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A successful MI program builds its 

high impact on a tightly networked 

strategy. The old truth “it’s not what 

you know, it’s who you know” very 

much applies to running an MI 

program that makes a difference. 

Indeed, the Global MI Survey 2011 

indicated that companies with 

world class MI do not have more 

resources than the rest, but their 

intelligence organization is simply 

more networked and works closer to 

management.

A case study featuring T-systems 

reveals how a Market Intelligence 

program can be run as a service 

center. 

EXECUTIVE SUMMARY
The intelligence organization consists of five distinct elements that may 
take different forms in different companies depending on the level of cen-
tralization vs. decentralization of the intelligence program on one hand, 
and in-house resourcing vs. outsourcing on the other.

• MI leadership: The owner / sponsor of the activity and the one/
ones who are responsible for steering and managing the daily 
operations

• MI team: A centralized, functional or local MI team or a 
combination of several, that serves the MI users in the 
organization.

• The external information source portfolio: A standard, regularly 
used portfolio of information sources for which there is typically 
also a predetermined budget

• Internal MI network: MI users that in addition to receiving 
intelligence deliverables will also share their own insight either 
randomly or as part of their job role

• External information source network: The informal network of 
sources that the internal MI network has

At world class levels, sponsorship for MI exists in the top management, 
and the head of MI is one of the most networked people in the company. 
People working in the MI team are well trained and seen as trusted advi-
sors to management. An established internal network of MI users and 
expert teams is continuously engaged in the MI activity, and analysis is 
being done close to decision making. An external network of information 
sources has been solidly established for cost efficiency and optimized 
quality of deliverables

Intelligence Organization – Leveraging Human 
Networks and Information Sources for High Impact 
Market Intelligence

GIA White Paper 1/2012 
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The term “Market Intelligence” used in this paper refers to an understanding of the present and future business environment by using the 
intelligence process to provide decision-making support. Terms such as competitor analysis, technology analysis or customer insight will be 
used under the overarching term “Market Intelligence”. “Market Intelligence” should be seen as synonymous with concepts such as Competi-
tive Intelligence and Business Intelligence.

TABLE OF CONTENTS
EXECUTIVE SUMMARY ��������������������������������������������������������������������������������������������������������������������������������� 1
1� INTRODUCTION  ���������������������������������������������������������������������������������������������������������������������������������������3
1�1 EVOLUTION OF THE INTELLIGENCE ORGANIZATION ��������������4
1�2 ORGANIZING THE DAILY WORK IN THE INTELLIGENCE 
PROGRAM ������������������������������������������������������������������������������4
2� SETTING UP A HIGH IMPACT INTELLIGENCE ORGANIZATION ���������������������������������������������������������������������� 5
2�1 MARKET INTELLIGENCE LEADERSHIP ����������������������������������5
2�2 THE MARKET INTELLIGENCE TEAM ��������������������������������������6
2�3 THE STANDARDIZED NETWORK OF EXTERNAL INFORMATION 
SOURCES ��������������������������������������������������������������������������������6
2�4 THE INTERNAL MARKET INTELLIGENCE NETWORK ���������������7
2�5 CENTRALIZED VS� DECENTRALIZED INTELLIGENCE 
ORGANIZATION �����������������������������������������������������������������������8
2�6 OUTSOURCING VS� IN-HOUSE RESOURCING  ����������������������9
3� CASE T-SYSTEMS: RUNNING A MARKET INTELLIGENCE PROGRAM AS SERVICE CENTER ����������������������������11

G
IA

 W
hi

te
 P

ap
er

 1
/2

01
2



GIA White Paper 1/2012  Intelligence Organization – Leveraging Human Networks and Information Sources for High Impact Market Intelligence    3

G
IA

 W
hi

te
 P

ap
er

 1
/2

01
2

1� INTRODUCTION 
“Intelligence organization” refers to the people and information resources that make the 
intelligence process happen. Appointing someone as the owner of the corporate intelligence 
activity typically is the starting point of forming an intelligence organization, but the person 
needs an MI team, information sources, and an internal MI network to support their work. 
Exhibit 1 illustrates the elements in an intelligence organization. We will briefly introduce them 
below, and explain the evolutionary path that an intelligence organization typically follows after 
its initiation.

