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Abstract 
 

Abstract 

This report combines theoretical and empirical findings to create a holistic framework for 

market oriented practices within professional service firms. Changes in the business 

environment of technology consultancy firms, has developed a need to adopt more structured 

procedures in assessing the market place and in responding, both through external activities 

as well as through internal optimization. An assumption was made that the market orientation 

concept was of relevance in addressing this need. 

A qualitative empirical investigation was conducted at a large professional service firm 

mainly operating within the construction consulting industry in Sweden. 

The result provides a conceptual framework for practising market orientation, based largely 

on empirical findings, which in the conclusion is summarized into a model to visualize the 

interconnection of the different parts of market orientation. 

The framework developed is ‘The Market Orientation Model’ which is made up four stages; 

(1) ‘Assess Current State’ in which the goal is to understand the current state of the firm; 

current market, current services and current competences. (2) ‘Collect Intelligence’ where the 

collection of market intelligence, using a set of different processes, about the needs and 

demands of current, new and internal customers should be gathered. (3) ‘Create Insight’ 

which is the process of identifying the Market Potential or the Market Demand through 

processes of organization wide dissemination and analysis of the gathered intelligence. (4a) 

‘Create Response Initiative’ where the aim is to create new, or develop existing service 

offerings to meet the demand or need of the market. (4b) ‘Create Sales Initiative’ which is the 

initiation of a sales attempt of existing services to new or existing customers. 

The model creates a summarized picture of what constitutes market orientation and how it 

can be adapted to an organization. It can be used to create a standardized approach for an 

entire organization in building a market oriented firm. By continuously following this model 

in a market oriented firm, greater alignment with market should be achieved. 

  



Sammanfattning 
 

Sammanfattning 

Denna rapport kombinerar teoretiska och empiriska resultat för att skapa ett helhetstäckande 

ramverk för marknadsorienterad verksamhet inom professionella tjänsteföretag. Förändringar 

i dessa företags omvärld har utvecklat ett behov av att införa mer strukturerade rutiner för att 

bedöma marknaden och genom både marknadsinsatser och interna processförbättringar möta 

dessa förändringar. Ett antagande gjordes att marknadsorientering var ett relevant koncept för 

att bemöta detta behov. 

En kvalitativ empirisk studie genomfördes på ett större professionellt tjänsteföretag på den 

svenska teknikkonsultmarknaden med inriktning mot byggbranschen. 

Resultatet består av ett konceptuellt ramverk för marknadsorientering, som till stor del bygger 

på empiriska resultat. Detta sammanfattas i en modell för att visualisera kopplingarna mellan 

de olika delarna av marknadsorientering. 

Ramverket benämns som "The Market Orientation Model" som består av fyra steg; (1) 

"Utvärdera aktuellt läge" där målet är att förstå den nuvarande situationen för företaget, den 

aktuella marknaden, nuvarande tjänster och nuvarande kompetenser. (2) "Samla information" 

med målet att samla in marknadsinformation om befintliga, nya och interna kunders 

tjänstebehov med hjälp av en uppsättning processer. (3) 'Skapa insikt’, som är processen för 

att identifiera marknadens potential eller efterfrågan genom processer för organisatorisk 

spridning och analys av informationen som erhållits i steg två. (4a) ’Bemötande’ där syftet är 

att skapa nya, eller utveckla befintliga tjänsteutbud för att möta efterfrågan eller behov på 

marknaden. (4b) 'Försäljningsinitiativ’ där man skapar en riktad säljinsats av befintliga 

tjänster till nya eller befintliga kunder. 

