how Finpro works, where and how do people 

cooperate. It is the tool to describe and communicate the Finpro way including flow 

charts tools, best practices etc. The Process Models are the “institutional memory” of 

Finpro. ProcessGuide is web-enabled process management software, which creates web 

pages of process models. Tools, best practices and links will be available in one place 

for everybody. The Process Models are a part of knowledge management concept, it is 

especially useful for knowledge sharing, however, it is not a knowledge management 

software, but can guide to use one. The main purpose at this phase is to communicate 

best practices via process approach and to distribute material that is useful to all the 

FTC’s.

Project Room is a virtual project-working environment, which enables project 

participants effective collaboration in distributed environment.
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7.2 THE PILOT CASE - CONSULTING DIVISION

As mentioned earlier, the purpose of the case pilot was to familiarize the author with the 

Finpro organization, namely the Consulting Division and the Trade Center Network, 

and with the issues related to the research problem. Consequently, the research guide 

(see Appendix 2) was developed keeping that objective in mind. The research guide 

used here differs from the one used with the Trade Centers. However, same issues (need 

determination, information collection, analysis) are being discussed both here and in the 

Trade Center cases. In addition, this chapter discusses the cooperation between the 

Consulting Division and the Trade Center Network from both sides i.e. the comments 

on cooperation from the TC’s are being discussed here as well.

7.2.1 Need Determination

It was stressed that need determination is important; client firm needs have to be clearly 

understood and that the assignment as a whole should be clearly articulated in order to 

avoid misunderstandings. Furthermore, due to information overload, it is highly 

important to determine client needs and then concentrate on that. In practice, it is the 

consultant and the client who together define what information is needed for the 

internationalization process. In order to achieve best results it is also stressed that need 

determination involves tight interaction and dialogue with the client.

The difference between the SME and larger firm needs is that SME’s are more operative 

in nature than larger firms. As a result, they seek operative information and contacts. 

Many small firms tend to think that Finpro is able to provide a premade manual for 

every situation. What they do not understand is that even the people in Finpro have to 

collect the information from somewhere and it takes time and effort. Furthermore, it is 

critical to realize that SME’s face such constraints as high levels of stress and financial 

restraints that may affect their needs. Also, the level of experience of international 

operations and the current state of internationalization is crucial. Often SME’s have 

disillusions: their product turns out to be ordinary instead of being unique. Then, 

customer segmentation is left to little attention and decisions are often based on
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hunches. One explanatory factor is that market intelligence is an activity, which can be 

out of reach for most SME’s. However, the lack of marketing skills can be partly 

compensated with tacit knowledge that SME’s possess.

A joint assignment in this context is a result of the co-operation between the Consulting 

Division and an FTC. In practice, the roles in a joint assignment are divided so that the 

consultant in Helsinki takes care of the Finnish client and the FTC consultant takes care 

of the market. In this case, need determination is problematic, because the client need 

may be changed in its way to the FTC. Especially in a multicultural and -lingual 

organization like Finpro, things are said and understood in many different ways. In 

addition, when briefing FTC’s about the needs of the client firm, the briefing may be 

either too general or too specific; in the latter case, the FTC may think that the 

assignment in question is large and thus, it can be overpriced. As a conclusion, 

ambiguous need determination means ambiguous results.

7.2.2 Information Collection and Analysis

In general terms, collecting market information can be divided in two: First, general 

information that can be collected from the printed press, the Internet and databanks. 

Secondly, the in-depth knowledge that resides in experts of the field. As stressed 

throughout the study, the role of the Internet as an information channel is emphasized 

today. Furthermore, all search engines are valuable because they make the collection 

faster. Client profiles and main players can be checked from the Internet by visiting 

their web sites. These sites usually provide for other interesting links, too. Also the 

government sites, the central statistical office (Tilastokeskus) can be and are accessed 

through the Internet. In sum, there is a lot of information in the Internet, however, that 

information is not refined and therefore requires further analysis and synthesis. As for 

databanks, many in the Consulting Division use the Gartner commercial databank.

Almost all consultants agreed that personal interviews provide the most valuable 

information. For one consultant, information gathering actually is interviewing the right 

people. As mentioned, general information can be collected from the Internet, 

databases, annual reports and so on, but in order to have a comprehensive picture of the
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market, which is extremely important, one has to interview experts of the field. Private 

expert relationship was mentioned as the best but at the same time the most limited 

source of information. Furthermore, information collection is about constant market 

scanning; attending seminars and trade fairs in order to foresee market trends.

All in all, information collection was labeled a surprisingly time consuming activity, 

however, information related to one’s own sector accelerates the process. Another 

useful remark is that it is important to concentrate on the essential, limit the scope of the 

information needed. Furthermore, own ambitions play an important role here; the 

consultant has to decide how much information is enough for the project and when to 

stop information collection.

Furthermore, an important question for the consultant in Helsinki is how to get general 

market information for the pre-elimination of the target market without having to 

involve the Trade Center. One consultant had the impression that FTC’s tend to hide 

their knowledge and want to sell it as soon as possible. Two solutions were suggested 

and the first one is about (1) exploiting databases more efficiently. At present, databases 

are said to be so apart in the organisation that people are confused of what solutions are 

available. It would be more cost effective if consultants actually gained access to these 

industry-specific databases that would connect several countries. This is how more and 

further could be done in Helsinki without having to resort to the FTC’s. Secondly, the 

Customer Services & Marketing (CS&M) Division could be very helpful. It is 

suggested that it would be useful to have (2) a full-time information specialist working 

in the consulting premises. The same person could be capable of exploiting the FTC 

network information. At the moment, some 80% of the collection costs are labelled 

basic and only some 20% specific. The situation should be the other way; FTC’s should 

be free to do the value-added work. Client feedback reveals that the information 

collected is sometimes too basic in nature.

As to the analysis of the information, it is not about surfing the Internet for information, 

rather it is building a vision through discussions and workshops with the client. It is 

stressed that when the client takes part in the analysis, better conclusions are being 

reached. Furthermore, the analysis of the collected data and information is said to occur 

in two different locations. The Trade Centers analyze the target market, whether it is
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attractive or not; the Consulting Division analyses client needs and requirements related 

to the sector. In the end, these two will be put together as a comprehensive whole.

7.2.3 Roles and Cooperation with the Trade Center Network

This topic, roles and cooperation, was inspired by the fact that the organisation is 

wasting its time and effort in performing overlapping, simultaneous jobs. Of course, this 

is a challenge only for organising the multi-country assignments where there are several 

Trade Centers involved and the danger of overlap is present. Basically, proper 

information sharing and project management could provide an answer to the problem, 

but reorganising i.e. centralising some of the collection is considered as well. It should 

be noted here that Trade Centers are individual units with own clients and in case of a 

joint assignment the Consulting Division will be treated and invoiced as a normal client. 

The roles only apply to the joint assignments. The opinions and comments of the 

Consulting Division and the studies Trade Centers will be discussed separately.

The Consulting Division on Roles and Cooperation

In principle, the roles are clear for both. The Consulting Division takes care of the client 

while the FTC collects information on the target market. Furthermore, consultants try to 

act on trends, on qualitative information whereas FTC’s act more on numbers or 

quantitative information. Activities are not considered to overlap between the 

Consulting Division and FTC’s; rather it is the “holes”, issues that are not covered at all. 

If there is overlap, it is between Trade Centers in multi-country studies. What is 

suggested is to gather the general information in one place (Helsinki) and then fill the 

“holes” at FTC’s. It is unreasonable to collect the same basic information separately 

when it might be so, that all FTC’s are using the same source. There is a need for more 

effective information sharing on who is doing what and where. And also tools for 

managing the task such as Came are appreciated.

In more detail, the consultant and the client determine the need in Helsinki and based on 

that information and questions, FTC’s search the potential partners and spot competitors 

in the market. The consultants stress that more interaction is needed between the
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Consulting division and the FTC network. Flexibility is the key word here; nothing can 

be decided in forehand. Perhaps due to the shortage of interaction, there is an awful lot 

of unanalysed information received from the FTC’s. Even if “recommendations and 

conclusions” are asked, they are not received. One feels that needs are not understood 

and the information received differs from what one has requested.

Finland Trade Centers on Roles and Cooperation

It is to be noted that FTC’s cooperate with each other and do joint projects. In other 

words, it is not only the Consulting Division with whom these projects are realised. 

However, the text below concentrates on the cooperation between the CD and FTC’s.

The Trade Center Network is said to be the competitive edge of Finpro. In order to fully 

exploit this asset there has to be seamless cooperation, which will ultimately result in 

the true strength of Finpro. Still a couple of years ago, there was a lack of transparency 

as if the Consulting Division and the Trade Centers were competitors instead of 

cooperating but today the situation has improved. Cooperation is easier when people 

know each other and in addition, joint assignments were mentioned to work best when 

face-to-face contact is possible. It is further stressed that especially in joint projects that 

involve several FTC’s the importance of knowledge sharing must be emphasised.

The problem area that has affected the relationship between the Consulting Division and 

FTC’s has been the so-called quick checks. They do not generate much value added and 

therefore they may be considered frustrating and not motivating. Furthermore, quick 

checks were not considered consulting; rather they are market reports and they had 

never lead to any further business in the country. Rather it is the partner search that has 

brought clients for FTC’s. At present, however, joint projects are not considered too 

small in scale and quick checks are history. And then, joint assignments are considered 

as own (as if the client had directly contacted the FTC), no distinctions are being made 

between the two.

A further problem has been that after having agreed on the assignment with the 

Consulting Division consultant, the assignment may be altered and new questions arise.



87

Therefore, it should be carefully thought over in Helsinki what the assignment includes 

already in the first place.

Another challenge is getting reports more similar. In different markets and countries 

different things are considered important, therefore, having a consistent structure or 

table of contents in multi country assignments may be difficult. This relates to the 

responsibilities of the project manager whose role is crucial for successful project 

implementation.

The ideal would be that some instance would centrally coordinate the information 

collection for any larger multi country assignment. For one thing, FTC’s cannot afford 

to buy their own market reports and thus, it would be wise to centrally acquire a set of 

information that could be distributed to all FTC’s involved in the assignment. In 

addition, some instance / someone should do the groundwork instead of every FTC 

doing the same groundwork separately. Or for instance, there could be a project room in 

the Finpronet where people could place their information and then discuss it. This is 

how the coordination of the joint projects could be improved and made more efficient.

The instance discussed could be the Business Intelligence Services. However, the BIS 

may have outdated information, which does not give a comprehensive picture of the 

market. Although, it depends on the sector; in more traditional sectors information is 

usually valid whereas in the new economy information outdates faster and thus makes 

collection more difficult. All in all, what the BIS could do for this matter is to set the 

FTC on some level on some less familiar sectors. The role of the Business Intelligence 

Services will also be looked into in each Trade Center case.

7.2.4 Main Findings

As this was the pilot case, the purpose was to test the validity of the theory and suggest 

improvements to the actual case study research. The pilot case increased the author’s 

understanding of the theoretical issues as well as Finpro practices and in this sense 

reached its target. Main findings from the pilot case are as follows:
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Need determination
□ Need determination is important and it involves tight interaction and dialogue with 

the client
□ In join assignments, the need may change in its way to the FTC

□ SME needs are more operative in nature than larger firms’ needs

□ Stage of internationalization of the individual client SME has an influence on the 

need
□ Market intelligence is usually an activity which is out of reach for most SME’s

Collection and analysis

□ General information can be obtained from the printed press, the Internet and 

databanks (Gartner). In-depth knowledge from expert interviews

□ How to obtain general sufficiently market information for the pre-elimination of 

target markets? (1) Exploiting databases more efficiently; (2) A full-time 

information specialist in the Consulting Division premises
□ Analysis is building a vision through discussions and workshops with the client, not 

surfing the Internet

Roles and cooperation between the Consulting Division and the Trade Center Network

□ CD takes care of the client interface while FTC collects information on the target 

market
□ General information should be collected in one place in joint assignments in order to 

avoid overlap in collection
□ More interaction is needed between the CD and the FTC

□ The studied FTC’s state that the problem so far has been the so called quick checks
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7.3 MUNICH TRADE CENTER

The Munich Trade Center (Munich TC) is one of the three Finpro Trade Centers in 

Germany the other two being located in Berlin and Hamburg. These three form the 

German Hub. The Munich office is headed by Antti-Jussi Heilala and the personnel 

consists of two consultants Juha Villanen and Mika Wilska', two market analysts Leena 

Arvonen and Kari Partanen; and project manager Merja Lenders, office manager Tea 

Mörck-Claus and trainee Riina Sulonen. A total of four interviews were conducted (see 

Appendix 1 for names) and more informal discussions took place with other employees. 

This chapter will present the four phases of the business intelligence cycle and how they 

are performed in the Munich Trade Center. In addition, main findings in the end of the 

chapter will discuss how knowledge management is integrated with the intelligence 

process.

7.3.1 Need Determination

All interviewees stressed that understanding client needs is an essential question, which 

requires exchanging information between the consultant and the client firm. In most 

cases understanding SME’s comes from own experience and thus the problem has been 

that there have been people from large companies working for Finpro with limited 

experience on small and medium sized companies. Today the situation has improved 

somewhat and there is more people with SME background and these people have own 

experiences on the competition and the way SME’s work and think. If the problem still 

would persist, an SME bath (referring to language bath) is suggested for people who are 

willing to get further inside the SME world. In addition, as majority of the clients 

already is SME’s, the level of experience increases and understanding their needs is 

easier (referring to the learning curve).