1. At the heart of an intelligence organization is the MI leadership – the owner of the activity 
and the one/ones who are responsible for steering and managing the daily operations. 
Organizing the leadership of the intelligence program is the natural first step on the MI 
development path.

2. The MI leadership will set up an MI team as next. In many of today’s lean organizations, 
this does not necessarily mean increasing headcount, but the company may engage in 
cooperation with external partners to organize the ability to centrally serve the MI users in 
the organization.

3. The MI team will have to set up a portfolio of external information sources that will be used 
in producing the deliverables the MI users need. This source network refers to standard, 
regularly used sources for which there is typically also a predetermined budget available.

Exhibit 1�  An intelligence organization is the combination of internal and external resources 

(human resources and sources of information) that runs the cyclical intelligence process
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4. The MI users in the organization make up an internal MI network that, in addition to being 
at the receiving end of information delivery, will also contribute to the intelligence process 
by sharing their own insight. 

5. The MI users each will have a network of own contacts outside of the organization that 
makes up their personal information source network, even if a very informal one.

1�1 Evolution of the Intelligence Organization

In a relatively typical scenario, it takes up to 6 months from the MI leaders to set up the MI team 
and the initial information source network. Another 6-12 months is often spent on establishing 
the initial network of internal MI users, some of which will be very active contributors to the 
intelligence process, while the majority will remain mostly at the receiving end. Finally, a 
company usually needs to run its intelligence program for at least 1-3 years or more before the 
informal external source network, i.e. the personal networks of the MI users really starts to 
contribute to the intelligence process. This is because it takes time to root the newly established 
intelligence activity in the organization by delivering valuable output, marketing the program, 
training the users and essentially engaging them in the activity. Only then will the internal MI 
network start leveraging their personal external networks for intelligence purposes.

1�2 Organizing the Daily Work in the Intelligence Program

Managing an intelligence program and conducting the daily work typically involves many of 
the same people, yet their roles may vary. While the MI owner rarely takes part in conducting 
the regular intelligence work, the Head of MI, despite leading the intelligence program, may 
also be regularly performing hands-on business analysis and writing reports, depending on 
the resourcing of MI. Exactly how the roles and responsibilities will be divided in managing and 
conducting the intelligence work will typically depend on

• the size of the company
• its industry
• its geographical location
• the degree of centralization vs. decentralization of the intelligence program
• the degree of outsourcing the work
• and, finally, the ultimate budget allocated for the intelligence work.
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2� SETTING UP A HIGH IMPACT INTELLIGENCE 
ORGANIZATION

2�1 Market Intelligence Leadership
 
THE OWNER/SPONSOR
By the time the intelligence organization is established, the scope of the intelligence activity 
should ideally be already defined. With the purpose, primary target groups and key topics of 
the intelligence program determined, the owner and budget holder of the activity should be 
rather easy to define: If the primary goal of the intelligence activity is to serve strategic decision-
making, the Head of Strategic Planning may be a natural owner for the function. On the other 
hand, if the key driver of the intelligence activity is more tactical such as directly supporting 
sales, the Head of Sales might be best positioned to own the intelligence program and its 
budget. 

The scoping exercise of the intelligence activity has probably already directed the program 
towards where the low hanging fruits are: Where the greatest impact and benefits can be 
achieved in relation to the planned investment. This cost-benefit analysis, even if implicit and 
informal, should be the primary driver for determining the corporate function that will own the 
intelligence program in order for it to survive the future ups and downs in the corporate financial 
performance. The owner of an intelligence program that has been set up as an “internal luxury 
service” may find it hard to justify its existence during an economic recession, should the 
benefits of it be hard to demonstrate.

