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Int roduct i on
We have moved from the make-and-sell logic of the
Industrial Era to the exponential ecosystems of the
Digital Era. Industry boundaries are blurring, new business
models are taking over, jobs, companies and industries
are vanishing – your competitive advantages have evershortening shelf-lives.
In addition, there is an exponentially growing amount of
market data from new digital sources that combine with
the widening and expanding business ecosystems you
need to understand. In the Digital Era, market intelligence
is more crucial than ever for any company to succeed. You
need it to move forwards faster and in a direction different
from that of other players, and to find growth opportunities
through market creation, instead of playing a zero-sum
disruption game.
Relevant and accurate market intelligence is the basis of
informed decision making – or what we at M-Brain would
call Informed Leadership. It is also a function that benefits
from the innovations and the new mindset digitalization
has brought about. In this white paper, we will explore how
digitalization has affected market intelligence and why it
is important to take notice of these changes. We will also
introduce the concept of Smart MI, which is our approach
to making market intelligence smarter with digitalization.

SMART MI
Powered by
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Dig it al i z at i on defi ni t i ons a nd
tren d s i n rel at i on to m a rket
inte l l i g e n ce

Terminologies and definitions around
digitalization are manifold and sometimes
quite complex. When it comes to market
intelligence as part of business, we’ve made
a three-fold division:

1

Digitization is about changing information from

2

Digitalization is about digitalizing roles,

3

Digital transformation is about digitally

analog to digital form. Most organizations have
done this.

Digitalization of market intelligence is about
making market intelligence an enhancing part of the
organization’s digital transformation. On the data and
analytics side, digitalization of market intelligence is about
moving from intelligence (What happened?) and diagnostic
analytics (Why it happened?) to predictive (What will
happen?), and ultimately to prescriptive analytics (What
should be done? How to take advantage of this predicted
future?). Similarly, market intelligence users are moving
from general slowly produced information that looks at
the past to real-time data with easy access and multiple
possibilities for personalization.

interactions, processes from analog technologies
to digital ones – it is about applying digital
technologies to provide new revenue and value
producing opportunities; it is the process of moving
to a digital business. Most companies are now busy
doing this.

transforming business and strategy – it requires
organizational change as well as implementation of

digital technologies. Most companies have a
desire to get here – and some are afraid of it.

DIGITAL
TRANSFORMATION

DIGITALIZATION
DIGITIZATION
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Digitalization trends
that affect market
intelligence
From AI to VR, from cobots to crowdsourcing, from selfservice analytics to digital storytelling – there are multiple
digitalization trends affecting and enabling advancement of
market intelligence. In our opinion, these five trends are the
most fundamental market intelligence digitalization trends
currently:
1.
2.
3.
4.
5.

Data-as-an-asset
Digital biases
One platform utopia
Human + Machine hybrid
Back to school.

Data-as-an-asset
There’s more and more data available, and it is easier and
more cost-efficient to collect and analyze. Many companies
seek to gain more value from data – even getting a
competitive edge from an innovative way of utilizing data.
However, some thinkers claim it is actually becoming
harder and harder to gain advantage from data. Julian
Birkinshaw and Jonas Ridderstråle (2017) talk about the
paradoxes of progress, most of which are related to data
and “the end of the Information Age”.

·· The more we know, the less we
understand. We are linear people and companies
exist in an exponential reality when it comes to
data, innovation and competition. Every day when
we wake up and walk to the office, we are a little
bit more stupid than the day before. A company
needs to develop its capacity to cooperate across
the ever-widening ecosystem and to have diverse
debates with a deadline. The company needs to
make technology its friend: to invite AI to be part
of management meetings, and to have cobots
supporting daily hybrid decision-making processes.
·· The more we connect, the less we
can predict. It’s VUCA 2.0. (VUCA = volatility,
uncertainty, complexity, and ambiguity). Making
sense of the enormous trend space is harder than
ever – our operating environment is full of wild
cards, black swans, unintended consequences and
feedback loops. Companies can’t predict the future.
Instead, they need to assume responsibility for
creating it. This requires new types of landscape
and scenario analysis and the help of real-time
information. Although there is more data than ever
to base plans on, organizations need to avoid “the
more unpredictable things become, the more plans
we need to make” trap.

The more we know, the more we have to
believe. It’s a constant battle between intuition and
data, as well as between emotion and information. If we
were making textbook decisions, we would gather all the
evidence, apply logical reasoning, and end up with a clear
judgement. In reality we have an intuitive viewpoint, which
helps us to reach a judgment, and then we seek evidence
that supports it. Companies need to be aware of biases,
and they must bring diversity of perspectives into their
decision-making processes. There is no need for the full
data set, it’s ok to be ignorant of details – but be sure to
have a trusted and legitimate expert to summarize relevant
information.