However, from the analyst perspective it is not that simple. Usually analysts are locally 

hired and their task is to concentrate on the market while the consultant takes care of the 

client interface. Therefore, it may be difficult for the analyst to understand the needs and
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requirements of the Finnish SME. For a person that has lived in Germany for more than 

10 years it can be difficult to know what is happening in Finland and in SME business.

All in all, it can be said that Munich TC does understand what are the needs of Finnish 

SME’s. But what are client needs, then? To begin with, when the client is ready to enter 

the German market, it usually has already determined its product strategy and it is no 

use discussing that anymore. What they want to know is about the competitive situation 

in the market in question and possible partners. It usually is about getting the first 

contact, the question being “Would you arrange a meeting with a possible client or 

partner, please”. And this is what Finpro has to offer, market knowledge and contacts. 

Another issue is that whether the client itself has understood its needs. According to 

consultant Juha Villanen, that is not always the case. The reason is that the German 

market is a difficult one and this is something clients often fail to understand. They 

usually think that Germany is similar to the UK or the US when it is not. Or rather the 

client does not know enough, he may think that the market is the same than the ones he 

has been. The role of Finpro is to get the company open its eyes and see the difference 

between the old market and the new. This is something the client must understand 

before any cooperation can begin.

As mentioned, clients have not always understood their true needs and this is why 

Finpro has to have an influence on their need determination. The expertise of the 

consultant has an effect on it. Sometimes it is appropriate and necessary to slow down 

when the client is forcing to the market, for instance, the level of mobile communication 

is on a totally different level in Finland than in Germany, thus the German market may 

not be ready for the Finnish product to enter. However, Finpro is not trying to sell the 

client something he doesn’t need. What is beneficial for the client will be done and that 

is the outcome of discussions between the consultant and the client. It is important to 

have two-way communication, the consultant has to be aware of the resources of the 

client and the client, in turn, has to have knowledge on the market and its stage of 

development. In sum, the consultant does not determine or rather dictate client needs 

but he influences the need, points to the right direction.

Usually the need determination is done in workshops either on client’s own premises or 

in the field, on trade fairs and seminars. At the workshop, the client presents its
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products, operations and the organisation and how they would fit each market. From 70 

to 80 per cent of the clients want to see the person responsible for realizing the 

assignment. The needs of the remaining 20 to 30 per cent are determined by telephone. 

However, it is stressed that the telephone cannot replace a face-to-face contact. 

Therefore, the flaw is that when the consultant is in Munich, it is not possible to leave 

for meetings with the client every so often. The role of the Helsinki headquarters and 

especially the Consulting Division is emphasized; Helsinki could take care of the client 

while the FTC takes care of the rest. For the client, it is enough to have one contact. 

However, the Consulting Division has hands full of work and it’s not that simple to 

mobilize them.

As a conclusion, the commitment to internationalization is reflected in how much the 

client is present at this phase i.e. determining the need together with the consultant. 

Some companies are only looking for the jackpot or a strike of luck; others are more 

serious and keep contact with the consultant if not on a daily basis then at least once a 

week.

7.3.2 Collection

As mentioned in the business intelligence literature, information sources can be divided 

into four categories; internal personal, internal organizational, external personal, and 

external organizational sources. Information channels are discussed after sources. 

Finally, the organization of the collection is presented and the possibility of a 

centralized collection activity is brought up.

Sources and Channels of Information

The table below illustrates the main characteristics of the Munich Trade Center business 

information sources and is based on the four categories of information sources by Viva 

Business Intelligence (see Table 2, p.40). All four categories will be discussed 

separately.
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Table 6. Four Categories of Business Information Sources in the Munich Trade Center

Internal External

Personal ■ Analyst-consultant

■ All colleagues;

Intracards and Hub

meetings

■ Personal contacts

■ “References, business

cards and letters”

Organizational ■ Internal databanks are

used weakly

■ Infocenter

■ Trade associations

■ Commercial

databanks: Kompass,

Markus, SEIBT, ISIS

Source: Adapted from Pro-How Paper 6/99 

Internal Personal Sources (1)

In the Munich Trade Center, analysts provide information to consultants, thus acting as 

internal source of information for consultants. This works the other way as well; 

sometimes the information collection begins with the consultant briefing the analyst 

about the assignment. Also the personnel, other colleagues at the Trade Center were 

mentioned. And finally, all colleagues all over the world working for the same client or 

in the same sector are important sources of internal information. Intracards in the 

Finpronet include information on each person’s areas of expertise and can help by 

pointing to the right direction and person. Then, Hub meetings (held twice a year) and 

especially spare time during these meetings provide an excellent forum for knowledge 

sharing with colleagues from the same Hub. Spontaneously going through ideas, 

operating models and problems is highly important.

Internal Organizational Sources (2)

Internal organizational sources of information such as Knowledge Management portal 

in the Finpronet and Webbridge are used very little. Assignments and project reports are 

stored only on the office server, which is a source of organizational information. The 

Infocenter within the German Hub is acting like a business intelligence unit for the three 

German Trade Centers. The scarce use can be explained by couple of things: First, each
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Trade Center can be considered as an organizational information service unit per se. 

Their task is to gather and finally use market information and knowledge on a specific 

market. Information collected in some other location (other FTC, Helsinki) is hardly 

useful for the Trade Center, and secondly, at the time of the interview, there was no 

business intelligence unit in place; the Business Intelligence Services was established 

only recently.

However, an analyst says that he does not use any other application than the Bridge. All 

in all, it is a good tool for identifying people who have the information and gets better 

the more information is put there and the more people use it. Yet Trade Centers have 

poor connections, which reduce the use of the Bridge. Other applications and services 

are new issues, at least mentally, and therefore their exploitation is rare. What is wished 

for the new applications, Process Models and the new Finpronet including the KM 

portal, is that they would be more user friendly, easy to use, and faster to open. In 

addition, the use of these “global” applications and databanks is limited because they 

would hardly offer any useful information for the German market. It is acknowledged 

that information and knowledge are already in-house, but there is a long road ahead 

until there are tools to finding these sources of information. The question is about 

having a picture of knowing what you need and where to get it from says Antti-Jussi 

Heilala, the head of the Munich Trade Center.

External Personal Sources (3)

External and personal sources of information were stressed in the Munich Trade Center. 

Personal contacts as collection enablers were the criteria by which the Munich case was 

selected. This was demonstrated as well. In Germany, one usually has to use reference 

persons to get an interview. Letters are used as well when contacting the first time. 

Trade fairs are very useful in this sense; it is a place for meeting people and getting their 

business cards; once the business card is obtained, one has the right to call the person 

and ask for a meeting. It is not even necessary to remember the face in order to give a 
call. The sources can be further divided to personal social surroundings - different kinds 

of people who do not necessarily have anything to do with work - and to business 

contacts. Personal contacts both in Germany and Finland that have been obtained from 

previous jobs are an excellent source of qualified information. These include friends and 

acquaintances that work in a certain field of business, friends from school and others.
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External Organizational Sources (4)

Sources vary from public to commercial including trade associations and commercial 

databanks. Commercial databanks include Kompass, Markus, Seibt and Isis. These 

sources are accessed through the Internet, and therefore they are discussed also at 

channels of information. Also gathering primary information from experts from external 

organizations varies and this was mentioned rather as a channel than a source.

As to information channels, the role of the Internet has almost doubled every year and 

also the time used in collecting information from this channel. In Germany, analysts and 

consultants concentrate on the German pages whereas the Consulting Division may 

restrict their search to English pages and sites. This is the added value that Trade 

Centers generate. Furthermore, the Internet is used relatively much in the beginning of a 

project. In later stages and due to focusing, the amount of using the Internet gradually 

gets reduced. By the side of the Internet, databases are an important source and channel 

of information. Market analyst Leena Arvonen says that she uses a set of different 

databases including Kompass, Markus, Seibt, and Isis to mention the most important 

ones. Trade fairs and seminars are important channels, as well. Papers from different 

fields of business are subscribed to and used for collection purposes and interviews as 

channel for expert insights.

Organizing Information Collection

Information collection is organized in the Munich Trade Center so that, in principle, it is 

the analysts and trainee(s) that collect the information for consultants. In practice, 

market analyst Kari Partanen gathers information for consultant Juha Villanen with 

whom he makes up a pair, and also for Antti-Jussi Heilala. However, both Villanen and 

Heilala gather much information themselves, too. Market analyst Leena Arvonen forms 

a pair with consultant Pia Kirkinen from the Berlin office and their cooperation is 

similar to the Partanen-Villanen’s in spite the space in between Munich and Berlin. 

Sometimes the trainee may collect some information provided that she is given proper 

frames.



95

What could be collected centrally is general information, however, this is rather useless 

as companies that enter the German market are quite internationalized and experienced, 

thus their business information requirements are also higher than general level. Also 

information related to new technologies could be collected from one place. The fact that 

would defend centralizing is that information gathering on the German market is rather 

easy even from Finland as there are great associations with good web sites in Germany. 

However, one has to have the understanding of the market in order to act based on 

collected information. And this is a difficult task outside the German borders and 

therefore, collecting information for client assignments is out of the question.

All that is related to market entry has to be collected locally e.g. business culture. 

Furthermore, global trends need to be localized to fit the German market. And when 

talking about niche areas, it requires local knowledge to be able to find the information 

sources in question. Being able to find the most relevant and up-to-date source is 

something that is hard for an outsider. This is possible only by observing market 

developments on a daily basis and by interviewing people. And finally, value chains in 

some businesses are difficult to understand if one is not inside the market.

As a conclusion, opinions on the Business Intelligence Services (BIS) range from 

theoretically possible to an excellent idea. This service is able to do much as there are 

information specialists to take care of the information gathering. However, it is required 

that the FTC’s determine the framework for the assignment. Furthermore, one major 

restraint for Business Intelligence Services is different languages. In addition, the 

German Hub already has an Infocenter. According to Antti-Jussi Heilala, the role of 

BIS in the future should be decentralized: one expert in Silicon Valley, the other in 

Houston and so on. As for collecting country and market specific information, it would 

be better to collect locally. As for the Consulting Division, the BIS could be useful for 

them. And also in providing the general overview for multi country assignments, which 

could probably reduce the amount of overlap in these assignments.

7.3.3 Analysis
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The analysis of the collected information is conducted usually in analyst-consultant 

cooperation; Leena Arvonen with Pia Kirkinen and Kari Partanen with Juha Villanen. 

For over six months Villanen and Partanen have been doing half of the assignments 

together. It is possible to divide phases for analyst and consultant yet the limits between 

phases should not be made too strict, roles must overlap. It is about constant interaction; 

analyst will not write a report on all that is brought on her table. One must always keep 

the client firm and its needs in mind, too. In this sense, there are no clear boundaries 

between the consultant and the analyst. Antti-Jussi Heilala stresses the importance of 

the analyst-consultant structure; tacit knowledge is easier brought explicit in 

discussions. In addition, workshops and teams with the client enhance the flow of tacit 

knowledge. This is due to the fact that all information cannot be printed. This is a 

challenge for internal communications as well. As printed or explicit material gets fewer 

and fewer the danger of misunderstanding increases. Power point slides make it easier 

to understand. The challenge of Finpro is getting people together, making it structurally 

possible, and discussing issues.

Also how the need has been determined guides forward. There are no ready-made lists 

for each assignment; all information has to be prepared for the case in question. The gap 

between realism and idealism in client needs has to be kept in mind. Analysis is about 

gathering general material and information around a subject until you get a certain 

feeling, which is then fixed to client needs and then digging the idea out of it. Today 

analysis is largely based on intuition, on issues that one considers important. Kari 

Partanen hopes that all these intuitions would be systematically included the moment 

when Process Models get implemented. Furthermore, analysis is a process, even when 

reading, one analyses the text, in other words sees the value to the project. Thinking 

together, cooperation is healthy; one sees things this way, the other the other way.

Global Teams were good for face-to-face contacts and therefore they had added value, 

not in the analysis itself. Interaction with other people is beneficial per se, and 

especially it is good to know what other people are doing in other Trade Centers. 

Consequently, own knowledge increases and new ideas are created. FTC’s outside Hubs 

and perhaps with fewer assignments might benefit more from Global Teams. The 

problem with Global Teams is/was that they were groups (sometimes of 30 people) 

instead of a team. Now the right path must be determined.
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7.3.4 Dissemination

The final phase of the intelligence cycle, dissemination of the intelligence, has been 

divided into two parts, to external and internal dissemination. External dissemination 

refers to the presentation of the findings to the client whereas internal dissemination 

refers to sharing the accumulated knowledge within the organization.

External Dissemination

The problem is that very few clients have the time to read through vast reports, thick 

piles of paper and adopt and understand it. Therefore, instead of 60-100 pages long 

report, Munich Trade Center has moved to producing some 30 pages of power point 

slides, which capture the essential issues of the project. In addition, there is a verbal 

presentation with short notes. The whole process and the report is discussed and the “in- 

between-the-lines”, as well. This enables the consultant to directly and verbally verify if 

the client has understood the content of the slides (opposed to only sending the written 

report). If the client has questions to ask, he is able to do so immediately which is not 

the case when sending and receiving a long report. It is usually agreed during the 

quotation phase how the report will be presented. As mentioned, there are two options; 

presentation or sending the report. It also very important who are present when the 

presentation is held. Furthermore, a good report also includes links to the information 

sources.

