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It is a common occurrence in business practice that the management of a company, in an eff ort to 
jump-start the function of the Competitive Intelligence unit, makes a number of mistakes and errors. 
Yet it is not diffi  cult to avoid these missteps and achieve the desired level of Competitive Intelligence 
activities in a purposeful and eff ective manner. The author believes that a resolution of this problem 
lies in his concept of Competitive Intelligence viewed as a system application discipline (like value 
analysis or value engineering), which is why he approaches the problem of actual implementation 
of Competitive Intelligence in a company by referring to standards ČSN EN 12 973 and ČSN EN 
1325-2. The author then proposes his own procedure for implementing Competitive Intelligence 
in a company. He fi rst describes the various ways of securing the Competitive Intelligence services. 
Depending on the manner of securing these services, it is necessary to choose the actual method of 
bringing Competitive Intelligence into the company. The author goes on to lists the essentials that 
every program of Competitive Intelligence implementation should have. The process of Competitive 
Intelligence implementation unfolds in three stages, those being: 1. Managerial preparation for 
the introduction of Competitive Intelligence. 2. Personnel-oriented and professional preparation 
for applying Competitive Intelligence. 3. Organizational preparation for the implementation and 
practice of Competitive Intelligence. In Discussion, the author points out the most common mistakes 
he encountered in practice when implementing the Competitive Intelligence function.

competitive intelligence, implementation process, forms of implementation

In a period of crisis, the senior management of 
every company must seek new ways of surviving, 
and hopefully prospering, in the challenging 
business environment. The basis for improving any 
business is innovation. In order for an innovation 
to be well chosen and correctly timed, the senior 
management of the fi rm must have “the right 
information at the right time”. It happens very o� en 
though that the company’s existing informational 
system is unable to identify the information readily 
available on the market because it does not have 
a clue how important it is, or is unaware that such 
an information exists. In many cases we fi nd that the 
company’s top management does not know what 
information it needs for making decisions, which 
means that it does not even know what information 
to request from the system to have some factual 
basis for these decisions. A survey of domestic 
fi rms conducted by Bartes (2001) in the period 

1994–2000 (a sample of approximately 130 fi rms) 
suggests that the top management of our companies 
in the majority of cases (about 67%) does not ask for 
strategic information about the competing fi rms 
as a way to develop an off ensive posture in the 
company’s competitive struggle.

In that case, according to Erickson, Rothberg 
(2005), it is appropriate to ask the following 
questions, which will reveal how your business 
secures its access to competitive capital, which is 
defi ned as a potential sum of knowledge about 
the competition that the company is capable of 
obtaining through legal channels. Those questions 
are:
1. Do you have all the information you need for your 

strategic decision making?
2. Do you know where to fi nd the information you need for 

your decisions?
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3. Do you know what to do with the information you may 
fi nd?

If at least one of the questions does not have 
a satisfactory answer, it is time to start forming 
a Competitive Intelligence unit in our company.

Foreign literature describes the process of 
implementing Competitive Intelligence activities 
in divergent terms. From a survey of the available 
literature touching upon such implementations 
in the corporate world, it appears that there 
is no conventional, much less standardized, 
methodology, aside from an outline of some 
fundamental organizational activities mentioned in 
every textbook on management. This is evident in 
the following publications: (Fuld, 1995), (Kahaner, 
1997), (Liebowitz, 2006), (Hall, Bensoussan, 
2007), and especially (Carr, 2003), who describes 
the working methods of 15 foremost experts on 
Competitive Intelligence in the USA.

In this publication, well-known experts give 
diverse accounts of integrating Competitive 
Intelligence into a corporate structure. These 
descriptions represent diff erent approaches, in 
many cases merely routines followed by a certain CI 
expert who found them to be useful.

This article intends to propose an eff ective 
procedure how to implement the services of 
a Competitive Intelligence unit into corporate 
practice.