Along with the corporate function that will own the intelligence program, the seniority of the 
person who owns the program will also have an influence on its eventual impact: A management 
team member as the intelligence program owner can take the intelligence topics directly to the 
top, influencing the corporate strategy, while middle managers will likely need to regularly put 
time and effort into first getting access to the C-suite and only then influencing the corporate 
decision-making.

MANAGING THE MARKET INTELLIGENCE PROGRAM
There is no one correct way of organizing the daily management of an intelligence program. Here 
are two typical roles that exist in many successful intelligence programs:

1. Appointed Head of MI, leading the internal MI team. 
• Ideally, the person responsible for running the daily MI activities possesses qualities 

that are typically associated with any individual in leadership roles: A networked 
person who generally enjoys the trust of people around them and has the credibility to 
lead an educated discussion about strategic topics in a variety of business areas. The 
person is preferably knowledgeable enough about Market Intelligence as a topic, yet 
does not need to have hands-on experience about all details involved in carrying out 
the daily intelligence work. Many successful MI Directors have even been appointed to 
their roles without any prior experience in MI at all.

• The right type of person has a persuasive style and uses it to smoothly market the 
intelligence program both towards top executives and to interest groups around 
the organization. Regardless of how the intelligence program has been organized, 
managing it also involves managing a network of external service providers (or 
prospective ones), which calls for not only social abilities, but also negotiation skills, 
general knowledge about the information industry, and strategic thinking. Lastly, as 
the intelligence program will only be successful in the long run if it delivers what the 
organization needs, the discipline will be needed to execute on promises.



2. A steering group may be appointed to the MI activity that prioritizes the identified MI needs, 
confirms the usage of resources, and tracks progress of the intelligence program vis-a-vis 
the set targets. The steering group should involve not only the MI owner and the Head of 
MI, but also some of those that are actively conducting the daily intelligence work (either 
internal or external people depending on the organization of the work), potentially coupled 
with representatives of corporate functions that the intelligence program is designed to 
serve in the first place. The steering group may only be meeting one to a few times per year, 
depending on what is deemed meaningful in each company. 

2�2 The Market Intelligence Team

The role of the MI team is to fulfill and manage the expectations of the MI users and to gather 
feedback from them, conduct internal marketing & training about Market Intelligence-related 
topics, activate the internal MI network, manage the content production in-house and by 
external resources, and own the intelligence portal and other tools. Typically, the core MI team 
are either full time business analysts and MI managers, or have something else as their job 
title but devote a significant part of their regular work on serving the organization’s intelligence 
needs. 

Traditionally, intelligence programs have been set up by determining the key intelligence topics, 
naming an owner for the program and letting them gather a group of people around them to 
assist in collecting and processing the intelligence that the company requires. The intelligence 
teams have been groups of in-house business analysts and intelligence professionals that 
deal with requests that decision-makers from around the organization send them. Headcount 
has been the primary success factor for the intelligence team: The delivery capability of the 
intelligence program has been directly dependent on the number of analysts available for 
working on an assignment.

2�3 The Standardized Network of External Information Sources

More recently, outsourcing and offshoring arrangements have emerged as novel ways of setting 
up intelligence teams, further boosted by the trend of companies concentrating on their core 
business and reducing fixed costs especially from the headquarter functions. As a result, few 
companies hire only in-house analysts anymore to carry out intelligence assignments. Rather, 
a modern intelligence team is often a combination of internal and external resources such 
as in-house professionals, external partners on a long term contract, as well as continuous 
subscriptions to various information content services. In addition to these resources, flexible 
ones will be used that respond to seasonal or irregular peaks in the number and quality of 
intelligence assignments.

Hence the relationship between the internal MI team and their external source network is a 
symbiotic one. Both elements will need each other, while the setup of the combination may 
evolve over time based on what is the most fruitful and cost-effective way of organizing the 
whole.