Modellen ger en sammanfattad bild av vad som utgör marknadsorientering och hur den kan 

anpassas till en organisation. Det kan användas för att skapa ett standardiserat 

tillvägagångssätt för en organisation att bygga ett marknadsorienterat företag. Genom att följa 

denna modell inom ett företag bör en bättre anpassning till marknaden uppnås.  
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1 Introduction 

 

The highly competitive marketplace of today has led knowledge intensive business service 

firms to seek new ways of maintaining high revenue. Many companies within professional 

business services on the Swedish market have been acquired by foreign companies in 

attempts to create benefits of scale. This development has implications for the working 

procedures of such firms and with it comes need for structuring operations and increasing 

internal efficiency to maintain benefits of scale. It seems natural that firms face challenges of 

acting as single organizations towards customers considering the sheer amount of services 

offered and the increased complexity of projects. 

Technology advances at an increasing pace, rendering yesterday’s solutions useless today, 

means that knowing what customers want tomorrow poses a grave challenge. In order to 

compete on the global arena, professional service firms will need to work more structured 

both in the external activities as well as in the internal development of processes and 

communication. Finding out what customers want in a structured way, creating 

corresponding services efficiently and making sure they reach a broad market is likely to 

provide companies with the competitive advantage they seek to maintain. 

 

1.1 Purpose 

The purpose of this study is to provide working procedures that enable a firm to be more 

effective in its interplay with the market, both in terms of providing customers with the right 

services as well as in adjusting the service portfolio to suit the needs of current and future 

markets. 

By creating a greater understanding of the marketplace a firm should be able to increase both 

the value for the customer as well as increase revenue and maintain competitive advantage. 

This chapter will give a contextual background to the necessity of this study and introduce the reader 

to the purpose and objectives of the thesis. It will also provide an introduction to the area of market 

orientation and define its cornerstones. These cornerstones will provide the basis of the theoretical 

and empirical research of this thesis. 

. 



Introduction 
 

 
2 

1.2 Research objective 

The research objective of this thesis is to generate a framework for tools and working 

procedures in the form of processes that will enable a firm to create a greater competence in 

selling and adjusting to the market. This will be done by investigating the concept of market 

orientation and how it can be used to facilitate this goal. 

These processes are to be visualized in a model providing an overview of the 

interconnections between the different processes and how they integrate to form a holistic 

way of responding to the market. 

 

1.3 Assumptions 

Going into this research, a number of assumptions have been made: 

 Being able to respond to changes in the market, and being able to offer complete 

service solutions, will be of increasing importance in creating competitive advantage 

in the context of the researched firm as the number of competing firms is decreasing 

but the their size and technical competence increases. 

 The market orientation concept contains a subset of skills a firm needs in order to 

maintain competitive advantage, high revenue and operational excellence. 

 Excellence within the concept of market orientation is a good starting point for being 

able to maintain revenue and prosperity in the firm. 

 Knowing your current market is a necessity for being able to know what part of the 

market to evaluate in relation to the current services, in order to seize the opportunity 

of your current service offerings, as well as understand how you can develop your 

service offerings to meet future demands of the market. 
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1.4 Delimitations 

The scope of the empirical research has been limited to one specific organization. The 

organization is a knowledge intensive organization mainly conducting projects delivered as 

services to their customers. The empirical study has been conducted at the headquarter of the 

investigated firm, and will therefore not contain any input from other offices apart from 

financial data, a delimitation that was chosen due to time and budget constraints. 

As the model presented in this thesis is supposed to be a general model that can be adapted to 

other organizations the thesis does not aim to describe what actually constitutes value for a 

customer. It only describes a model to be able to identify customer needs and potential and 

how to leverage this knowledge. 

How the actual process of transforming a market insight into a new offering or marketing 

approach is conducted is only discussed briefly. The main focus is rather put on how the 

market insight can be created. 

This study is delimited to providing a framework for processes and tools that can be used in a 

firm. It does not provide a thorough plan but rather some of the antecedents for such an 

attempt. 

1.5 Background 

As stated in the Assumptions, section 1.3, it has been assumed that market orientation 

excellence is a good starting point in maintaining competitive advantage. Below, the area of 

market orientation will be introduced to create a foundation for the continued research. 