© 2019 M-Brain I www.m-brain.com 6

M-Brain White Paper I Smart Market Intelligence

Digital biases
Biases and general laziness in human thinking have been
widely acknowledged and fueled by Daniel Kahneman’s
groundbreaking studies on the topic. Unfortunately,
digitalization brings about new kind of biases that affect
decision-making and the utilization of market intelligence.
This is shown by false beliefs and biases such as:
·· “Finally, our judgments are data-driven
as we have access to all data” – Market
intelligence is much more than efficient data
collection and processing enabled by digital tools.
At worst, this bias turns into self-feeding big data
hording and cleaning. As Michael J. Mauboussin has
noted: “Typical decision makers allocate only 25%
of their time to thinking about the problem properly
and learning from experience. Most spend their
time gathering information.” Digitalization increases
the availability and amount of data, and expands
analytics options – and in the worst case, it reduces
the decision-maker’s thinking time even further.
·· “With this AI-based tool, we get the best
decisions” – High quality decision making can’t be
outsourced to a machine. Full stop.
·· “With our AI-enabled analytics, we are
entering bias-free decision making” – Don’t
let machines fool you. They, too, have biases. After
all, AI is mostly based on us teaching the machine,
which means that human judgement errors are
transferred to them.

One-platform utopia
Most companies and business people dream of “that one,
unifying tool, for all our business and market data”. It
would be on-demand, mobile, real-time, with a great user
interface and experience. This is, however, a far-escaping
dream. In reality, we are getting into what Kevin Kelly calls
“remixing” of data formats, sources and technologies,
datafication, and the Internet of Everything. Technological
solutions and trends come and go – just review Gartner’s
Hype Cycles and Magic Quadrants – although the current
consensus is for open standards, instead of proprietary or
specialized technologies.
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Human + Machine hybrid

Back to school

Technology has been an enabler for business ever since the
industrial revolution. With sophisticated digital technologies,
AI being one of the hottest of them now, expected impacts
vary from “AI as a business problem-solver” to singularities
like “machines taking over from humans”.

The most important trend in digitalization of market
intelligence is the need for continuous learning; the needs
of competencies are drastically changing. The World
Economic Forum urges organizations and individuals to
seek continuous uptraining, “establishing a system that
would allow every employee to devote significant time –
every week, every month or every year – to acquiring fresh
skills”.

Paul Daugherty and James Wilson (2018) talk about the
3rd wave of business transformation, adaptive processes,
where digitalization leads to symbiosis between man and
machine. Technology is complementing and augmenting
human capabilities, and humans and machines collaborate
while improving business performance. Daugherty and
Wilson call this “missing middle” as only a few companies
have understood the possibilities of this symbiosis.
Most companies still consider technology and human
performance in separate silos.
Many opportunities to take business performance to totally
new and improved levels are missed when, for example,
in market intelligence digitalization is seen as choosing
“the right” software solutions, Instead, the available
technologies should be seen as enablers, tools that
analysts, decision-makers can use. As Eric Siegel (2018)
puts it, you should not lead by software selection – it
should be the team skills that come first.

Heads of leading companies are loudly promoting this
life-long learning approach. Microsoft’s Satya Nadella
summarizes it: “Don’t be a know-it-all. Be a learn-it-all.”
Nokia President Risto Siilasmaa leads by example. He
went back to school himself to become AI-educated, and
based on his experience he shares “The Five Steps to AI
Competence” template for others to follow.
In market intelligence it is not enough to just have worldclass analytics skills – the digitalizing world requires
to an increasing extent deeply human-only skills like
empathy and ability to collaborate in exponentially
growing ecosystems. We are moving from “know-how” to
“know-who”.

DIGITAL
TRANSFORMATION

Way towards Smart MI
DIGITALIZATION
DIGITIZATION

LEVEL 5:

WORLD CLASS
LEVEL 4:

DIRECTOR
LEVEL 3:

COORDINATOR
LEVEL 2:

BEGINNER
LEVEL 1:

FIREFIGHTER
Digital collection of
intelligence without
adequate filtering,
leading to information
overflow. Digital
storage and efficient
dissemination is not
yet in place.

Basic storage of digital
records emerges and
information collection
passes through basic
filters. Intelligence
distribution is partly
digital through
e-mail.

Digital collection
of intelligence is
sophisticated but
limited to a few
aggregating sources.
Dissemination of
intelligence is
primarily based on
digital channels.