METHODS
The methods employed in writing this article 

were: analysis, synthesis, induction, deduction, and 
comparison. Resolution of the problem is based on 
the standards ČSN EN 12 973 “Value management” 
and ČSN EN 1325-2 “Vocabulary of value 
management, value analysis and function analysis, 
Part 1 – Value analysis and function analysis.” The 
various ways of securing Competitive Intelligence 
service in a company are outlined fi rst, followed 
by a proposal of an implementation model for 
Competitive Intelligence in a company.

Point of departure
The perception of Competitive Intelligence 

in foreign literature varies a great deal. Some 
defi nitions of this term are quoted below.

Competitive Intelligence, according to The 
Society of Competitive Intelligence Professionals 
(SCIP) is “a systematic and ethical program for 
collection, analysis and use of external information 
which may impact the company plans, decisions, 
and management” (SCIP, 2010).

A truly successful and credible use of Competitive 
Intelligence in business practice requires to keep in 
mind that this activity works on the same principle 
as intelligence services, which are essential to 
support decisions at the government level, but it is 
diff erent in the sense that Competitive Intelligence 
uses only legal sources of information and legal 
methods in its work. This understanding of the 

very substance of Competitive Intelligence is what 
diff erentiates us from the majority of authors, whose 
concept of Competitive Intelligence o� en verges on 
some sort of “external” form of Business Intelligence 
combined with a strategic analysis.

Liebowitz (2006) states that the research of the 
organization SIS International Research (Klein) conducted 
among the Competitive Intelligence professionals in 2004 
demonstrated that the item with the highest added value in 
Competitive Intelligence is strategic planning.

The foregoing implies that corporate Competitive 
Intelligence, when understood in theory and 
applied in practice, “makes predictions for the 
future”. 

It is in this, and only this, sense (1) that 
Competitive Intelligence is signifi cant for 

a company.
This means that the information received has to be 

enhanced, in a process called intelligence analysis 
(Bartes, 2011), with an added value that transforms 
it into real intelligence – i.e. the already mentioned 
prognosis that forms the basis for strategic decisions 
of the company’s top management. 

In general, Competitive Intelligence is subject to 
the following requirements:
a) to recognize, in a timely manner, the company’s 

key problems arising from the business 
environment,

b) to secure possible solutions to these problems 
from an intelligence standpoint.

For our concept of Competitive Intelligence, we 
shall fi rst defi ne the scope (2) of its activities:

Competitive Intelligence is a methodical 
complex, in this application intended for 
commercial purposes, that serves as a tool of 
corporate management in the preparation of 
materials instrumental in making strategic 
decisions.

It can apply to innovations, investments, future 
company direction, developments in markets, 
sectors, customers, competition, business partners 
etc., see Kocmanová, Dočekalová (2011).

The preceding remarks now permit to defi ne 
our understanding of the Competitive Intelligence 
concept (Bartes, 2010): 

Competitive Intelligence is a systematic, creative, 
and ethical application of intelligence-gathering 
methodology and other key methods, which utilizes 
teamwork to...
• collect and identify symptoms, data, and/or information 

sources
• analyze the symptoms, data, and collected information, 

complete these materials, evaluate their signifi cance, and 
organize them into evidence of some developments 

• from the available information, hypothesize plausible 
changes (predictions of future states) and evaluate their 
benefi t in terms of the associated evidence and costs to 
ascertain the eff ectiveness of these changes,

• prepare intelligence reports to support the decision making 
process of corporate management.
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It should be noted in this connection that, 
for a decision maker, information becomes an 
advantage (weapon) only when he is able to turn 
it into intelligence, in other words to recognize its 
importance as an opportunity to gain, or create, 
a competitive advantage for his business.

RESULTS
Introducing Competitive Intelligence into 

a business operation has its pitfalls. If this 
undertaking is not to become a one-time venture 
but a systematic activity, it is necessary to create 
appropriate human, organizational, and physical 
conditions. For example, an important factor is 
the size of the company and the resources it can 
allocate to this endeavor. The company’s economic 
strength therefore translates into more options in 
introducing or running Competitive Intelligence 
as a way of charting the future development. It is 
a fairly complicated matter that requires to gather 
data and information, perform intelligence analyses, 
and propose a new strategies for business entities. 
Team work is obviously preferred. The devised 
strategy has to be both realistic and feasible, so the 
team should unite experts from diff erent fi elds 
germane to the given type of business. The team 
should be led by an expert – a methodical individual 
familiar with the Competitive Intelligence working 
plan as well as other measures used in this type of 
work. 