A number of empirical studies during recent years have confirmed a relationship between the 

degree of market orientation of a firm and their financial performance (sales, market share 

and profitability) (Raaij and Stoelhorst, 2008, Cano et al., 2004, ). It has also been shown that 

businesses delivering services benefit more from being market oriented than businesses 

within the manufacturing industry (Cano et al., 2004). 

Two definitions of market orientation have been most widely adopted within this research 

area. Kohli and Jaworski (1990) defined market orientation as 

“[...] the organization wide generation of market intelligence pertaining to current and 

future customer needs, dissemination of the intelligence across departments, and 

organization wide responsiveness to it.” 
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and Narver and Slater (1990) say that market orientation 

“[...] consists of three behavioral components – customer orientation, competitor orientation, 

and interfunctional co-ordination – and two decision criteria – long-term focus and 

profitability”. 

These two definitions complement each other in the way that Kohlis and Jaworskis definition 

is more focused on the processes supporting a market oriented firm, while Narver and Slaters 

definition puts emphasis on the behavioral focus of the firm. Kohli and Jaworski (1993) find 

that market orientation in a firm is facilitated by top managers’ emphasis on the importance 

of market orientation. Inter-departmental connectedness is also shown to improve market 

orientation. 

Narver et al., (1998) later refined their definition of a market orientation as 

“[...] a culture committed to the continuous creation of superior value for  customers  that 

manifests  itself  as  a  set  of  cross-functional  processes  and  activities directed at creating 

and satisfying customers through continuous needs assessment.” 

From these definitions it is concluded that market orientation entails (1) market intelligence 

generation (market information), (2) dissemination of the intelligence across the organization, 

(3) responding to it in a way that creates value for the end customer, which is ultimately 

supported by (4) a market oriented culture within the organization. 

Moreover, as described in the Assumptions of section 1.3, it has been assumed that (5) 

knowing your current market is also an antecedent for market orientation. Knowing your 

current market is necessary to be able to assess the needs and wishes of your customers. The 

understanding of the current market and competences is required in order to know what kind 

of market you should be monitoring and what potential of responding to market demand you 

have. 

On the basis of the presented theory and made assumptions (marked 1 to 5 in the two 

paragraphs above), a model has been created, see Figure 1, of what constitutes the building 

blocks of working as a market oriented company. 
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Figure 1. Building blocks of market orientation 

To make use of the model presented above, one would have to understand what the different 

building blocks consist of. This study will describe previous published research and empirical 

findings within these areas in order to generate a conceptual framework for creation of tools 

and working procedures in the form of processes that will enable a firm to work in a market 

oriented manner.  

As an attempt to describe the difference between a firm that is market oriented and one that is 

not, the following table has been developed. We believe that no company that survives for 

more than a day completely lacks market orientation. All companies are to some extent 

market oriented, but what separates market leaders from struggling companies is how well 

market oriented practices are carried out. 
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Table 1. Comparison between a Market Oriented and non-Market Oriented firm 

Market Oriented firm Non-Market Oriented firm 

 

 Is aware of the composition of its 

market 

 Works systematically in retrieving 

market intelligence 

 Develops products and services 

based on market demand 

 Is able to address information to 

the relevant entity within the firm 

 Is able to distinguish relevant from 

irrelevant market information 

 Knows how to respond to market 

changes and customer demand 

 

 

 Is unaware of the composition of its 

market 

 Works in an ad-hoc manner in retrieving 

market intelligence 

 Tries to find a suitable market for 

developed products and services 

 Information is not handled in a 

structured manner 

 Is unable to distinguish relevant market 

information from irrelevant. Experiences 

information overload 

 Unsure how to respond to market 

changes and customer demand 
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2 Method 

 

2.1 Primary Sources 

2.1.1 Observations 

In an exploratory study it is of great importance that a deep insight into the operations of the 

investigated company is held by the researcher. Through annual reports, participation in 

internal educational programs and departmental meetings this knowledge was obtained. The 

authors conducted most of the study situated in an open-plan office environment that allowed 

discussion with employees in a casual manner. 