However, according to Juha Villanen, a written report is always included. Usually it is 

rather short, 10 to 20 pages. Copy-pasting information for the report that results in extra 

pages considered is laziness. Written report should act as speaker’s notes for the 

presentation. An interesting remark is that other German FTC’s, Hamburg and Berlin, 

produce longer reports, which is due to the different nature of the client firms and their 

stage of internationalization. As further remark, the report or the findings should be 

presented in a way that the client understands what is being said. Not all small and 

medium sized companies understand fancy, professional terminology; sometimes 

findings must be presented in a very “operational” and down to earth manner. As to
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multi country assignments, the fact that someone else is presenting your work means 

that all that is presented is from the written material and as a consequence, some of the 

knowledge may never reach the client.

Internal Dissemination

At present, all information, all assignments, memos etc. are on the server of each FTC 

and this is the most important source of internal information. No links exist between 

other FTC’s, within or outside the Hub. This information is transferred to these 

electronically. What is lacking is a centralized database, which is, however, included in 

the forthcoming IT-solution. The centralized database will offer a way to collect the 

intellectual capital. In the end, it is all about exploiting this asset. Nevertheless, 

information and knowledge can be shared at lunch breaks; an article can be sent to the 

one in need or just the link to the article. In the German Hub, people have tried to share 

information on who is doing what assignment (at a meeting going through what 

Hamburg and Berlin are doing) in order to be able to send some relevant information for 

the one doing the assignment.

The Webbridge is updated rarely. Someone should be pushing and motivating people to 

use it. At present, people think that it’s of no use because it is not updated anyway. 

Other hindrance is the technology lagging behind; applications open slow, which 

reduces the use of the Webbridge. Once you’ve tried more than once and nothing comes 

out, you get frustrated and stop the search says Leena Arvonen. However, the 

Webbridge could be a useful tool. From there one is able to see who has done and what. 

Rather ringing that person up and asking for the information, a report, memo etc than 

feeding information to some system. The problem is the push and pull technique, no one 

wants too much information and there’s no point in trying to press it. Information 

collection is more based on actual need than on anything else Then, information should 

be put into the Process Models, but the question is who decides what information is to 

be put there. If the information is somewhere within the organization, it is good to know 

where to find it. As mentioned in Webbridge context, if push technique is used, there is 

always a risk of information overflow. More important should be to know who has 

worked with a certain firm or technique or field previously than to know where to find
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the report. For Process Guide, there should be a tool there that would tell the user what 

are the contents; some kind of a search catalogue.

Then, internal development including knowledge management takes a lot of time and 

confuses people. However, it should become a part of routine and at least some middle 

term benefit should be gained in order to motivate people. And there is some 

competition, too; sharing is not that natural after all. Another reason for not sharing 

one’s knowledge is the fear of becoming useless. However, this is a remnant of the past, 

says Kari Partanen and continues “Sharing knowledge in the right place at the right 

time is utmost important whereas hiding information leads nowhere”. Furthermore, 

information should only be the raw material, finding the essence through analysis makes 

it valuable. And if there was any hiding of knowledge, the reason could be that some 

people underestimate their contributions.

As to incentives and awarding, the respect is in the person; everyone in the organisation 

is aware that there is good people and what these people need, is respect and 

recognition, not that much money. When contributions of them all would be available 

for all, then the good stuff and expertise would stand out. If the organisation went for 

rewarding it would only increase its own workload. The organization should someday 

get rid of measuring says Kari Partanen. The value of sharing should be seen in the 

long run. For example, the respect for the community or organization may increase, this 

including financial aspect as well. If everyone keeps reinventing the wheel by him- or 

herself, all the time is wasted on this. The organization and people should be capable of 

changing the way they work; we should be capable of exploiting what others have 

already invented. Yet culture doesn’t change in a second. Ability for renewal is the key 

factor here.

7.3.5 Main Findings

Main findings presents how knowledge management appears in the business 

intelligence process described in previous chapters and how these two concepts are 

integrated. The chapter is divided to four parts, general comments on the KM project, 

knowledge sharing, organizing intelligence, and value added.
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General Comments on Knowledge Management

All interviewees agreed that knowledge management has not yet become part of routine, 

but will succeed in the long run if it is kept simple enough. It applies for the tools as 

well; they should be easy to use so that it wouldn’t take too much time. It is no use 

employing ourselves writing reports that nobody reads nor has the time to read says 

Leena Arvonen and adds that perhaps the greatest advantage of knowledge management 

is knowing what other people in the organization are up to, not doing the same thing in 

many different locations. Antti-Jussi Heilala says that in the German Hub, knowledge 

management is doing fine, and this is due to the fact that the need for development and 

improved knowledge sharing has come from inside the Hub. It is realized that if one 

needs some information it can be attained from a colleague. So far it has been “building 

fortresses of knowledge” and “what I know is my asset and I won’t share any of it”. 

Fortunately, this is something that Finpro has gotten rid off.

Knowledge Sharing

As mentioned, knowledge sharing is at a good level in the Munich Trade Center and in 

the German Hub. Knowledge is being shared in the analyst-consultant context and 

additionally, on Munich Trade Center specific meetings the personnel goes through 

what assignments the other two German trade centers, Hamburg and Berlin, are doing in • 

order to send some relevant piece of information. The contribution of Global Teams in 

the knowledge sharing context is minor. One reason could be that different fields of 

business differ in nature. In the IT sector the idea of sharing could work due to the 

global nature of the field but other fields of business are more local. However, Global 

Teams were good for face-to-face contacts with colleagues and therefore added value. It 

was emphasized that interaction with other people is beneficial per se.

Organisational databases or “tools” are being used very little in the Munich Trade 

Center. One reason is that employees that have worked in Germany for 10 years find it 

hard to believe that any useful information regarding the German market could be found 

in Helsinki or any other location. This comment refers to the issue of centralised 

collection as well. Furthermore, the use of the client database, the Webbridge, is
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affected by poor connections and by the assumption that it is not updated, thus it is no 

use. Poor connections apply to other internal services such as Finpronet and knowledge 

management portal as well. As to Process Models, they are good especially for the 

consulting process; although, the problem is how to get people use it. All in all, these 

are “fresh” issues at least mentally and therefore little used. What is wished from the 

new services is that they would be more user friendly and easier to open. They should 

be made for the user, not the other way. It is suggested that everything is placed under 

an umbrella where they are easy to find. Also putting knowledge into internal systems 

can be considered a waste of time compared to time spend with the client.

Instead of harnessing the organisational databases for pure information collection, the 

importance of Intracards (internal and personal competence cards) was emphasised in 

particular in the Munich Trade Center and the German Hub. As Pro-How Paper 6/99 

(1999, 7) mentions on internal organisational sources: “even if the knowledge base does 

not contain the needed information, it should offer pointers to the persons with wished 

experiences”.

Organizing Intelligence

In Munich, the organization of the intelligence activity is clear. The roles of the analyst 

and consultant are pretty well defined, analyst collects, and consultant presents the 

findings and takes care of the client interface. However, in practice roles overlap. Thus, 

Juha Villanen comments that it is impossible to differentiate the collection and analysis 

to different people. He further stresses that the expertise of the consultant is added when 

oneself collects the information. Nevertheless, it is usually Kari Partanen who has 

preselected the material that Villanen reads. Leena Arvonen admits that in Germany the 

pair division to analysts and consultants is well developed; in some other places one 

consultant performs this activity from A to Z. What have influenced the division are 

personal characteristics. The Munich analysts are more research-oriented whereas some 

others are better in consulting. All in all, cooperation and roles are important; everyone 

should be doing what they do best. What speaks for the division of roles is the lack of 

time. In addition, there is clear value added when assignments are done in pairs instead 

of doing alone. Two heads together is more than two heads apart concludes Kari 

Partanen.
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The idea of centralized collection could be theoretically possible, as there are great 

associations with good web sites in Germany. Therefore these sources could be 

accessed easily even from Helsinki. However, first one has to know the language 

although most sites are in English as well, and most importantly one has to have an 

understanding of the market; how it works, who are the major players and so on. And 

this is something that cannot be done or at least, is a difficult task if one is outside the 

German borders. This lack of market knowledge and experience results in the fact that 

collecting information for client assignments is out of the question. At present the 

Business Intelligence Services has three market analysts who are responsible of around 

20 markets each. Therefore the in-depth understanding of all 20 can be difficult.

All in all, what the BIS could do for the Munich TC and German markets is gathering 

basic information and information related to new technologies. Still, basic information 

is rather useless as SME’s entering the German markets are already quite experienced 

and thus their information needs and requirements are beyond the basic level. However, 

the Munich Trade Center tends to stress that BIS is a good idea for there is right people, 

information specialists, doing the information collection. But perhaps the Infocenter will 

prove to be more useful. Furthermore, the BIS could help the Consulting Division and 

provide general overviews for multi country assignments. Antti-Jussi Heilala predicts 

that in the future the BIS will be decentralized: one market expert could be located in 

Silicon Valley, the other in Houston and so on.

Value Added

According to the interviewees, the value added that the Munich Trade Center is able to 

generate comes mainly from interviews. In Germany, relationships are important and 

therefore, having a vast personal contact network is a valuable asset. Also understanding 

the market place and the language is important which is something that is not evident 

from the Helsinki point of view. And then referring to knowledge sharing, Kari 

Partanen mentions the use of the Hamburg Trade Center for locating useful links and 

getting valuable tips.
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Table 7. Main Findings of the Munich Trade Center Case

General comments
on KM

Knowledge sharing Organizing
intelligence

Value added

Not yet part of
routine

At a good level both
in the Munich TC
and in the German
Hub

Analyst-consultant,
however, roles
overlap

Interviews with
experts and players in
the field

Tools should be kept
simple

Analyst-consultant
division

Business Intelligence
Services for basic
information and
information related to
new technologies

Personal contact
networks

Greatest advantage is
knowing what others
are doing in order to
avoid overlap

Organizational
databases are being
used very little
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The need for KM and
sharing has come
from inside the
German Hub

Instead, the one that
needs information
knows who to turn to
based on Intracards
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7.4 LONDON TRADE CENTER

The London Trade Center (London TC) belongs to the UK-Benelux Hub with the two 

other Trade Centers namely from Belgium and the Netherlands. The London office is 

headed by Jan Hietala and the personnel consists of six consultants Riitta Etherington, 

Merja Heiketä, Perry Le Dain, Jyrki Pöysti, Eero Seppälä and Pirjo Toivanen; two 

market analysts Jussi Saramaa and Timothy Skilton', office manager Marianne From', 

and trainees Veera Kauhanen and Anne Saario. A total of seven interviews were 

conducted (see Appendix 1 for names) and more informal discussions took place with 

other employees. This chapter will present all four phases of the business intelligence 

cycle and how they are performed in the London Trade Center. In addition, main 

findings in the end of the chapter will discuss how Knowledge Management is 

integrated with the intelligence process.

7.4.1 Need Determination

Most of consultants in the UK have years of experience in working in the export 

organizations of SME’s prior to joining Finpro, and therefore they have a pretty good 

understanding of the needs and requirements of SME’s in general. They also understand 

that this is the most critical phase and thus part of their core competence. If something 

goes wrong, it’s usually because of not understanding the client true need. As consultant 

Perry Le Dain puts it: “Our job is basically to understand the needs of our clients and to 

match these needs with right partners in the UK”. It was also mentioned that a personal 

background in an SME helps a great deal.

However, there are some problems related to this phase. First, what affects the need 

understanding is that FTC’s are measured by their performance. In more detail, 

invoicing targets make FTC’s and Hubs to compete against each other about clients. 

This means that if the client contacts the UK FTC, the client will get an offer from the 

UK FTC, and no consideration is given if another country would be better for the client. 

This is how and why the client need is influenced. It is not just ill will, it’s the way 

people are and work. Rather it is the problem of the organization than the people that
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work for the organization. However, based on another opinion this is said to be the old 

sin of the organization, to praise own market even if it was not the best option. Today it 

is carefully considered whether the market suits client needs or not. If mistakes are 

made on this issue, there will be trouble in the future. Secondly, there are no tools for 

assessing client need. This is an issue that needs to be developed. Then, when going 

deeper into the need determination, different people on the client side begin to have 

different strategy wishes. And the FTC consultant may not always be able to meet all 

the stakeholders, ask questions and develop a comprehensive picture of the whole.

As a matter of fact, the consultant influences pretty much the needs of the client. There 

still are some firms who come to the UK with the mindset that the market is similar to 

the Finnish and the Swedish market. Internationalization is more than just a couple of 

addresses; the point is to get these firms understand what the UK market is all about, 

what it requires to be successful. In addition, what Finnish firms do not get is that they 

are not capable of competing with low prices nor their production capacity would allow 

them to target at mass market. What they must do is to target in the middle; niche 

market is sufficiently large for Finnish SME’s.

Furthermore, sometimes the client is not capable of articulating his true needs; instead 

he thinks that he needs something. Wishes and needs are sometimes conflicting. For 

instance, when the consultant notices that client needs are unrealistic, this is when the 

consultant hits the brakes. It is all about communication, how to get the client see what 

his true needs are. This is something that cannot be forced; the client has to understand 

it himself. It is about steering and manipulation.