Whatever the division of work will be between the internal MI team and the standardized 
external network, active management of the information source portfolio and the work of the 
external partners is an integral part of the internal MI team’s role. Secondary information 
sources vary in content, format, cost, user interface, information retrieval methods and technical 
connectivity, and all of these aspects need to be considered when determining which sources 
the internal MI team will be regularly using.
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Furthermore, no parts of the intelligence work should be outsourced without the internal MI 
team being prepared to manage the outsourced work: Communicating the needs, offering 
guidance, arranging check points and meetings with internal stakeholders, and giving feedback 
where appropriate. This way, the internal MI team’s role is to make sure that the organization 
will get the most out of the investment.

IDEAL SKILL SETS OF THE MARKET INTELLIGENCE TEAM
Whereas the Head of MI ideally is a good leader and a highly networked person with insight 
to the company’s business, for the analyst team the ideal characteristics are somewhat more 
task-oriented: Skills such as analytical ability, project management, online research, synthesis 
and report writing are in high demand. That being said, the primary challenge for many of 
today’s analysts and information professionals is to combine these two and become internal 
consultants and trusted advisors to the management. This is the only way to raise the profile of 
the intelligence program to a truly appreciated partner to senior management: Executives will 
need to experience value in not only receiving analytical reports but also in brainstorming their 
ideas and leading high quality discussions with the members of the intelligence team.

2�4 The Internal Market Intelligence Network

The internal network of intelligence users and contributors consists of virtually everyone in 
the organization who has a stake in the intelligence program. The network will not be formed 
spontaneously, however, but it needs to be facilitated actively, and the head of MI with the 
support of the MI team will handle the job. 

The internal intelligence network should be built utilizing the existing structures of the 
organization, as the entire program earns its mandate from the existing business lines and their 
intelligence needs. An “inner circle” of the intelligence network, as illustrated in Exhibit 2, is 
typically formed by those involved in performing the regular intelligence work and those that 
serve as the nodal points in different business units for the intelligence program development. 
Additional contribution to the intelligence program is obtained from dedicated expert groups.
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Exhibit 2�  The different roles of the internal MI network members



GIA White Paper 1/2012  Intelligence Organization – Leveraging Human Networks and Information Sources for High Impact Market Intelligence    8

G
IA

 W
hi

te
 P

ap
er

 1
/2

01
2

The internal MI network should ideally be collected into an expertise database, to be maintained 
in the intelligence portal. This way, names of experts in various topics can effectively be 
communicated to the organization.  At the same time, the intelligence organization becomes 
increasingly live and approachable, as names are put to faces. 

In addition, the internal intelligence network can be expanded into focus groups of experts 
around specific topics that may cross unit boundaries: Some people might start focusing on 
certain competitors, others on specific customer segments, and still others on the development 
of strategically relevant technologies.

RECRUITING INTERNAL MARKET INTELLIGENCE NETWORK MEMBERS
Everyone wants to have good spokespersons and contributors to their newly established MI 
program, but how to find and engage them? The following guidelines may help in the process.

1. Identifying potential network members
• Look for genuine interest in Market Intelligence and a willingness to commit to 

contributing to both content and networking with the rest of the MI users
• Look for enthusiasm rather than particular skills; Being part of the inner circle of an MI 

network is more about engaging people in working for common goals than being an 
expert in MI

• Take some time to meet potential members face-to-face, introducing the intelligence 
program and getting that necessary commitment

• Build the MI network one by one. One active member is better than several passive 
ones, and an enthusiastic member generates  the best internal marketing an 
intelligence program can get.

2. Prepare an internal marketing elevator pitch for recruiting enthusiastic contributors to the 
intelligence program: Explain the purpose, target groups and deliverables, and point out 
the personal benefits for the potential network members.

3. Once the MI network has been established, have regular meetings with it
• Once a month or once a quarter may be a good frequency, depending on the company
• Face to face meetings are best, yet a combination of occasional live meetings and 

regular phone/net meetings works fine. 