The intelligence process
and collaboration is
fully supported by
digitalization. Analysis
is to some extent
automated, using
information from
internal data and
external big data
sources.

Intelligence collection
from a wide range of
big data sources is
to a large extent
automated. Analysis
and recommendations
are supported by
advanced predictive
tools.
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M ar ket i nte ll i ge nce se rv i ce
process an d d igi t a l i z at i on
The creation of market intelligence, like many other organizational processes, is often
visualized in the form of a cycle. Our approach at M-Brain is no different. We see that
well-functioning market intelligence consists of the following eight process steps:
FEEDBACK &
DEVELOPMENT

UTILIZATION
& BENEFITS

SHARING &
REPOSITORY

OBJECTIVES
& NEEDS

MI SERVICE
PROCESS

ANALYSIS &
SYNTHESIS

RESEARCH
METHOD

DATA COLLECTION
& ANALYTICS

DATA
STORAGE

As you can see, the market intelligence process has already
been infiltrated by digitalization; almost all steps are a
combination of digital tools and human intelligence. In some
process steps digitalization holds a very significant role,
while other steps are still dominated by the human brain.

USERS

To take a slightly different perspective to the different
steps of the market intelligence process, we can also
distance them from the cyclical form and group them
under three different themes: users, data, and analysis:

DATA

OBJECTIVES
& NEEDS

SHARING &
REPOSITORY

UTILIZATION
& BENEFITS

DATA
STORAGE

FEEDBACK &
DEVELOPMENT

DATA COLLECTION
& ANALYTICS

A N A LYS I S
ANALYSIS &
SYNTHSIS

RESEARCH
METHOD
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This can be useful when considering how to best develop
further our market intelligence.

for collecting, managing, distributing and visualizing data
have significantly improved over the last years.

Based on work we have done with our customers, we
have tried to identify topics that our customers would be
particularly happy with, as well as topics that make them
most distressed. Here is a short summary of the current
state of affairs in the market intelligence process, as our
customers see it.

What still creates a challenge is that data often remains in
silos. Despite tools, combining data from multiple sources,
internal and external, is challenging, and the sentiment is
that too much time is spent on gathering and cleaning of
information. The huge increase in the volume of data poses
significant challenges to most organizations, despite the
many developments in automated data handling.

Users
When it comes to users, what’s most positive is that they
usually have a genuine desire to develop the organization’s
market intelligence function. They understand its value and
show an interest in data-driven decision-making. When
users have a clear strategy and objectives, they are also
able to clearly formulate what sort of information and
analysis they require.
As for challenges, it seems that users are not good at
sharing data systematically, and as a result, data is not
equally available to all users. Feedback from users is often
difficult to get, and in general the user needs and focus
areas vary a lot within an organization, making it difficult
for MI professionals to prioritize the identified information
needs. And what’s perhaps most alarming, it is not unusual
to see users basing their analytical decisions on something
other than proven information.

Data
Data is a theme within which digitalization has already
stepped in to make much of the work easier. Data
collection has already been automated and there are new
possibilities for personalizing data deliveries. Overall, tools

Analysis
Analysis is the area that seems to offer the most room to
innovative thinking. What’s exciting here is the realization
that it’s possible to really “think outside the pie-chart” and
use digital tools to create new kinds of analytical methods
and visualizations. There is a lot of open data that can be
combined with other collected data to form new types of
analytical insights which, in turn, form the basis for better
informed business decisions.
Many of the challenges in the analysis phase of market
intelligence are caused by the ever-present lack of
resources. It is essential to build new analysis capabilities
and to train market intelligence professionals, but that
takes time. In addition, resources are needed to identify
the most useful analytical tools, and to develop the best
ways to utilize them. Another analysis-related issue is the
often occurring feeling that the approach is still not futureoriented enough and that it sometimes suffers from the
poor quality of data brought on by its excessive volume.
However, there’s more to the digitalization of MI than just
using it to streamline the process. In addition to actual
digital tools and innovations, we feel that it requires thinking
of market intelligence as a service by which information is
created in an intelligence ecosystem, not simply by smart
individuals or tools. This is where Smart MI steps in.
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Int rod uc i n g S ma rt MI
Now that we know the challenges
associated with the traditional market
intelligence process, the question is how to
overcome these challenges and take our
market intelligence to the next level. Our
answer is the Smart MI concept.

What is Smart MI?
Unfortunately, Smart MI is not a magic tool, an
all-encompassing platform or a super-intelligent machine.
We have not been able to come up with a solution that
would guarantee MI perfection and ultimate happiness.
Instead, it is a unique approach which strives to utilize
collaboration between stakeholders within the market
intelligence process, and the symbiosis between human
and machine intelligence, to help you make the most of
your market intelligence function.