The need determination is conducted preferably in a workshop with the client. An offer 

should not be made without first meeting the client. However, this happens sometimes. 

Workshop is about going through the needs, goals and objectives together with the 

client. Jari Hietala, the head of the UK Trade Center, occasionnally takes a colleague 

with him to meet the client for the first time in order to gain more insights. Yet many 

consultants go meet the client by themselves. However, e-mail and phone are used as 

well. Face-to-face is not always necessary. But it depends on the client. As to joint 

assignments, when cooperation between consultants is seamless, the need does not 

change on its way from Helsinki to London. It is about understanding the other.
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In London, it is often so that the person from a Finnish SME walks in the office on a 

summer vacation or on a business trip. According to Jyrki Pöysti, roughly some 50% of 

the clients come to London, 25% is e-mailed questions, and other 25% consists of 

seminar meetings in Finland. In addition, some 10% of all projects come through the 

Helsinki office. The situation in London is special; they receive more inquiries than they 

can take. Some projects can be routed to other FTC within the Hub, to Belgium or the 

Netherlands. Hub FTC’s are preferred for the hub is an individual profit center.

7.4.2 Collection

This study assumes that information collection from the Internet and databases is 

characteristic for the London FTC. According to Jari Hietala, this is not the case. 

However, the British government has encouraged companies to publish information in 

the Internet and therefore, all information is there to be located. But, how to find the 

needed information, that is the question.

Sources and Channels of Information

The information sources used in the London Trade Center are placed in the framework 

of four categories presented in the literature review.



107

Table 8. Four Categories of Business Information Sources in the London Trade Center

External

Persona] ■ Very little sharing

■ Consultants’

experience

■ Healthcare Team

working fine

■ Local contacts

irreplaceable, expert

interviews

■ Market experience =

vast contact network

Organizational ■ Tools used very little ■ Expert interviews

■ Webbridge is not used ■ Industry associations

■ Need for a centralized ■ Commercial

■ -
KM system databanks: Keynote,

LexisNexis

Source: Adapted from Pro-How Paper 6/99 

Internal Personal Sources (1)

Internal sources within the office are used very little. And this is because people are 

from different fields of business. If someone is used for information collection then it is 

market analyst Tim Skilton says Riitta Etherington. Furthermore, experience labels the 

London consultants and there is a large amount of tacit knowledge in their heads and 

then there are documents, which are being used over again. Seldom there is a need to 

start from the scratch, from tabula rasa. In general, Global Teams are not working, but 

the Healthcare team is doing fine and knowledge is transferred globally.

Internal Organizational Sources (2)

Internal sources are used very little and this comment applies both to personal and 

organisational internal sources. The reason for the scarce use is that the information the 

organisation has on the UK market is usually delivered by the London Trade Center and 

it is no use asking that information back. The Webbridge as a source of internal 

information is not used because it is too slow. Perry Le Dain puts it in a nutshell: “The 

only difficulty is having a centralised knowledge management where the information is;
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now I have to go and ask people if they’ve got anything. Instead, I would like to go 

straight away to a drive, which says databases and go into that and so on”.

External Personal Sources (3)
Here again local contacts are irreplaceable. You have to have local contacts otherwise 

you will not advance says Jari Hietala. And especially in a country like the UK, it is 

important to know the right people or to know someone who knows. Experience in the 

market equals a vast network of contacts and this is usually where to start the collection 

from. Having a comprehensive list of acquaintances and friends distributed in the sector 

is highly valuable. Interviewing these experts is a good source of information.

External Organisational Sources (4)
Expert interviews are viewed as highly important. Industry associations are a quite 

important source today in the UK market; there is an association for the smallest gadget. 

This is the instance to be contacted most favourable in the beginning of the project. The 

Internet is used as a channel for accessing these associations. Also market reports 

acquired through Keynote (www.kevnote.com) are pretty good. Finally, there is the 

LexisNexis database (www.nexis.com), the largest article database in the world 

including some two billion articles. According to Jyrki Pöysti, this is usually all that is 

needed in a limited time frame. The use of field study can be questioned; only certain 

issues and questions may require a deeper insight.

As to channels of information, the role of the Internet and databases is emphasised in 
London. Jyrki Pöysti says that basically channels consist of a variety of databases that 

have been bought externally. Industry associations were mentioned as a quite important 

source and usually it is the Internet that provides the channel for this information. Also 

the role of interviews was emphasised in gaining personal aspect. Newspapers and 

business press were mentioned, especially Cabinet Maker as the bible in the interiors 

sector. Trade fairs and seminars are good places for meeting agents and representants 

from whom one gets feedback on what is going on in the market.

Organizing Information Collection
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In the London Trade Center, consultants collect information themselves for their 

purposes. In other words, they tend to collect and also perform the entire cycle of 

business information from the need determination to dissemination on their own. 

According to Jari Hietala, there is too much this A to Z and ways to reduce this should 

be developed. However, there is one pair in the London office and that consists of 

consultant Merja Heikelä and analyst Tim Skilton. In addition, trainees collect some of 

the information and make up presentations.

The use of the Business Intelligence Services and centralised collection brings about a 

variety of comments. It would be wise to centralise some sources of information and the 

screening to one location because, at present, same sources of information are being 

used in different locations and these usually are not free of charge. In addition, Jari 

Hietala comments that all Internet based search could be decentralised; this activity 

could be located in essential markets. For instance, the global screening of the IT sector 

could be situated in Silicon Valley, paper and pulp in Finland or Canada, environment 

in Germany and so on. The future of the Business Intelligence Services is dependant on 

its organisation; at present, it is too apart from the consulting and therefore, people do 

not know how to exploit it. Furthermore, there is no point in gathering databanks, rather 

information collection on request, on assignment. Information and knowledge outdates 

fast, this is the rationale behind the argument. What BIS could collect, however, is some 

general information on unfamiliar sectors. Additionally some general, country profile 

type public information such as GNP could be collected in Helsinki, not much more. 

For instance, a niche product, some young engineer in Helsinki could collect the global 

information from various databases, manufacturers and players. The intention would not 

even be to access local sources. The use of centralised collection is seen more clearly 

for the Consulting Division; their task is to see things from the global perspective, 

FTC’s task is more local.

Jyrki Pöysti separates his personal view from the Finpro view and says that from the 

Finpro point of view some centralization would be appropriate whereas from the 

personal point of view it is out of the question. If some information related to a certain 

product is needed, local market is the only place to collect it from, he continues. London 

will not benefit from the Business Intelligence Services, as they are the ones that should
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be there by the source of information to see and analyze what is happening. This is quite 

the same problemacy as with the analyst-consultant division.

7.4.3 Analysis

“It is a question of sparring, turning the tacit into explicit; to what extent the colleague 

is used during the analysis”, says Jari Hietala about analysis, the third phase of the 

intelligence cycle and places the emphasis on cooperation. The pair has to be an expert 

on the same sector and he has to know the project in question. This is how the analysis 

gets done, gradually through teamwork. It is an iterative process, one learns 

continuously. Generally, analysis is about working raw data with all that brings flesh 

around the bone; talking to people, reading the press; bringing own insights into the 

equation, what can be sensed and seen in the market. Numbers and figures speak for 

themselves, but how these and trends are translated into a vision, that is the question and 

challenge. Analysis is about finding answers to the developed questions. Furthermore, 

analysis is continuous. Usually brainstorming with the client. It is the client who knows 

his business better than anyone else.

Jyrki Pöysti has a process of his own for the LexisNexis database: first, articles in time 

order result in some 500 pages; then proceeding from time order to issue order, to a 

summary per company or issue, which results in 30-50 pages of information. The 

resulting information can be completed in companies’ web sites; and if some questions 

are still unanswered, there is a possibility to resort to interviews or discussions with 

persons from the companies. Interviews may be conducted only at this phase; it’s not 

wise to interview if the basic issues are not understood.

Global Teams are not used for analysis. However, Global Team members can be used in 

the beginning of the project in order to have good hints mostly on the client. 

Nevertheless, if there is a moment of total “emptiness”, Merja Heikelä prefers British 

contacts to colleagues. Hub teams, in turn, are used. The whole concept of Hub 

development assumes that work is done in teams, not individually. Anyway, Riitta 

Etherington, the only member of the Global interior Team in the UK market, says that 

she is unable to use others’ knowledge at least for the time being. One reason is that the
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UK market differs from the rest of Europe. There’s still a lot to do until personal 

competences are exploited sufficiently. The pair and team idea has aroused some 

criticism, too. It was mentioned that the idea of Global Teams is not working at all. Nor 

does it work inside the Hub. No one has cared about the whole; instead things have been 

done separately side by side. Furthermore, Jyrki Pöysti argues that the usage is 

extremely seldom. As much as 99% of the assignments is so routine that there’s no 

point in brainstorming. In addition, no one else has more knowledge than the one who’s 

assigned to the project.

7.4.4 Dissemination

External Dissemination

Today, the presentation of the findings is done in workshops. In practice, this means 

that all the key persons are present and the consultant tells them what is going on in the 

market and what should be the suitable strategy. There should be power point-slides on 

which the core is presented. Few want to read through dry reports, however, 

traditionally it has been so that the client gets the report “full-stop”. They read it through 

and understand it like they do. The expertise of consultants is transferred to the client’s 

permanent intellectual capital. It is impossible to write everything we know on the 

report, therefore it is beneficial and adds value to the client to go issues through face-to- 

face. Through discussion “the in-between-the-lines” are included as well. Face-to-face 

is best and usually the client comes to Finpro premises in London, but sometimes this is 

done on the phone as well. Moreover, the report should be made according to client 

needs. The Internet and databases are useful but only as a part of the project, and even if 

one part was from the Internet, it should be analyzed.

As to joint assignments, if the ones that have contributed to the report are not present, it 

results in holes in knowledge. If someone else presents your findings, there’s the 

possibility that the client gets confused and does not take the beef. The client, however, 

is not willing to pay for the travel expenses of all.

Internal Dissemination
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The Webbridge is not used because it is not updated. If half of the FTC network is 

unable to connect Webbridge, there is no point updating it. However, according to Jari 

Hietala the slowness and malfunctions are excuses; the Webbridge is sufficiently fast 

and problems have been fixed. Webbridge whether lives or dies on how people use and 

update it therefore updating it should be made a routine.

Knowledge sharing within the office is arbitrary says Perry Le Dain. It is both proactive 

and reactive but it is arbitrary. It is useful and effective, but not the most elegant way of 

managing internal information. Anyhow, inside the London office all reports go to a 

common server and additionally, Merja Heikelä and Tim Skilton have a common H- 

drive. Also, within the office, it has been agreed that everyone would present one case 

on monthly meetings. In addition, knowledge management project rooms are there for 

the use of all three Hub FTC’s. What is suggested is that all information was to be found 

client or sector specifically; that there would be some simple way, some kind of a search 

engine that would include links to, for instance, Best Practices and knowledge 

management portal.

What should be done in order to get people share their knowledge is motivating at first, 

awarding for sharing knowledge. Knowledge input should be put to personal goals and 

objectives. This is a balanced scorecard matter. The reasons that affect knowledge 

sharing include the limited access to the Webbridge and Finpronet; client sensitivity and 

heavy workload. Access is the first reason for not sharing knowledge. Riitta Etherington 

does teleworking, and consequently, she does not have access to Process Models and 

Bridge from her home office. In addition, the connection to Finpronet is slow which 

results in low levels of usage. Client sensitivity is another reason; distributing this type 

of information is unethical. The third and final reason is that already now people have 

work up-to-their eyeballs and after a long day people are too tired to work on internal 

development. However, as long as knowledge sharing is considered beneficial for each, 

knowledge will be shared with others. Despite all, knowledge sharing is seen as a good 

thing in London, there is no option. To conclude with, it is not about hiding information, 
it as about changing daily routines and ways of working. People are not used to doing 

things the new way; therefore, a kick-off is needed in the beginning says Jari Hietala, 

the head of the London Trade Center.
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7.4.5 Main Findings

General Comments on Knowledge Management

The idea of knowledge management is well received; it is a good thing according to the 

interviewees. Knowledge Management has been discussed a lot both in Hub meetings 

and Globenet. People are aware of what is happening, but practice lags behind. Merja 

Heiketä hopes that KM will not be just another project for the project itself but it would 

become a tool that people would really use. Jyrki Pöysti presented useful comments on 

knowledge management fitting into organization like Finpro. First, the problem with 

Finpro is that the business is market and internationalization consulting and that differs 

in different locations; establishing a company in Germany or even China is totally 

different from establishing a company in the UK. Thus, (1) it is difficult, if not 

impossible, to exploit the same knowledge in many different places. Secondly, within 

the Hub and within an FTC (2) sectors tend to be distributed to only one person, 

therefore, there is not much to share or nobody to share with. Pöysti is not interested in 

how IT firms do in the German market; it is something not worth knowing. Thirdly, 

consulting is usually aimed at one client and one product; consequently (3) this 
information is rather useless even with the same client but different product not to 

mention another client and totally different product. Of course, a general market 

analysis interests many people. Fourth, knowledge management is important for the fact 

that knowledge is considered valuable and this value reduces fast, i.e. knowledge 

outdates. Therefore, (4) the use of stored information is limited. Pöysti questions the 

importance of knowing the right sources at one point of time because plenty of 

information is always available. As a conclusion, personally Pöysti does not need a KM 

archive. From the Finpro perspective the situation is totally different, for instance in the 

US and Germany, which both form a uniform and homogenous cultural and linguistic 

area, knowledge management is important. And of course, other sectors than IT may 

find knowledge sharing very useful due to difficulties in information collection.