The work on a proposal how to introduce 
Competitive Intelligence in a company should start 
by clarifying one basic question:

Who will be the recipient of the outputs from 
this Competitive Intelligence system?

The answer to this question will determine 
the kind of intelligence (strategic, operational) 
the Competitive Intelligence unit will pursue. 
We further need to fi nd out WHAT it is that the 
recipients of the Competitive Intelligence reports 
actually need. This, in essence, is the issue of Key 
Intelligence Topics (3) – KIT, see Herring (2006), and 
Prescott, Miller (2001). Well defi ned intelligence 
needs are the starting point for a professional 
preparation and implementation of the entire 
intelligence process, or the full cycle of Competitive 
Intelligence. This means that the quality (precision, 
accuracy) with which the intelligence needs of the 
company’s top management are defi ned sets the 
standard for the contribution and importance that 
Competitive Intelligence will have in that company.

With the intelligence needs of the company’s 
top management defi ned, we can begin to propose 
a model for the implementation of Competitive 
Intelligence in a company.

The Competitive Intelligence function can be 
secured in the following manner:
1. By the company management as a team (suitable 

for smaller or small businesses), possibly in 

cooperation with an expert from some external 
organization.

2. By a professional Competitive Intelligence unit of 
the fi rm, instituted specifi cally for this purpose, 
in cooperation with both company personnel and 
external organizations.

3. By a company-contracted external organization 
(e.g. a college doing a research project, and the 
like).

4. By an appointed team of company employees 
under an expert guidance of a Competitive 
Intelligence specialist from an external 
organization, or a trained employee of the 
company’s Competitive Intelligence (CI 
Coordinator), or by a member of a professional 
Competitive Intelligence unit.

Depending on the preferred approach to secure 
the Competitive Intelligence function, it is necessary 
to defi ne how it will be implemented. However, 
before the management decides on the form of CI 
implementation, it should hold an introductory 
seminar with a discussion about the existing 
method of company management, especially in 
regards to critical situations that foreshadow every 
change in strategy. 

The management should understand that 
even being a supplier to another company is not 
necessarily forever, and that there has to be a plan in 
case that the relatively comfortable contract is lost. 
There should also be a corporate directive how to 
do this activity, which should not contain anything 
considered secret.

Forms of introducing Competitive Intelligence
The introduction of all modern methods from 

the category of “system application disciplines” into 
corporate practice follows a similar pattern. In this 
case we can use the experience from implementing, 
for example, a methodical complex called “value 
management” which, in the Czech Republic, is 
regulated by European standards.

These standards are ČSN EN 12 973 “Value 
management”, and ČSN EN 1325-2 “Vocabulary 
of value management, value analysis and function 
analysis – Part 1. Value analysis and function 
analysis”, which contain a set of activities that 
allow a company to conduct the development, 
implementation, and maintenance of a methodical 
process in an on-going manner.

The responsibility for CI implementation should 
be entrusted to a single individual. The program 
of CI introduction in an organization, per Dostál, 
Loubal, Bartes (2009), should include:
• Integration and preparation of a methodical 

procedure inside and outside the organization.
• Setting targets or indicators as needed to evaluate 

the results of actions taken.
• Projects or studies conducted within the CI arena. 
• Procedures for management-imposed measures 

in implementing the results of projects or studies.
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• Provision for a feedback mechanism regarding the 
CI results.