In our vision, the various stakeholders in the MI process
will come together and collaborate in a new way – the
resulting intelligence ecosystem will be able to leverage
all the players in your intelligence network to gain and
share valuable information and insights. This will also
bring a diversity of perspectives into your decision-making
processes.
We also envision a symbiotic relationship between man
and machine. As we know, not everything can or should be
digitalized, but it is indisputable that digital solutions can
work wonders in many areas of the market intelligence
process. What we want to create is a hybrid intelligence
process where human and machine will complement each
other in the best possible way.
Together, these two aspects will create a hybrid, a
collaborative intelligence ecosystem. In essence, Smart MI
aims to unlock the full potential of people, processes and
technologies in your organization.

USERS
OBJECTIVES
& NEEDS

UTILIZATION
& BENEFITS

CUSTOMERS
PLATFORMS

MI
ECOSYSTEM

DATA
SHARING &
REPOSITORY

CULTURE &
LEADERSHIP

FEEDBACK &
DEVELOPMENT

PERSONNEL
DATA
STORAGE

SOLUTIONS
ON
DATA COLLECTION
& ANALYTICS

INFORMATION
FLOW

A N A LYS I S
PARTNERS
PARTNE
ARTN
ANALYSIS &
SYNTHSIS

RESEARCH
METHOD
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How do we get there?
Service design and process management methodologies
are used as a theoretical basis for our Smart MI model
and thinking. Theoretical methodologies are supported by
semi-structured qualitative interviews, quantifiable online
surveys, and disciplined collaboration with key people at
your organization. The core of this project is to analyze how
well your organization’s MI service process and ecosystem
succeed in improving your performance in innovation
and leadership, decision making and efficiency, i.e. speed,
flexibility and cost.
In our lean solution, the six-week project starts with
the MI Service Process and Ecosystem Map analysis in
which we utilize online surveys and interviews with key
stakeholders in your company. Based on the results a long
list of development items and needs will be created. In the
second phase M-Brain will analyze your Smart MI gaps and
potential in terms of assessment of your MI competitive
performance. This creates the grounds for the third
phase where we will design your Smart MI roadmap. A
collaborative work will produce a validated Smart MI Road
Map with 5 key milestones, a re-designed Ecosystem Map
including a list of potential partners.
M-Brain will also take care of you while you are
implementing the 5 most important roadmap steps. After
six months we will check if the process is advancing as it
should and whether you have benefited from the Smart MI
approach.

Getting started
To help you get started on this transformational journey,
we have identified some best practices for implementing
the most beneficial qualities of digitalization into your MI
process. By addressing these issues, we believe that your
organization can already take a significant step forward in
making your market intelligence smarter.

personalization of MI deliverables and the production
of more actionable insights. In the organization at large,
people should be encouraged and trained to use data. It is
also important to understand and develop the way people
use the insights produced by MI professionals.

Data
Out of the three themes, data stands out as the one
where most improvements can be made in the transition
to Smart MI. This is perhaps only natural as so much of
digitalization’s benefits relate specifically to data.
When it comes to collecting data, the data analytics team
should have several roles and profiles, and the collection
and analysis of useless data should be eliminated. In the
world of data storage, data silos as well as old data sources
pose a significant problem, but it is interesting to consider
whether we can ever totally get rid of silos – or whether
we even must. Access security can also pose a significant
challenge. Some of our clients have resolved this challenge
e.g. by using a single sign-on solution.
It is also important to share and present the data in an
efficient and user-friendly way. This would ideally be
done through multiple media, including mobile options.
Personalization and customization should be encouraged
here too, as well as the use of automation and self-service
tools to save time.

Analysis
In the field of analysis, the possible contribution of
digitalization seems rather scarce. However, we
recommend keeping in mind some general consideration
which could help in making analysis smarter. First of
all, companies should understand the transformation in
their business environment and new players in the field.
Moreover, internal and external data should be combined.
Lastly, forward-looking measures should be stressed.

Users
Concerning the user side of the MI process, there
are several measures which could be implemented.
Regarding the work of MI professionals, these measures
include increasing social listening to understand different
target groups and striving for better prioritizing and

© 2019 M-Brain I www.m-brain.com 12

M-Brain White Paper I Smart Market Intelligence

Be aware
As the amount of data has increased, so has the need for
data security and privacy issues, as well as data quality and
management issues. New tools and platforms bring about
a lot of time savings and efficiency into our daily work, but
are we ready for this new era?
The possible obstacles are various, including lack of data
competency and opportunity, data security and privacy
issues, a different understanding of span and control,
the need to redefine relationships with existing partners,
stakeholder resistance, and many more. Development
of employee's skills, and acquiring, cultivating, and
retaining skilled employees is more important than ever.
In addition, as the pace of development is decisive,
software development, coding, and agility should be part of
everyday tasks.