Knowledge Sharing
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Knowledge is shared arbitrarily in the London office and in the UK-Benelux Hub. What 

is missing is a centralized repository of information by sector or by technology. Too 

often people find themselves doing the search with Google. And that is probably the 

most inelegant way of doing the research because you come up with thousands of links 

says Perry Le Dain. At present, it is not obvious that information and knowledge exist 

in the organization and this is the flaw, it could be Finpro’s best-kept secret.

Within a single FTC, all the documents are on the server for all to see. Once a year 

documents are sent to other FTC’s who might need them. There should be a Hubserver 

and all should have access to it. Sending information is a memory related issue and in 

the long run is not that good a solution. Knowledge Sharing has to become the Finpro 

way if we are to be professionals says Pirjo Toivanen. As to concrete action in 

knowledge sharing context, every team will have a project room in the Finpronet in the 

near future. Tim Skilton is already preparing a list on useful links for the Global 

Healtcare project room.

Some tools were considered too fresh to be discussed in detail. However, most 

interviewees considered Came as a wonderful tool, although for some it was something 

never heard of. Process Guide is a bit heavy at the moment and perhaps needs a search 

engine, but understandably it is on the piloting phase. For the Finpro newcomers it is an 

excellent tool and it is the organizational memory of Finpro. The Webbridge is familiar 

for all but technical problems reduce the use of it.

Organizing Intelligence

As mentioned earlier, the UK-Benelux Hub and especially the London FTC consultants 

perform the intelligence activity from A to Z without involving analysts or trainees that 

much. In spite all, some divisions of roles have been made; Jussi Saramaa and Tim 

Skilton are market analysts in London, in Belgium there’s Bart Debecker. Pirjo 

Toivanen says that it is no use going too much on the title. However, the London office 

has not yet organized this properly; there are only two analysts, and trainees are used 

arbitrarily. Analyst-consultant division is good, however, pair division may result in 

suppressed cooperation in the long run. Changing pairs could be wise, at least from the 

analyst perspective.
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In principle the German way is how it should work in the UK as well. It is a bit blurred 

at the moment, comments Perry Le Dain. Roles should be clearly defined. Jyrki Pöysti, 

in tum, says that for half the cases this could be applied to. There are consultants that 

are not good at collecting information and in this case, it is good to have someone who 

can take care of the collection. In London, the expertise of the analyst is not yet on the 

level that it would be useful to use them. It is a question of cost of information; analyst’s 

time is cheaper for sure, but if the consultant can collect the same information three 

times faster then it is justified to do it so. And for more, analysts may not be able to 

achieve the same quality of the information as the consultant. The more there is people 

in between the source of information and the end user, the farther we are from the 

source Pöysti concludes. If large consulting houses use the analyst consulting division, 

it is due to much higher wages of the consultants. In addition, the situations with larger 

consulting houses are more routine (analyzing balance sheets); Finpro always faces a 

complex situation. All of the above can be applied to the Business Intelligence Services 

issue as well. Eero Seppälä shares this viewpoint and adds that he finds it hard to 

believe that a less experienced analyst could perform the collection as well as he does. 

And it is so that the consultant is unable to do his work properly if he doesn’t know 

what’s happening in the market. He is unable to deliver value added propositions to the 

client if he does not analyze different signals himself and make conclusions based on 

the signals. Therefore Seppälä suggests that the role of the analyst should be limited to 

collecting some general information.

The London Trade Center had similar comments on centralized collection to their 

colleagues in Munich. However data and information can be found and collected 

relatively easily in London (because the British Government has supported placing 

information in the Internet and the language used is English) it requires experience and 

knowledge to first locate the information sources and then analyze the information 

obtained. This is why the interviewed consultants squint both the idea of centralized 

collection and the analyst-consultant division and prefer performing the intelligence 

process by themselves from A to Z.

It is admitted, though, that from the Finpro perspective centralized collection would be 

wise and especially cost-wise. As Jari Hietala says, same sources of information are
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being used in different locations and these are not usually free of charge. Jyrki Pöysti, in 

turn, separates his personal view from the Finpro perspective and stresses that if 

information related to a certain product is needed, local market is the only place to 

collect it from, and therefore, the London office will not benefit from the services of the 

Business Intelligence Services.

What the BIS could collect is basic information on unfamiliar sectors. Jari Hietala 

comes to the same conclusion as Antti-Jussi Heilala in Munich, and comments that all 

Internet based information collection should be decentralized instead of centralized and 

located in essential markets. Moreover, the future of the BIS depends on how it will be 

organized; at present it is too apart from the consulting both FTC’s and Consulting 

Division, and people do not know how to use it. Furthermore, the benefit of BIS is seen 

more clearly for the Consulting Division; their task is to see things from the global 

perspective whereas FTC’s task is more local.

Value Added

London consultants found multiple sources of value added. First, expert interviews are 

the most important source of value added. Talking to the people who actually are in the 

business is the most valuable thing that the client can get. And personal contacts relate 

to this aspect; they are developed and created in the market. You cannot put a tangible 

price on personal contacts says Perry Le Dain. Furthermore, in getting these interviews, 

“the Finland Trade Center” has proved to be handy and it opens many doors. Sometimes 

it is worthwhile mentioning the Embassy, too, however, it must be carefully considered 

what makes the difference for different people.

All in all, the value added comes from bringing the right British person, possible 

partner, to the meeting; that is the final value. And in collection, value added is that 

Finpro subscribes to quite many databases, which are out of the reach of individual 
Finnish SME’s not to mention that Finpro staff has the expertise to interpret the 

information collected from the various sources. A report per se is not a source of value

added.
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Eero Seppälä concludes by listing some factors that make up the value added. Value 

added is a sum of several things: (1) flexibility and ability to react quickly to new, 

surprising situations; (2) personal experience and competence; (3) Local presence, 

moving and acting on the market and absorbing daily signals; (4) someone to talk to on 

the market, preparation for meetings and so on. To conclude with, the business is not 

selling market reports; it is the continuous interaction with the client that counts. “This 

is process consulting”, he says.

Table 9. Main Findings of the London Trade Center Case

General comments
on KM

Knowledge sharing Organizing
intelligence

Value added

The idea of KM is
received well but
practice lags behind

Knowledge is shared
arbitrarily, need for a
centralized repository
of information

Experience and
expertise (both sector
and market) have an
influence on
organization,
therefore mainly A-Z.

Personal contact

network and talking

to the people who

are in the business

How does
Knowledge
Management fit into
an organization like
Finpro?

Every team will have
a project room in the
Finpronet in the near
future

One analyst-
consultant pair, Tim
Skilton and Merja
Heikelä

Identifying right

partner candidates

and bringing them

to the Finnish client

Tools too fresh to be
evaluated, technical
problems reduce the
use of the Webbridge
and KM portal

The Internet and
databanks (Keynote,
NexisLexis) are
important sources
and channels of
information

Process consulting:

continuous

interaction with the

client instead of

delivering the

market report

Business Intelligence
Services could assist
in collecting basic
information on
unfamiliar sectors on
request.
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7.5 MILAN TRADE CENTER

The Milan Trade Center (Milan TC) belongs to the South European Hub together with 

France, Portugal and Spain. The Milan office is headed by Marjaana Karjalainen and 

the personnel consists of two consultants Anneli Okkonen and Miska Repo', market 

analyst Birgitte Kankaw, two market researchers Cecilia Pasquali and Anna Porro; 

office manager Jenni Mäkipää', and trainee Ville Hanski. A total of six interviews were 

conducted (see Appendix 1 for names) and more informal discussions took place with 

other employees. This chapter will present all four phases of the business intelligence 

cycle and how they are performed in the Milan Trade Center. In addition, main findings 

in the end of the chapter will discuss how knowledge management is integrated with the 

intelligence process.

7.5.1 Need Determination

Anneli Okkonen says that whether client needs are understood is a difficult question to 

which we may never find an answer. First, the needs of SME’s must be understood on a 

general level and secondly, the needs of the client SME, as well. There should be a 

practical tool, some kind of checker for this activity. However, understanding client 

needs is the precondition for daily work. An analyst thinks that at least the consultants 

have understood the needs of the client due to their experience both on the Italian 

market and on the respective sector. As mentioned, analysts are not normally involved 

in this first phase of the intelligence process.

Furthermore, the dialogue between the consultant and the client must be continuous so 

that issues get covered before long. In long-term client relationships one starts to slowly 

understand what the client firm is about. What has to be kept in mind is that the client 

knows his business better than anyone else and therefore, as much as possible co

operation and interaction with the client is needed. The key word is openness, 

continuous dialogue with the client enables the change of course and on time checking. 

The objective is a process that is as interactive as possible, and this is where multi-
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country Studies often fail; are adversely affected by the lack of interactivity; there is no 

direct contact with the client.

How consultants are able to influence the client need depends on the chemistry between 

the consultant and the client; whether the consultant gains the trust of the client. Client 

needs can be influenced, however, the consultant does not create needs. To put it 

simply, they are all the same regardless the firm. That is to do business. What a 

consultant can offer is market knowledge for the need. This requires continuous 

scanning, pinpointing opportunities and business drivers. Being passive equals nothing. 

Nurturing the client relationship is important; whenever there’s a change in the market 

place, letting the client know about it immediately is important.

The consultant determines the need with the client, however, before and after the client 

meeting analyst and consultant discuss about what will and was discussed with the 

client. In practice, needs should absolutely be determined face-to-face with the client. 

Need determinations made by phone are the ones with most danger; everything can go 

wrong.

7.5.2 Collection

The criterion for choosing Milan as a case was “legwork” in collection. What this 

means is personal, face-to-face meetings. Much more information can be obtained 

through a face-to-face meeting than on the telephone. Letters or e-mails are good for 

nothing unless one knows the recipient. However, it depends on the sector; on the IT 

sector information can be collected rather well, but on, for instance, Healthcare or some 

other traditional sector one has to collect information by visiting firms and meeting 

face-to-face. Italy in particular is a market where nothing happens before they see your 

face.

Sources and Channels of Information

The information sources used in the Milan Trade Center are placed in the framework of 

four categories presented in the literature review.
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Table 10. The Four Categories of Business Information Sources in the Milan Trade 

Center

Internal External

Personal ■ Personal contact

network within Finpro,

within Hub and within

the office

■ “Contacts are

everything in Italy”

■ Interviews

Organizational ■ Internal databases are

used very little

■ 11 Sole 24 Ore

■ Trade Associations

Source: Adapted from Pro-How Paper 6/99 

Internal Personal Sources ( 1)
Anneli Okkonen says that talking to Christine Grumbach from the German Hub helps as 

they have common clients thus emphasizing the role of colleagues from the same sector. 

Helsinki is not able to assist in collecting the information in any way. Then personal 

contacts including colleagues’ contacts; in the Italian market one has to use personal 

networks. Anna Porro stresses the importance of personal knowledge and says that she 

updates the information she already has and thus, she has a good base to start the 

collection from. Furthermore, information is well shared in the office and colleagues are 

a great source of information admits Miska Repo. As a conclusion, the most important 

internal source of information is the personal contact network within Finpro, within the 

Hub and within the office. Global Teams are considered the best option for sharing 

internal information once they are revitalised. Within Hub teams knowledge is shared 

on clients, leads, offers, reports and it works. Global team is too big for that; I have 

never sent e-mail to all, just some of the members. At present, knowledge is shared 

within the hub rather actively.

Internal Organizational Sources (2)
The use of internal databases is discussed at this stage under the topic of internal 

organisational sources. As the issue and applications are rather fresh, it is perhaps too
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early to ask comments Anneli Okkonen. However, already at the moment there are Best 

Practices, contact lists and more available within the organisation. The Webbridge is 

used a little or not at all because it is not working properly or it is not updated. A faster 

way is to ask a colleague whether he or she has done something with the same client. 

Jenni Mäkipää is by far the only one that uses the Bridge to some extent basically 

because she is responsible for the FCD-program. In the future, the new Finpronet and 

Process Models will be to assistance especially for the learning purposes. At the 

moment, people have scarcely shared their knowledge; the knowledge management 

portal is almost empty. However, from the ICT there are some useful reports. It is 

admitted that when there will be something, it will be used more. There have also been a 

lot of problems with the connection to the Finpronet. Moreover, it is stressed that 

information on the Italian market is better to be found here in Italy than in Helsinki or 

the Finpronet.

External Personal Sources (3)

Personal contacts, people from different lines of business are able to help to get started 

in the collection. Anneli Okkonen is an experienced consultant and therefore she has an 

extensive contact network. In the Italian market, all information is kept well hidden. 

Some things are not written in any book or cannot be found in any database; therefore 

information can only be collected from the field through direct contacts. As a 

conclusion, contacts are everything in Italy. Also personal contacts outside Italy, 

especially in Finland; friends who are working in the business or sector can provide 

useful hints. In a way the one who needs information is on their mercy; whether or not 

they are willing to meet and on what schedule. Marjaana Karjalainen says that this is 

something Finnish companies often fail to understand; that Italians are not here only for 

Finpro consultant interviews. What makes interviews all the more important is the fact 

that there hardly is any ready-made statistics in Italy. Karjalainen has a feeling that in 

London and in Munich it is much easier to produce tables and graphics because there is 

more statistical data available. In Italy, a major part of the information comes from 

living people, and like mentioned, the Milan FTC is on their mercy.