• Outlining the forms of possible cooperation with 
external organizations.
The actual process of CI introduction of should 

be, like the other system application disciplines, 
divided into three phases, see Dostál, Loubal, Bartes 
(2009):
a) Managerial preparation for the introduction 

of CI.
b) Personnel-oriented and professional preparation 

for the application of CI.
c) Organizational preparation for the implementa-

tion and practice of CI.

a) Managerial preparation
This phase of the process involves the following 

steps:
1. The management becomes familiar with CI.
2. Decision to implement CI in the company.
3. Forms of implementing and operating defi ned. 
4. Person responsible for the implementation and 

function appointed.

b) Personnel-oriented and professional 
preparation

This phase may involve the following steps:
1. Review of personal qualifi cations to work in a CI 

team.
2. Selection of qualifi ed people for this work, 

within the company or via an external search.
3. Training of the selected staff  in CI methodology 

and related activities.

c) Organizational preparation for the 
implementation and practice of CI

It should cover the following items:
1. Task assignment procedure.
2. Appointment of CI Team leader.
3. Task termination procedure.
4. Workers’ classifi cation system.
5. CI performance reward system.

When preparing to implement Competitive 
Intelligence, one should start with a basic insight 
proved to be true many times over in business 
practice (Fuld, 1995), namely the fact that the 
foundation of a successful information system is the 
corporate culture. 

This means that the system is based primarily on 
people. For a system of Competitive Intelligence to 
be truly functional (benefi cial to the company), it 
must be, per (Fuld, 1995), based on the following 
three fundamental principles:
1. Stability.
2. Long-term perspective.
3. Involvement.

The employees of every business represent 
a wealth of knowledge and valuable information 
about the competition. The task of securing 

(capturing) the necessary data or information calls 
for building a wide-spread corporate information 
network so that the relevant data could be 
gathered within the company (this is normally 
the task of Business Intelligence). Creating a so-
called “intelligence map of the company” helps 
accomplish that task. In corporate practice, the task 
is handled with the assistance of an intelligence 
audit.

Conducting an intelligence audit:
a) Classifi cation of workers by their expertise: 

technology, design, economy, trade, human 
resources, etc.

b) Preparation of diagrams (maps) of knowledge for 
each specialty, department, etc.

c) Defi nition of a formal way to store data, 
information, knowledge.

d) Defi nition of a diff erentiated access to stored 
information for individual users.

An essential part of the Competitive 
Intelligence integration in a company is its 
protection, encompassing the legal, technical, and 
organizational aspects as well as personnel, security 
and counterintelligence.

DISCUSSION
From the practical experience of implementing 

the Competitive Intelligence service in businesses, 
it can be said that the results, or benefi ts, of this 
work to the company depend, to a large extent, on 
the caliber of its top executives or, more precisely, 
what type of managers they are. In corporate 
practice, we o� en meet the managers who want 
to know “everything” (sic) about a given problem 
(but in fact are not sure WHAT they want). It is also 
possible to encounter managers who are woefully 
unprepared to make use of the materials proff ered 
by Competitive Intelligence. The situation is 
much better with those managers who understand 
the importance of the outputs coming out of 
Competitive Intelligence units and try to articulate 
their informational needs (for example by defi ning 
the KIT) in a mutual interaction with the leaders of 
the Competitive Intelligence unit.

The most frequent mistakes made when 
companies introduce Competitive Intelligence

When implementing a Competitive Intelligence 
system in practice, one should be aware of some 
pitfalls and errors that the management and the 
employees tend to make. The most common ones, 
sometimes contradictory, are the following:
1. The senior and/or the middle management of the 

fi rm distrusts the CI outputs.
2. Top company management harbors an unrealistic 

perception grounded in the belief that this unit 
will handily resolve all the company problems 
(like a superman, the company’s one and only 
master of all trades).
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3. Minimal eff ort of the CI staff  to work with the 
primary data sources.

4. Most of the CI workers’ time is spent attending to 
operational tasks instead of producing materials 
for strategic decisions of the company’s top 
management.

5. Inability to make the most of all the advantages 
and possibilities that CI off ers (utilization of its 
entire intelligence potential).

6. In many cases, the CI unit output (fi nal report, if 
it is prepared) represents a synthesis rather than 
analysis. This signifi es that the result extracted 
by intelligence analysis, i.e. the precious added 
value, must be created (typically by a fairly 
sophisticated proces) and not only compiled 
from the collected data.