It is not just the data and the analysis, but also the
ecosystem is one of the key elements of success
in adopting Smarter MI. Assembling an appropriate
ecosystem around products or solutions is an essential
part of business. In order to rise to the next level, it’s
very important to redefine relationships with existing
partners, and to seek new types of partners, relationships
and multivendor solutions. And do not forget stakeholder
change management!
For sure, there will be difficulties along the way as
we strive to transform the whole paradigm of market
intelligence in our organizations. Therefore, committing to
doing the hard work and having the mindset of constant
development is crucial in adopting Smart MI. At M-Brain,
we strongly believe that the destination is worth the
journey. And we can also help, every step of the way.

CONSIDER THESE OBSTACLES WHEN BUILDING SMART MI
·· Data competency and opportunity
·· Different understanding of span and control
·· New collaborative development environments
·· New types of partners, new and/or different relationships
·· Defining looser, nimbler, cheaper, and collaborative relationships
·· Change resistance
·· Reviewing end-to-end proprietary supplier approaches
·· Security, privacy
·· Integration, support, and mitigation of legacy infrastructure
and systems
·· Real-time versus batch data, data storage, and
perishable data
·· Change and transitions, the need for continuous
organizational learning and to continually reinvent ourselves

= SM

+
ART M

I

© 2019 M-Brain I www.m-brain.com 13

M-Brain White Paper I Smart Market Intelligence

Con c l u s i o n
Harward Business Review noted that it has been a
common trope that 80% of a data scientist’s valuable
time is spent simply finding, cleaning, and organizing
data, leaving only 20% of time to perform analysis. How
could this be turned around? How could we concentrate
more on analysis and produce real information to support
decision-making?

“Typical decision makers
allocate only 25% of their time
to thinking about the problem
properly and learning from
experience. Most spend their
time gathering information.”
Michael J. Mauboussin,
“Think Twice”

·· Are you overestimating the possibilities of
digitalization? Are you underestimating the impact
of organizational culture, required competencies and
process changes?
·· Are you willing to experiment, to build-measurelearn …fast?
Digitalizing market intelligence is so much more than just
digitalizing market research or choosing the right tool
or platform. It is about changing the whole mindset and
fostering a new way of utilizing market intelligence in an
organization.
To fill this gap in the current market, we at M-Brain
have launched our own initiative on market intelligence
digitalization. We can help you rethink your whole market
intelligence ecosystem, from users to partners, from
platforms to customers, and we can help provide the
solution to the difficult questions of what to digitalize
and how to do it. With our decades-long experience and
in-depth expertise in market intelligence, we will make
sure that you will succeed in making the most of your
market intelligence. Contact us to learn more!

Digitalization could be at least part of the solution to this
fundamental problem. For example, proper data gathering
and analytical tools can help save time, which can then be
better spent doing deeper analysis.
So, do you want to start re-thinking your market
intelligence? Are you ready to scout the possibilities
digitalization might offer? To start, ask these questions
concerning your current market intelligence process:
·· Consider each element in the process and ask: do
we need this?
·· Can this be digitalized vs. Should this be digitalized?
·· How do you benefit from digitalizing this? What are
the opportunities it opens up?
·· Should you adopt ecosystem thinking and transition
from know-how to know-who?
·· Are you considering different perspectives, including
those of intelligence users, intelligence professionals
and IT?
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Direction through change

Why, what and how to
digitalize?

Why, what and how to build
an intelligence ecosystem?

Why, what and how to
develop user experience?

·· What can be digitalized?
·· What should you digitalize?

·· What can be included into an
intelligence ecosystem?

·· What are key elements of
MI user experience?

·· What are the concrete next
steps to take you forward?

·· What should you include into
an intelligence ecosystem?

·· What are the key elements
for you?

·· What are the concrete next
steps to take your ecosystem
forward?

·· What are the concrete next
steps to take you forward?

TO THE READER

This white paper provides you with insights on how you can make market intelligence
smarter in your organization. It explains how the market intelligence process and ecosystem
are entwined, and how an optimal combination of the two can be used to unlock the
full potential of people, processes and technologies. This paper also uncovers the role
digitalization has in creating a smart intelligence ecosystem and in making your market
intelligence more effective.
We hope you enjoyed reading this white paper. If you want to learn more about M-Brain
intelligence solutions, please visit our website.
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