External Organizational Sources (4)

Seminars arranged by associations and trade unions are a good source of information. 

Also good sales leads can be obtained from the web site of the association. The role of
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the trade associations is very important in Italy, because they know everything about the 

market, says Anna Porro. Then there is the II Sole 24 Ore databank, which is the Italian 

equivalent for the Finnish Kauppalehti. This databank is used a lot. Then Kompass, a 

databank for company profiles and useful tips is used as well. In many of her projects, 

Jenni Mäkipää tries to identify key persons, people from different associations to talk to 

about their members and hot topics. Interviews with seminar speakers are good starting 

point.

As to channels, the Internet is said to be like a library, therefore more a channel of 

information than a source. The Internet is most often used in the beginning of collection 

in order to have a quick look on the bigger picture. Trade shows and seminars arranged 

by trade associations are a good source of information as well. Traditional press is a 

useful channel and the Milan FTC subscribes to several IT related newspapers. 

Interviews already mentioned in the sources section are extremely important. In spite 

the fact that personal contacts are extremely important in Italy the Internet and 

databases have earned their place. With the help of the Internet one gets more than 

started. Good Internet sources are usually in Italian and this, for one thing, might 

impede the centralised collection from Helsinki. Market researcher Anna Porro uses the 

Internet a lot, especially in the beginning of an assignment, from one to two hours, to 

have an idea what is going on. She uses the common search engines like Google and 

Altavista. The reliability of the Internet information can be questioned and therefore she 

prefers to check every piece of information she gets from the net. As to good Internet 

sources, the European Union website is a good source, they have something on almost 

every sector and country.

As to databanks, the one that is most used is II Sole 24 Ore. It is good for it shows what 

has been written on certain topics in the press. International databanks do not tell that 

much on the Italian market or they use II Sole 24 Ore as their source. The Gartner 

databank is available too, but it is too general. Gartner is good for global trend 

observation, and for more it’s US-, UK-centred. There’s no use of it for assignments. 

Also Kompass is used for general information and coordinates of the Italian companies. 

Credit information can also be obtained from Dunn & Bradstreet. Then there are 

newsgroups that are followed actively or who send information. As a conclusion, 

databases are used as supporting activity for interviews and as a basis for collection.
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Organizing Information Collection

In the Milan office, information collection is usually organised so that the analyst and 

the consultant make up a pair or a team depending on the scale of the project. Anna 

Porro and Birgitte Kankaro collect the information; Birgitte for IT and pulp and paper; 

Anna for telecom and healthcare sector. Cecilia Pasquali collects some raw data and 

trainees are used as well. However, everyone uses databases. Moreover, if there is a 

project it is more the analyst’s role to gather and analyse information. Many times, 

however, roles tend to overlap. Miska Repo, as a newly started consultant likes to take 

part in every phase of the project.

International databases that Business Intelligence Services would use are no good for 

the Italian market. For some FTC’s this centralized collection might work, but not for 

the Milan FTC says Jenni Mäkipää. For instance the London Trade Center; much of the 

information is in English and it is in the Internet. In Italy, the local market information 

is usually in Italian, and personal contact networks are used a lot involving calling and 

asking questions. And this is not possible from Finland. The fact is that there is no 

information concerning the Italian market in the international databanks or other sources 

of information. At best some second hand information, which already exists in II Sole 

24 Ore. Therefore, the Business Intelligence Services cannot help Milan FTC in any 

way. And this has been tested, too. For them to be able to collect useful information, 

there should be an expert of the field of business with adequate language skills in the 

Helsinki office. However, what the Business Intelligence Services could collect is 

general information, but the question is do we really need that kind of information? 

Birgitte Kankaro adds that information related to some less known fields of business 

and sectors could be useful. And what would be nice to have once in a while are some 

ratios from different European countries. All in all, it is stressed that there should be 

some kind of centralized intelligence activity either so that databases are centralized or 

at least one knows whom to turn to for information.

7.5.3 Analysis
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Marjaana Karjalainen, the head of the Milan Trade Center, sees that in Italy the 

analysis differs from the ones in London and Munich. She argues that material and 

information on the Italian market are often case study type rather than statistics. 

Therefore, no traditional analysis based on statistics exists in Milan. But instead the aim 

is to get the information as adoptable as possible for the client. For instance, unifying 

the scattered data and information in Power Point slides and drawing value chains.

In general, the analysis of the gathered information involves a certain process in which 

factors like players in the field and value chains are placed in a power field and then put 

in a Power Point format. Analysis is also about comparing the collected information, 

which is based on personal experience and discussions between the analyst and the 

consultant. Market analyst Birgitte Kankaro says that there’s been a lot of discussion 

about how the analyst can transfer the collected information to the consultant and how 

the consultant, in turn, transfers that information to the client. Perhaps, to enhance the 

transfer, the Milan FTC has shifted to slide show to which the analyst prepares one 

section by herself so that the information is there, written on the slide. Still, there’s the 

question whether the consultant is capable of presenting that information so that all of it 

gets to the client. Therefore, an emphasis is placed on the fact that the work of the 

analyst is no longer only finding and collecting information, it is also knowing how to 

transfer it.

Analysis is continuous and already in the collection phase one collects information 

certain framework in mind. During the collection of the raw data, one notices that 

certain points and issues come up repeatedly and these are the issues to follow. In 

contrast, it would be very difficult to collect all the raw data first and then begin the 

analysis. There’s no ready-made model to do the analysis, every project is different 

from others.

The importance of teams is highlighted in the phase of analysis be it Global, Hub or any 

other team. The benefit of teamwork is that several different viewpoints are being 

considered and furthermore, working together adds up in the form of new ideas. Usually 

there’s brainstorming in the team. As much information as possible is gathered rather 

open-mindedly and then started putting that information into respective sections. But in 

the end, it is so that one does the templates and others put their information on it. As to
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Global and Hub teams, it is people knowing each other and building trust that enables 

them to exploit their competences. Within the office brainstorming is highly informal 

and more a result of the conversation culture than anything else. With the help of teams 

and discussions, some tacit knowledge can be transferred explicit and some of this 

knowledge may also reach the client.

Miska Repo is used to doing a report for internal use on his assignments. “This is one of 

the most important tasks a consultant must do. It ensures that some knowledge exists on 

the project and we will not be starting every project from zero”, says Repo. ”This is 

where tacit knowledge, know-how and intuitions can be put. The only problem is time. 

As we are now reporting with power point -slides, it is difficult to understand what 

someone else has written on the slide unless being there at the presentation", he 

continues.

7.5.4 Dissemination

External Dissemination

Usually it’s the consultant who goes to client premises and presents the findings. The 

analyst is not present at this phase; however, it would be useful if she were. Still, there 

is a lot of discussion within the team and this is how the views of the analyst get to the 

client. Only minor issues may be lost in presentation. Today, the majority of the reports 

is delivered in power point format. More and more Milan is going for pp-slides with 

speaker’s notes and the presentation. At present, the value added comes from translating 

the information in the slides and explaining it for the client. But of course it depends on 

the client whether they want a report or not. Miska Repo says that presenting the 

findings is essential. The best way would be to communicate constantly; the 

presentation would be more of a review on what’s been discussed.

Internal Dissemination

Knowledge sharing within the office takes place in meetings once in two weeks; 

discussed issues include what the other is doing at least on a general level and other
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interesting issues. This is an important channel of information. Reports are accessible 

for the Milan office only; Jenni Mäkipää has all the assignments stored in a printed 

form. However, if someone outside the office, within the Hub or wherever, asks he gets 

the answer and all the material. In addition, in the Hub level, what is in FCD (FTC 

Customer Data) is accessible to all. This is a brand new thing; anyone in the South 

European region (Hub) is able to get reports from any other FTC. The main purpose is 

to offer sales leads and additionally to offer someone to talk to on same kind of 

assignment. The Hub development has increased trust between FTC’s; today it is easier 

to call and talk than in the past. Also a Hub meeting twice a year is a good thing for 

knowledge sharing.

It is stressed that all reports should be put in Finpronet, to a one common place where 

people can find them with key words. However, all assignments are not to be put in the 

open due to e.g. client sensitivity. It is a mentality matter and a question of cultural 

change, putting information in the Finpronet. Some are delighted to put, but still a push 

is needed in order to get started faster. No one is in that hurry that there is no time to fill 

in an Indexcard, which explains what the assignment was about, and who were the 

people working in the project. Maybe people are unaware of their responsibilities and 

confused in the middle of several new things.

In addition, there is a knowledge management directory on the Milan TC server and the 

purpose is to make folders on assignments by field of business. At present, majority of 

the assignments is on everyone’s personal hard drive. Also, the idea that Birgitte 

Kankaro has, is that some market information would be gathered in a common database 

e.g. all II Sole 24 Ore searches so that this information would be available to all by 

sector. But there is always the downside that when information and knowledge is 

collected and stored somewhere, it’s already outdated. Someone should maintain it and 

keep it up-to-date.

What would then encourage people to share their knowledge and what are the reasons 

for hiding it? According to Anneli Okkonen, it should be made compulsory to put 

contributions in the Finpronet. Or it should be measured in personal objectives level 

(balanced scorecard). For more, people do what they are measured for. If reaching the 

target has an effect on annual bonus people will concentrate on reaching it.
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Nevertheless, what is more important is to build a team spirit, kind of “all for one and 

one for all" mentality. Some people are more active than others, some people put 

information in, some use it, others just keep on doing what they have always done 

regardless all. Within the office, there is no reason why anyone should hide knowledge. 

There is an open atmosphere.

7.5.5 Main Findings

General Comments on Knowledge Management

Knowledge management is considered a good thing because the only resource of the 

future is inside our heads and therefore, KM will result in improved performance in 

some point of time. For now, it is important to create the right spirit for cooperation, 

which is lacking at present. Furthermore, the current Finpro KM is about knowledge 

sharing. Explicit knowledge is shared but how much do we create new knowledge, asks 

Marjaana Karjalainen, also a member of the Global KM team.

Knowledge Sharing

In the Milan FTC it is about informal knowledge sharing, issues are being discussed “in 

the kitchen and lunch breaks”. It is better to have it this way, says Miska Repo, referring 

to informal sharing and meetings. There’s a great spirit and people talk to each other 

freely in the office. In addition, analysts work in the same room, which enhances 

spontaneous knowledge sharing. The telecom team (Birgitte, Miska, Marjaana, Anna) 

meets once in two weeks time in order to share knowledge on contacts and assignments. 

Anna Porro concludes that “we are not that organized in knowledge sharing; the best 

way is to speak up”.

What is good in the Hub is that good feeling and mutual trust is developed through it. 

As to knowledge sharing inside the Hub, it is more so that if you ask a question you will 

get an answer rather than organized sharing. This is a direct consequence of being tied 

to the client work. And also, the South European Hub is affected by different language 

and cultural barriers (compared to the German Hub, for instance). However, knowledge
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sharing is at a good point yet there is no formal system in place. “I guess we do not want 

it down here in Latin countries; we are more used to communicate with each other , 

says Anneli Okkonen. All in all, it is stressed that Hub development is important because 

all cooperation and meetings are developing events.

It was said that knowledge sharing between Hubs is the problem area. There is no 

concrete method of gathering all the knowledge from all Hubs together; each Hub 

invents its own wheel in a way. Maybe that is the purpose, too, each Hub developing its 

own methods and way of work.

As to tools, Process Guide matters more to people who have just started in the 

organisation than to the more experienced personnel. It speeds up the learning process 

as through the process model it is easy to see what is the Finpro way of work, how to 

conduct a market analysis and so on. Moreover, analysts are able to see their work as a 

part of a larger whole. All in all, it is a tool for process management rather than enabling 
element for knowledge sharing. Came is considered a good and interesting tool, which 

is essential for the joint projects. Project rooms are used for team projects as well, but 

they are more of document archives, there’s no interaction. The knowledge management 

portal in the Finpronet is good for sharing for there are same problems and aspects on 

projects throughout the globe. This knowledge needs to be shared and until today, not 

knowing other people has been the major hindrance for asking the information. The 

Webbridge is here again used a little. As a conclusion, tools are necessary, however, the 

biggest change has to occur in mentality level.

Organizing Intelligence

In practice, there are two market analysts Birgitte Kankaro and Anna Porro in the Milan 

Trade Center, however, Anna Porro’s title is market researcher. Generally, it is their 

task to assist in consulting assignments, start the information collection and gather the 

basic information. Furthermore, their role is shifting from pure information collection 

toward more analytical tasks; they may provide ready made power point slides for the 

final presentation. Then there are three consultants including Marjaana Karjalainen 

who are responsible for the client interface.
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Analysts as well as consultants are assigned to specific sectors and consequently, the 

pair and team division follows the sector division. It depends on the size of the 

assignment how many members are involved in it. Usually a team of two to three people 

is formed and roles are divided the most convenient way. Indeed, in the actual project 

the division to analysts and consultants is not that strict, roles overlap; in the beginning 

of the project it is agreed on who is doing what, who is collecting which piece of 

information. Furthermore, a constant discussion and knowledge sharing occurs. If a 

larger team is required, there are two more people, Jenni Mäkipää and Cecilia Pasquali, 

to assist in the assignment. It is emphasized in the Milan Trade Center that the analyst 

consultant division is a good thing, although it’s not established yet, but it is better than 

working alone from A to Z.