4. Reward the members for their participation in the intelligence program 
• Set targets and measure progress using the company’s normal performance steering 

and evaluation system

2�5 Centralized vs� Decentralized Intelligence Organization

Traditionally, establishing corporate intelligence programs has been the responsibility of either 
the global or regional headquarters of a company. This is because the activity often serves 
strategic planning, marketing and international business development in particular, and the 
budgets to support such functions tend to be centralized. 

However, as the intelligence program matures and public recognition for it increases in the 
organization, typically the responsibility for producing intelligence deliverables will be spread 
among a larger group of people. Hence the activity becomes increasingly decentralized, and 
local units may start producing their own deliverables that better respond to the local or product 
area specific needs. This type of decentralization is also a means of ensuring that as many 
people in the organization as possible will be tasked and perhaps incentivized to keep their ears 
on the ground for weak market signals and emerging trends.
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The evolution of an intelligence program may also travel the other way round. Sometimes it is 
in the local units that the systematic intelligence efforts have been initiated, and the activity is 
gradually adopted at the regional or global level in an effort to avoid redundant work, coordinate 
purchases, and leverage the activity for the benefit of a larger user base.

The best way of building up the intelligence organization eventually comes down to the 
very purpose and target groups, i.e. Scope of the intelligence program: A highly centralized 
organization with up to hundreds of in-house business analysts involved in the activity may 
make sense if the intelligence program exists to serve mainly corporate level goals. On the other 
hand, if the company runs very different businesses that may even have separate individual 
intelligence programs, a decentralized model will work best. There are also ‘best of both 
worlds’ types of examples where an MI team handles the synergistic tasks and runs a common 
intelligence portal, while each business unit also have their own analysts conducting the very 
unit-specific intelligence work.

2�6 Outsourcing vs� In-house Resourcing 

Organizing the intelligence program entails making decisions not only about centralizing vs. 
decentralizing the activity, but also about whether some of the activities should be outsourced 
or performed in-house. The below list describes activities that are typically considered by 
companies as something that can be outsourced.

• Collecting information from external sources
Monitoring news, blogs, websites and analysis reports will typically be outsourced. Increas-
ingly, companies are also looking to outsource the management of their entire information 
source portfolio in the interest of optimizing subscription costs.

• Structuring information 
While IT tools already provide some help in structuring the regular flow of information, much 
of the work still needs to be done manually, and many companies consider that this activity is 
best outsourced. Examples of outsourced deliverables may be company or industry profiles, 
regular sales leads reports, or monthly industry briefings.  

• IT tools for MI
Despite the initial interest of many companies to tweak existing corporate IT tools to also 
serve MI purposes, many have realized that developing and maintaining such in-house tools 
is so resource-consuming that the company’s internal resources are best used elsewhere. 
Hence IT tools is one of the typical areas where outsourcing takes place. 

• MI process set-up
Especially companies with little previous knowledge about the intelligence processes and 
tools typically consider using external help in establishing the intelligence program. With 
the increasing maturity of the profession, however, it is also typical for a company to hire an 
experienced MI executive from another company to build up the capability, once the mandate 
has been given by the management.

• Additional viewpoints and methodologies from outside of the own company
Many companies see value in engaging external consultants in the high level analytical work: 
Outsourcing strategic analysis may bring in additional analytical viewpoints, validation of in-
house analysis, and specific methodological skills such as scenario planning or war gaming. 

Outsourcing different corporate processes has become commonplace not only in large 
global organizations, but increasingly in smaller companies as well. So much so that some 
organizations are already reversing the process and insourcing some activities that they have 
learned are too complicated, costly or risky to manage with external partners involved.  
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Managing intelligence programs is not an exception. However, as with all outsourcing 
arrangements, outsourcing intelligence activities can be done in a high quality manner, or 
less so. The key success factors of running sustainable, mutually beneficial outsourcing 
relationships in the area of Market Intelligence are 

• An appointed in-house manager of the intelligence program that serves as the daily 
contact point between the companies

• Well defined intelligence requirements that the deliverables continuously respond to
• Commitment on both sides to continuously nurturing the outsourcing relationship: 

Long term outsourcing arrangements have been researched to have the tendency of 
gradually leading to ‘sloppiness’, the resulting drop in the quality of deliverables, and 
the eventual termination of the relationship.
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3� CASE T-SYSTEMS: RUNNING A MARKET 
INTELLIGENCE PROGRAM AS A SERVICE 
CENTER

Interviewed for this case article was Henning Heinrich, VP Market Intelligence at T-Systems that 
is Deutsche Telekom’s corporate customer arm. T-Systems’ annual revenue in 2010 was EUR 9.1 
billion.