7. The fi nal report o� en does not address the 
possible upcoming moves of the competition 
(in a hypothetical form), and the assessment of 
their potential impact on business developments 
as it pertains to business sectors, competitors, 
suppliers, customers, and our business as well. 
The report should also propose our possible 
responses to the competitors’ moves.

8. A premature (and therefore usually 
inappropriate) purchase of an expensive 
intelligence so� ware.

9. Uncritical adoption of modern “western” 
methods without suffi  cient knowledge and/or 
assurance of applicability.

10. Top management fails to create favorable 
conditions for a successful deployment of CI 
activities (education, training, provision of 
equipment, instruments, resources, etc.)

CONCLUSION
The above-described model of implementing 

the function of a Competitive Intelligence unit in 
corporate practice was followed in four companies. 
It took, on average, three months to implement 
the model. The results, in the form of documents 
generated to support the strategic decisions of the 
company’s top management, began to show in 
the next fi ve to six months a� er the CI had been 
introduced.

During this time, it was already possible to collect 
a large amount of information about the competitive 
activities gleaned from the company sphere of 
interest, and subject it to an intelligence analysis, see 
Bartes (2011). Therea� er, it was possible to generate 
the fi rst intelligence reports that served as a basis 
for corporate strategic decisions, thereby reducing 
the risk inherent in making those decisions, see 
Martinovičová et al. (2010).

Competitive Intelligence plays an important role 
in the corporate management’s preparation to make 
strategic decisions that would create new conditions 
to ensure the company’s future prosperity in the 
unforgiving business environment. It is considered 
to be one of the most powerful perspective weapons 
in management’s hands.

SUMMARY
It happens very o� en in business practice that the management, in an eff ort to quickly secure the 
services of a Competitive Intelligence unit, is prone to make a number of mistakes and errors. These 
missteps are conducive to a dramatic decline in the quality of results produced by that unit. The 
failure to meet the set objectives usually leads to a dissolution of this CI unit. Yet these incidents could 
be prevented and the desired level of Competitive Intelligence activities achieved in an eff ective, 
goal-oriented manner. The author considers his concept of Competitive Intelligence as a system 
application discipline (like value analysis or value engineering) to be the starting point in addressing 
the problem, which is why he works with his own defi nition of Competitive Intelligence.
In dealing with the challenge of a practical implementation of Competitive Intelligence in a company, 
the author relies on the standards ČSN EN 12 973 and ČSN EN 1325-2. He then presents his own 
proposal for the process of implementing Competitive Intelligence in a company. It starts with a list 
of the ways how a company can secure the Competitive Intelligence services. A� er deciding on the 
method of securing this function, it is necessary to choose the method of actually implementing 
Competitive Intelligence in the company. The author then proceeds to provide a list of essentials that 
every program of Competitive Intelligence implementation should have.
The actual process of implementing a Competitive Intelligence program consists of three phases, 
which are: 1. Managerial preparation for the introduction of Competitive Intelligence. 2. Personnel-
oriented and professional training for the application of Competitive Intelligence. 3. Organizational 
preparation of the implementation and practicing of Competitive Intelligence.
The author asserts that a particularly risky part of the process of bringing Competitive Intelligence 
services to a company is the attitude of the corporate top management toward the Competitive 
Intelligence activities, especially toward the outputs from these activities and their value in 
making strategic decisions. In Discussion, the author points to common mistakes in implementing 
Competitive Intelligence as observed in his own experience. 
The model of Competitive Intelligence implementation in corporate practice mentioned in the article 
has already been followed in four companies. The implementation took an average period of four 
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months. The results in terms of generating documents for strategic decisions of the company’s top 
management began to show in the period of the next fi ve to six months.

Footnotes:
1. We believe that particularly this ability of the company is one of those that diff erentiate the 

successful enterprise from the unsuccessful one.
2. The prerequisites of Competitive Intelligence as a separate specialty were stated in publication 

(Bartes, 2010). 
3. A successful activity of the Competitive Intelligence Unit in corporate practice requires a systemic 

control of the process to determine the intelligence that the company management needs. This 
process has to be based on a bilateral communication between the company management and the 
Competitive Intelligence Unit leadership for the purpose of defi ning the real intelligence needs. 
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