The IT market analyst -project is part of the knowledge management project that aims to 

study the role of the analyst in the Finpro organization and find new ways to share 

knowledge. Birgitte Kankaro is responsible for the project implementation and therefore 

the issue is discussed at this point. The biggest problem is vague, undetermined titles 

and at present, the situation is confusing: one FTC has analysts while the other does not 

and the third FTC may have analysts, but on a different title. In sum, there is no clear 

picture of who are Finpro analysts and what is their role. The project is all about 

defining the role of the Finpro analyst and bringing them together to share knowledge 

the same way as the consultants. Analysts are usually locally hired and work locally as 

well, thus the project would provide a possibility to explore the global aspect. The 

rationale behind the analyst discussion is that no one has the time to do everything on 

his or her own. The analyst should be able to provide a complete part of the client 

assignment thus leaving the consultant time to concentrate on consulting and client 

work. Proper cooperation and teamwork is the basis for this. And this is how it is in 

Milan.

The verdict is clear for the Business Intelligence Services in the Milan Trade Center. 

International databases that BIS could access and use are no good for the Italian market 

because they do not contain relevant information on the Italian market. In Italy, the local 

market information is usually in Italian and rarely in the Internet on companies’ web 

sites. Therefore, information collection involves a lot of calling, asking questions and 

finally legwork; meeting people face-to-face. It was stressed that if the BIS were to
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collect useful information they should have an expert of the field of business with 

adequate language skills in the Helsinki office so that other sources than international 

databanks and web sites could be accessed.

All in all, like in Munich and in London, it is emphasized that only general information, 

information on less known sectors and some ratios from different European countries 

could be collected centrally. But the question is whether this information is beneficial 

for the client.

Value Added

First and foremost, interviews and personal elaborations are the most important source 

of value added. Secondly, knowledge on the Italian market and culture. It is important 

to be able to place the information in the right context and to understand the whole 

picture. Constant market presence enables the Milan analysts and consultants 

understand the market. Furthermore, it is stressed that in order to obtain any deeper 

knowledge on the market one has to meet people and talk. What we do is provide 

concrete business opportunities, and for this end, we have to talk to the right people in 

the marketplace, says Marjaana Karjalainen. Rarely does one find valuable information 

neither from the Internet nor from printed sources. And then, what sets Finpro apart 

from the competition is that the status of the Finnish Embassy can be used.
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Table 11. Main Findings of the Milan Trade Center Case

General comments

on KM

Knowledge sharing Organizing

intelligence

Value added

KM is a good thing
because the only
resource of the future
is inside our heads

Conversation culture,
excellent environment
for informal
knowledge sharing

Analyst-consultant
teams and pairs
depending on the
scale of the project,
roles overlap

Continuous presence
and face-to-face
interviews

Creating the right
spirit for cooperation
is important

Answers to questions
instead of organized
sharing within the
Hub

The analyst pool
studies the role of
analyst in the *
organization

Valuable information
can rarely be found in
the Internet or printed
sources

At present KM is
about knowledge
sharing

Tools are not being
used that much

. ■ . ■ .

Business Intelligence
Services could not
assist in collection
(tested, too)

! , I x Ж
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8 CONCLUSIONS

This final chapter will first sum the results of the Trade Center cases (8.1), then present 

the contribution of the study (8.2) and finally, suggest for further research (8.3).

8.1 SUMMARY OF THE RESULTS

First, this section will summarize the main findings of each case study and then, in more 

detail, explain how business intelligence process and the phases of the BI-cycle are 

integrated with knowledge management practices.

Knowledge management is about...

All cases demonstrate that knowledge management at Finpro is a good thing. It is 

realized that knowledge will be the resource of the future and companies that have 

acknowledged this will succeed. However, practice or implementation is lagging behind 

and knowledge management has not yet become part of the routine. The interviewees 

emphasized that the key to successful implementation will be keeping the project as 

well as the tools simple enough. One of the greatest advantages of knowledge 

management is knowing what other people are doing and not doing the same thing. It 

should, however, be noted that knowledge management presents particular challenges 

for an organization such as Finpro. First of all, internationalization consulting differs in 

different locations; therefore, the exploitation of the same knowledge is difficult, if not 

impossible. For instance, establishing a subsidiary in Germany or in China is totally 

different from establishing one in the UK. Furthermore, information from one 

assignment may be rather useless even with the same client but a different product not 

to mention another client and totally different product.

...connectingpeople to people...

Knowledge sharing addresses the issue of not reinventing the wheel. Internal 

information should be made available for all through tools, and teams should act as
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platforms for learning whereby tacit knowledge is converted to explicit. In the case 

study, knowledge sharing was divided to office, Hub, and global levels according to the 

scope of teams. In the office level, knowledge sharing ranged from the conversation 

culture of Milan to arbitrary sharing of the London Trade Center. As to Hub level 

sharing, language and cultural barriers were said to have an effect on sharing. For 

instance, it is often no use sending information in Italian to the Paris Trade Center. The 

German Hub, in turn, frequently sends information back and forth for there are no 

language and cultural barriers.

Global aspect is more pronounced in the use of internal databases, the “tools”. The 

major reason that explains the scarce use of the internal applications is poor 

connections. They are said to reduce the use of the Webbridge, the Finpronet and the 

KM portal. They should also be more user friendly and easier to open. Nevertheless, for 

instance, the knowledge management portal is good for sharing and useful as there are 

same problems and aspects on projects throughout the globe. What was wished for is a 

central repository of information by sector or by technology. Also, everything should be 

put under an umbrella where they would be easy to find. Finally, it was emphasized that 

tools are necessary, however, the biggest change has to occur in the mentality level.

.. .andpeople to information...

Organizing the intelligence process is critical due to the limited nature of time. The 

basic proposition of the study is that consultants should be doing the value added work, 

not e.g. collecting the basic information. Therefore, the two possible solutions, 

centralized collection and the market analyst-consultant -division are discussed. This 

study focused on information collection in order to find out whether there are grounds 

for centralized information collection. The centralized collection would be performed 

by the newly established Business Intelligence Services, a Helsinki based unit that 

consists of three market researchers each responsible of 20-22 countries. In addition to 

providing country profiles of their respective markets, they would assist FTC’s and the 

Consulting Division in information gathering by allocating 20% of their time resources 

to the use of FTC’s and the CD.
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Theoretically, centralized collection could be possible for both Munich and London as 

information on both German and the UK market is relatively easy to collect thanks to a 

variety of information sources and electronic channels (the Internet, databases) 

available. However, it requires adequate language skills, experience and knowledge to 

first locate the information sources and then analyze the information obtained. In other 

words, the lack of market knowledge and experience results in the fact that collecting 

information for client assignments is out of the question. For the market researcher at 

the Business Intelligence Services the in depth understanding of all 20 markets can be a 

difficult task. As to the Milan Trade Center, centralized collection is impossible due to 

the fact that the international databases that the BIS would primarily use do not contain 

any new and relevant information on the Italian market. Also, the reliability of 

information channels (companies’ Internet pages) is poor and thus, legwork and face- 

to-face meetings are a must in order to obtain adequate information.

All in all, the role of the Business Intelligence Services for the studied FTC’s seems to 

be restricted on some basic information gathering on unfamiliar sectors. Also some 

ratios from different European countries and information related to new technologies 

could be useful. Nevertheless, if the (studied) FTC’s cannot benefit from the BIS, the 

Consulting Division can. The task of the Consulting Division is to see things from the 

global perspective as opposed to local (FTC’s) and therefore, the BIS could be more 

useful for them. Furthermore, the BIS could produce (the material for) general 

overviews in multicountry assignments in order to reduce the overlap encountered in 

these assignments as different FTC’s are gathering the same information perhaps from 

the same sources.

Then, the rationale behind the analyst discussion, as well as the centralized collection 

discussed above, is that no one has the time to do everything on his or her own. Three 

different ways of organizing the Trade Center and a variety of titles were observed in 

the three cases. In Munich, work is done in analyst consultant pairs; in London, each 

consultant from A to Z; and in Milan, teams are preferred. A number of reasons affect 

the way FTC’s are organized and whether there is a division to analysts and consultants.

First, personal characteristics affect the division; there are consultants that are good at 

collecting information and on the other hand, there are consultants who are not that
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good and could use some help or have someone else (market analyst) do the collection. 

For instance, in the Munich Trade Center, analysts are more research oriented whereas 

the consultants are better in consulting. It was stressed that everyone should be doing 

what he or she does best. Secondly, in order to fully exploit the possibilities of the role 

division, the level of expertise has to be increased. As long as the consultant is able to 

collect faster and at the same time achieve better quality than the analyst, it is no good 

using the analyst resource. This argument speaks for the A to Z way of performing the 

intelligence process. In the Milan office, the analyst already provides a complete part of 

the client assignment, thus leaving the consultant more time to concentrate on 

consulting and client work. To conclude with, both Milan and Munich emphasize that 

there is clear value added when assignments are done in pairs instead of doing alone. 

Two heads together is better than two heads apart.

...to create competitive advantage.

As to the value added, expert interviews were said to be the most important source of 

value added. Knowledge of the respective market and culture is essential for personal 

elaborations, which together with interviews set Finpro apart from the competition.

The purpose of the study was to explore the possibilities of integrating knowledge 

management with the business intelligence process in order to provide the needed 

knowledge and information for the internationalizing SME. As an answer to this 

purpose, the above-summarized main findings from the cases explain “how” this 

integration is done through the Finpro knowledge management definition. However, it 

should also be discussed how knowledge management is integrated in each phase of the 

business intelligence cycle. Thus, each of the four stages will be treated below.

The first phase of the cycle, need determination, involves tight and constant cooperation 

and interaction with the client and consequently, knowledge sharing occurs in between 

the consultant and the client. Especially workshops with the client enhance the flow of 

tacit knowledge. Also, knowledge sharing on clients and assignments should occur 

within Finpro, between divisions and individual employees. The Webbridge, the client 

management database, provides an useful tool if updated regularly. The collection phase 

involves the gathering of internal information, which is usually tacit by nature.
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Knowledge sharing discussed earlier is in the heart of this collection activity. Then, the 

analysis of information is the phase when the tacit knowledge of individual employees 

is transferred to other levels through knowledge conversion. In the Munich Trade 

Center, the importance of the analyst-consultant structure and discussions was 

emphasized as a platform for knowledge conversion from tacit to explicit. Also in 

London, and despite the A-Z way of work, cooperation, sparring and the use of the 

colleague in turning the tacit knowledge to explicit was seen important. Finally, the 

external dissemination of the resulted intelligence or knowledge involves more often a 

power point presentation. This is said to enhance the flow of tacit knowledge as the “in- 

between-the-lines” are discussed as well and the client is offered a chance to immediate 

reaction. Internal dissemination is all about knowledge sharing and the methods and 

incentives to get people share their knowledge.

8.2 CONTRIBUTION OF THE STUDY

8.2.1 Theoretical Contributions

The principal contribution of this study is the integration of the two related concepts, 

business intelligence and knowledge management, and furthermore, the establishment 

of a clearer and more explicit relation between the two. As repeated throughout the 

study, business intelligence is seen more as a process dealing with external information. 

Knowledge management, in turn, is the element that brings internal information to the 

equation; how information and knowledge are shared within an organization and 

additionally how new knowledge is created i.e. how tacit knowledge is converted into 

explicit. Also, the study sees business intelligence as the “what” element, in other words 

as the process that answers the question what is being done in order to obtain 

knowledge and intelligence. Knowledge management, in turn, answers the question 

“how” the cycle of business intelligence and its phases are performed.

8.2.2 Managerial Implications

Managerial implications include several issues. First, knowledge management is 

shifting toward a more operational level at Finpro and this study provides evidence on
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how Trade Centers have adopted the KM practice and furthermore, gives guidelines as 

to which direction Finpro should take in this matter. It is said that the present knowledge 

management is actually knowledge sharing at Finpro and the next step is knowledge 

creation. In order to proceed to creation it is necessary to know where the organization 

stands.

Second, as to centralized collection and the Business Intelligence Services, this study 

gives valuable comments as well (see 8.1). However, the sample of three individual 

FTC’s does not provide a solid basis to make any global generalizations and therefore, 

as also suggested in the next section, a survey on centralized collection and the Business 

Intelligence Services including each FTC should be conducted in order to gain a more 

comprehensive picture on the actual need for the service.

Then, the evidence from the case studies shows that the analyst-consultant pair and 

teams provide an excellent platform for knowledge conversions between tacit and 

explicit knowledge. In order to advance from knowledge sharing to knowledge creation, 

the interaction between employees should be enhanced and as a consequence, the pair 

and team organization should be favored. Even though the current “A-Z” is working 

pretty well, it should be noted that without continuous interaction with colleagues the 

transition from knowledge sharing to knowledge creation would be more difficult. In 

addition, in case a person leaves the organization, he or she takes the personal, tacit 

knowledge with him or her. No trace of this knowledge will be left for the organization 

if there is no knowledge sharing. An argument for the “A-Z” way of work was that the 

experienced consultant collects information faster and better than the less experienced 

analyst. However, if the knowledge on information sources was shared the analyst could 

perform the collection phase as well and in the same time as the consultant.