Running an intelligence program as a service center essentially means that you’re running a 
business within business� It’s not exactly the most typical approach to organizing MI� How did 
you end up with such an organizational model for MI?

“At the time of establishing MI like this in 2004, we had reached the conclusion that MI as we 
knew it was necessary; however it was simply inefficiently organized. There were redundancies, 
overhead costs felt high, synergies were not utilized, collaboration was limited and last but not 
least, the quality of MI processes and deliverables was not top notch either. 

In addition, as there are great differences in the internal clients’ budgets for MI, e.g. sales is a 
large buyer while financial services is way smaller, we felt that the service center model would 
be the most justified approach to serving different customers with a fair relative intensity. This is 
also a very demand-driven way of organizing MI: Sales tend to have the most pressing demands 
for MI support, hence they also consume (and pay for) most of our time.”

So how does the service center organization look like?
“We established a service center with initially 6 full time MI professionals. By now the model has 
proven its viability by surviving already 2 or 3 organizational restructurings, and our headcount 
has also increased to 15 full timers. Our little “company” has two teams, one that runs regular, 
standardized deliverables and populates the portals where we store and disseminate our 
deliverables. Then there’s a Business Analysis team that is working mainly on special hot topics 
one project at a time. My own primary role is being a sales person internally, meeting internal 
clients and also seeing over that our resourcing works smoothly. “

You’re running a business within T-Systems� Aren’t there also administrative activities involved 
in addition to performing your core tasks in providing high quality MI for your clients?
“That’s right, and this organizational model in MI is therefore not for very small companies. 
We’ll need to write proposals, keep track of project progress with various professional project 
management tools, invoice clients, run client surveys, and so forth. We also need resources for 
purchasing and partner management, as we’re complementing our own capabilities and easing 
out peak workloads with the help of external consultants, information sources and freelancer 
networks. (Obviously we are reselling these services to our internal clients, adding our own 
service fee on top of the purchase price.) As well, one could consider actively managing our 
deliverables portfolio as administrative work.”

Sounds like you’re running a dynamic team and business� How does the future look like for your 
“MI company”?
“We’ll need to remain competitive of course, seeking the “win-win” opportunities with our 
clients. We are all the time on the same line with external MI vendors, hence we’ll need to 
prove ourselves for our internal clients each time we engage in a new project. And indeed, 
already before: Our business analysts aim at being on top of new MI initiatives already when 
they emerge, which requires that we’ll concentrate on our core consultative approaches with 
our internal clients and try to outsource non-core activities to the extent that’s possible and 
meaningful.
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As for revenue, the parent company Deutsche Telekom represents a huge growth potential for 
us, which we plan to address step by step.”

Any key success factors or challenges that you’d like to mention?
“This is something that all MI professionals would agree on: In order to ensure smoothly 
running intelligence assignments with as few surprises as possible, one cannot stress the initial 
clarification of the needs and project goals too much. This is especially true when we’re running 
a business within business: Poor needs analysis, project specifications and expectations 
management at our end may well result in the project making a loss for us.

As well, to optimize our own efforts, we use the same client segmentation principles as any 
business would do, and we also try to balance our pre-sales efforts so as not to do too much 
of unpaid work up front. We like to push frame agreements with regular clients and also push 
standardization of deliverables where it makes sense. For the benefit of both our clients and our 
own marketing, we try to especially focus on projects that drive direct and measurable business 
impact.

In brief, we are trying to run a professional and successful business that will generate return on 
the MI investment for our clients.”
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