As to internal dissemination, in order to get people more involved in sharing their 

knowledge there should be clear instructions on what should be put and where. 

Knowledge management portal and the Process Models seemed to be too fresh issues 

and therefore people were confused about their use. Also, the employees should see at 

least some shorter-term benefit from knowledge sharing that would motivate them to 

contribute.
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Finally, the Finpro organization consists of rather distributed units (the Trade Center 

Network) and it has not been evident that people know what the other is doing. This 

study gives at least some insights as to how the Consulting Division and the three 

Finland Trade Centers are working. Therefore, this study is a part of knowledge sharing, 

too.

8.3 SUGGESTIONS FOR FURTHER STUDY

On a theoretical level, a further development of the relation between business 

intelligence and knowledge management would be interesting and useful. On the case 

company level, a survey on information collection and intelligence processes for all 

Finland Trade Centers is necessary in order to further estimate the use of the Business 

Intelligence Services. Countries and markets where information is not as easily 

available as in Germany, the UK and Italy might greatly appreciate the services of the 

BIS. Also, it would be interesting to know whether there are differences in information 

collection processes between the hub-FTC’s and individual, non-hub-FTC’s.



139

REFERENCES

Annual Report of Finpro (2000)

Bernhardt, Douglas C. (1994), “I want it fast, factual, actionable” - Tailoring 

Competitive Intelligence to Executives’ Needs. Long Range Planning, Vol. 27, No.l, 

12-24.

Blankenship, A.B. & Breen, George Edward (1993), State of the Art Marketing 

Research. NTC Publishing Group.

Brooking, Annie (1999), Corporate Memory: Strategies for Knowledge Management. 

International Thomson Business Press.

Buckley, Peter J. & Ghauri, Pervez (1994), Internationalization of the Firm: A Reader. 

The Dryden Press.

Czemiawska, Fiona & Potter, Gavin (1998), Business in a Virtual World: Exploiting 

Information for Competitive Advantage. MacMillan Business

DeGenaro, Bill (1994), The Care and Cultivation of Corporate Main Brains. Nov. / 

Dec., Vol. 15, No. 16, 17-19.

Dutka, Alan (1998), Competitive Intelligence for the Competitive Edge. NTC / 

Contemporary Publishing Group, Inc.

European Commission (1996), Definition of Small and Medium-sized Enterprises 

(SMEs). http://europa.eu.int/ISPO/ecommerce/sme/definition.html.

Fuld, Leonard (1991), A Recipe for Business Intelligence Success. The Journal of 

Business Strategy. 1991 Jan / Feb, Vol. 12, No. 1, 12-17.



140

Ghoshal, Sumantra & Kim, Seok Ki (1986), Building Effective Intelligence Systems for 

Competitive Advantage. Sloan Marketing Review, Fall 1986, Vol. 28, No. 1, 49-58.

Harvard Business School Press (1998), Harvard Business Review on Knowledge 

Management.

Herring, Jan P. (1992), The Role of Intelligence in Formulating Strategy. Journal of 

Business Strategy. 1992 September-October, Vol. 13, No. 5, 54-60.

Kahaner, Larry (1996), Competitive Intelligence. New York. Kane Associates.

Kailaranta (1998) PK-yrityksen vahvuudet ja kehittämistarpeet. ESR julkaisut.

Koski, Jussi T. (1998), Infoähky ja muita kirjoituksia oppimisesta, organisaatioista ja 

tietoyhteiskunnasta. Gummerus.

Kulkki, Seija (1996), Knowledge Creation of Multinational Corporations - Knowledge 

Creation Through Action. HSEBA. A-115.

Luostarinen, Reijo (1979), Internationalization of the Firm - An Empirical Study of the 

Internationalization of Firms with Small and Open Domestic Markets with Special 

Emphasis on Lateral Rigidity as a Behavioral Characteristic in Strategic Decision- 

Making. The Helsinki School of Economics.

Luostarinen, Reijo (1994), Internationalization of Finnish Firms and their Response to 

Global Challenges. Readings for 26D011 Internationalization of Business. HSEBA. O- 

309.

Luostarinen, Reijo & Welch, Lawrence (1990), International Operations. Kyriiri Oy, 

Finland.

Maula, Marjatta & Poulfelt, Flemming (2000), Knowledge Transfer, Consulting Modes 

and Learning - Do the Codes of Conduct and Ethics Reflect Reality in Management 

Consulting?



141

Maula, Marjatta (2000), Three Parallel Knowledge Processes. Knowledge and Process 

Management. Vol. 7, No. 1, 55-59.

Nonaka, Ikujiro & Takeuchi, Hirotaka (1995), The Knowledge-Creating Company - 

How Japanies Companies Create the Dynamics of Innovation. Oxford University Press. 

New York.

Pfeffer, Jeffrey & Sutton, Robert I. (2000), The Knowing-Doing Gap, How Smart 

Companies Turn Knowledge into Action. Harvard Business School Press. Boston, 

Massachusetts.

Pirttilä, Anneli (2000), Kilpaili)aseuranta. Ekonomia-sarjaa. Porvoo: WS Bookwell Oy.

Prescott, John E. (1995), The Evolution of Competitive Intelligence. Rethinking 
Strategic Management, edited by D.E. Hussey, 71-89.

Salmon & Linares (1999), Scanning the Global Environment.

Sammon, William L., Kurkland, Mark A. & Spitalnic, Robert (1984), Business 

Competitor Intelligence: Methods for Collecting, Organising and Using Information. 
John Wiley & Sons, Inc.

Sawka, Kenneth A. (1996), Demystifying Business Intelligence. Management Review. 

1996, Vol. 85, No. 10, 47-51.

Skyrme, David J. (1999), Knowledge Networking: Creating the Collaborative 

Enterprise. Butterworth-Heinemann.

Stähle, Pirjo (2000), New Challenges for Knowledge Management. Knowledge 

Management Concept at Sonera, May 2000. http://finpronet.finpro.fi

Stähle, Pirjo & Grönroos, Mauri (1999), Knowledge Management - tietopääoma 

yrityksen kilpailutekijänä. WSOY. Porvoo.



142

Teece, David J. (2000), Managing Intellectual Capital, Organizational, Strategie, and 

Policy Dimensions. Oxford University Press Inc., New York.

Vaamas, Markko, Vihavainen, Antti & Virtanen, Jouko (1998), Markkinatieto yrityksen 

kansainvälistymisessä. Kansainvälisen kaupan koulutuskeskus -FINTRA - julkaisu nro 

118. Hakapaino Oy.

Vedder, Richard G., Vanecek, Michael T., Guynes, Stephen C. & Cappel, James J. 

(1999), CEO and CIO Perspectives on Competitive Intelligence. Communications of the 

ACM, August 1999 / Voi. 42, No. 8.

Virtanen, Jouko (1999), Business Intelligence - liiketoimintatiedon järjestelmällistä 

hallintaa. Fintra 1/1999, 4-5.

Pro-How Paper 1/98 - Introduction to Business Intelligence. Viva Business 

Intelligence.

Pro-How Paper 2/98 - Developing a Business Intelligence Process: Viva ВI-Cycle 

Approach. Viva Business Intelligence.

Pro-How Paper 6/99 - Categorising Information Sources for Business Intelligence 

Process. Viva Business Intelligence.

Pro-How Paper 7/99 - Channels for Collecting Business Information. Viva Business 

Intelligence.

Von Krogh, Georg, Nonaka, Ikujiro & Nishiguchi, Toshihiro (ed. 2000), Knowledge 

Creation: A Source of Value. Macmillan Press Ltd. United Kingdom.

Von Krogh, Georg, Roos, Johan & Kleine, Dirk (ed. 1998), Knowing in Firms, 
Understanding, Managing, and Measuring Knowledge. Sage Publications Ltd. London.

Yin, Robert K. (1989), Case Study Research: Design and Methods. Sage Publications.



143

APPENDICES

APPENDIX 1. LIST OF INTERVIEWEES

PILOT CASE - THE CONSULTING DIVISION

Kim Hurtta, consultant in IT and telecommunications, 15th June 2001
Timo Vedenpää, senior consultant in logistics and production automation, 18th June 2001
Terja Kuuri-Riutta, senior consultant in agriculture and other, 19th June 2001
Tuomo Laine, senior consultant in building technologies and services, 19th June 2001
Maarit Ahola, senior consultant in food and packaging, 19th June 2001
Esa Tanskanen, senior consultant in IT and telecommunications, 21st June 2001
Markku Vantunen, senior consultant in telecommunications, 21st June 2001
Jukka Loikala, senior consultant in environmental technologies, 25th June 2001
Martti Saramaa, the head of the Trade Center Network, 28th June 2001
Pekka Leppälä, the head of the Customer Services and Marketing Division, 29th June 2001
Matti Rasimus, senior consultant in energy technologies, 4th July 2001
Eeva Artimo, director in Innovation and Development Division, 3rd August 2001

MUNICH TRADE CENTER:

Juha Villanen, consultant, 15th October 2001
Kari Partanen, market analyst, 16th October 2001
Leena Arvonen, market analyst, 16th October 2001
Antti-Jussi Heilala, head of the Munich Trade Center, 17th October 2001

Additional and complementary discussions with office manager Tea Mörck-Claus and trainee 
Riina Sulonen.

LONDON TRADE CENTER:

Jari Hietala, the head of Finpro UK-Benelux, 29th October 2001
Riitta Etherington, senior consultant, 30th October 2001
Piijo Toivanen, senior consultant, 30th October 2001
Merja Heikelä, senior consultant, 31st October 2001
Jyrki Pöysti, senior consultant, 1st November 2001
Eero Seppälä, senior consultant, 2nd November 2001
Perry Le Dain, senior consultant, 2nd November 2001

Additional and complementary discussions with market analyst Timothy Skilton; office 
manager Marianne From; and trainees Veera Kauhanen and Anne Saario.

MILAN TRADE CENTER:

Anneli Okkonen, senior consultant, 5th November 2001 
Birgitte Kankaro, market analyst, 6th November 2001 
Arma Porro, market researcher, 7th November 2001 
Jenni Mäkipää, office manager, 8th November 2001 
Miska Repo, consultant, 9th November 2001 
Marjaana Karjalainen, 13th November 2001 in Helsinki

Additional and complementary discussions with assistant Cecilia Pasquali and trainee Ville 
Hanski.
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APPENDIX 2. RESEARCH GUIDE FOR THE PILOT CASE

1. How much time and effort is spent in information collection? Per day, percentages? 
Reactive or proactive market scanning?

2. How is information collected? From databases, interviewing, other?
3. What is the source of information?
4. Who refines the gathered data and information further?
5. How is raw data and information refined to suit the requirements of the client?
6. What is the duration of an average client assignment?
7. What are the challenges in information collection? Cooperation between different units; 

overlapping activities?
8. Relationship with Finland Trade Centers. How much joint projects? Is cooperation 

seamless, what could be done better?
9. Does the SME information need differ from other, larger firms information need? Do 

clients, mostly SME’s, get the information they need from Finpro consultants?
10. Any other important aspects related to the study?
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APPENDIX 3. RESEARCH GUIDE FOR THE FTC CASES

General, Finpro specific questions

1. Job description
2. Discussing joint projects and Consulting Division and Trade Center roles.
3. Knowledge Management project at Finpro. What stage are you at today? Expectations.
4. Organisation of the intelligence activity. Analyst-consultant division, definition of roles.

Questions based on research questions

Are client firm needs identified and understood in the first place and properly 
answered?

□ Does Finpro understand how SME’s compete?
□ What are SME information needs?
□ Dialogue with the client. Is the client able to express his/her true needs, do you 

influence the need?
□ How do you determine client firm needs?

How and where is information collected?

□ What sources (who communicates the information) of information do you use?
□ What channels (how is the information communicated) of information do you 

use
□ What part of information could be collected in a centralised manner?
□ Who collects the data? How is information gathering organised in your FTC?
□ Do you use, and to what extent, knowledge repositories (internal information 

stored in databases)?

How is the collected data and information transformed into actionable knowledge?

□ How do you conduct the analysis of the collected data?
□ Who analyses the data? Do you benefit from Global Teams?

External and internal dissemination. How knowledge is presented for the client and 
how is this knowledge shared inside Finpro?

□ How do you articulate the intelligence output?
□ What tools do you use for knowledge sharing? Are these tools available for 

everyone?
□ Do you share your contributions (reports, memos, etc.) with others through the 

Finpronet or common databanks? If you do not, why?
□ Is there a way to enhance knowledge sharing? How are contributions 

measured?
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APPENDIX 4. FINLAND TRADE CENTER NETWORK

Л jf: FINPRO

INDIVIDUAL FINLAND TRADE CENTERS

Norway Baltic Austria Russia South Africa Malesia Thailand
Denmark -Latvia -Romania Ukraina Saudi-Arabia -Singapore -Vietnam

-Lithuania -Hungary Turkey
Argentin-Estonia Poland

Czech India/New 
-Mumbd ...

Brazil

InhouseNetworking Week 30.10.2001
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APPENDIX 5. POM-PATTERN

Introductions

Utilizations

Entries

Introductions

Utilizations
Entries

Source: Luostarinen 1979, 182
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