As a method of assessing the current access to historical financial data, and its usability, an 

empirical evaluation of this data was conducted. Historical sales data for the last five years 

was imported into a software program for business intelligence, Qlikview (see References). 

For assessing the usability of the data, the number of departments used for evaluation was 

reduced to five, which were the same departments as for which interviews were to be 

conducted. Observation of  

 the distribution of customers by customer type and customer sector as well as  

 distribution of projects by service 

were conducted at a department level. Complementing this observation with interviews with 

department managers made it possible to draw conclusions regarding the usability of the data 

in a market analysis context. 

This study will use the theoretical body of knowledge within the field of market orientation 

complemented with a case study of a large professional service firm in the construction consulting 

industry in order to present a general model for working as a market oriented firm. 

An explorative approach to both the literature search and empirical investigation has been adopted. 

The chapter below will present the methods used to find useful information including observations of 

the firm, a survey, interviews with the department managers as well as through already published 

research within the field of market orientation. 
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2.1.2 Survey 

In order to create an overview of the market orientation within the firm, a survey was sent out 

to the 32 department managers in one of the regional offices of the company. The survey was 

designed primarily using the MARKOR framework, complemented with a few statements 

from the MKTOR framework; these frameworks will be described in the Theoretical 

Framework under section 0 in this thesis. The selection of MARKOR as the primary 

framework for the survey was based on its theoretical construct of market orientation which, 

to a large extent, is congruent with the definition adapted in this thesis, see section 1.5, 

Background. 

To increase the likelihood of department managers responding to the survey, the amount of 

statements was cut down to 12 and questions were somewhat rephrased to fit the context of 

the company. The statements that were kept aimed at giving an indication of the intelligence 

collection, intelligence dissemination, responsiveness and market orientation culture of the 

firm - which has been concluded to be the cornerstones of market orientation in the 

Introduction of this thesis. 

A link to the survey was sent out via email to the 32 department managers. The respondents 

were assured of their anonymity. 20 responses were received, yielding a response rate of 62.5 

%. The survey in its entirety can be found in ‘Appendix 6 – Survey Results’. 

 

2.1.3 Interviews 

An empirical investigation was conducted using nine semi structured interviews during the 

initial part of the project so as to provide a general picture of the work procedures and 

structure of the organization. These were primarily conducted together with department 

managers in order to gather deeper knowledge and understanding of the sales process, the 

organization and tools supporting it and the market assessment practices involved in sales 

planning. 

The semi structured nature of the interviews enabled the authors to deviate from the agenda 

in order to more clearly interpret key factors in the sales process and to further investigate the 

effects of the current setup. The interviews gave the authors of the report an insight into the 

current degree of market orientation practices. ‘Appendix 2 - Interview Framework’ contains 

the questions that were used in the interviews, though in each interview only a selection of 
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these questions were used to steer the interviewee. All interviews were recorded for future 

reference. 

The interviewees were chosen from the pool of department managers and a few 

complementary interviews were conducted with key personnel holding staff positions. In total 

nine interviews were carried out, five of which were conducted with department managers. 

Department managers were chosen to represent the diversity of business areas present within 

the organization. Two interviews were carried out with employees from accounting in order 

to get better insight into the financial data available. One interview was conducted with an 

employee who had previously been involved in evaluating market intelligence sources for the 

firm. These interviews were of exploratory character. 

 

2.2 Secondary Sources 

Secondary sources that have been used for this thesis have mainly been in the form of 

published articles. 

Using the definition of market orientation adapted in this thesis, see section 1.5 Background, 

keywords to use in the exploratory research of available literature and published articles was 

decided. The article search was conducted using two different online search engines; KTH 

Primo (see References) and Google Scholar (see References). Some of the central keywords 

used to search for available literature in the first round of the literature research were: 

 Market orientation 

 Market analysis 

 Market intelligence generation 

 Market intelligence dissemination 

 Market responsiveness 

Abstracts for a number of articles from known business journals were read and, if deemed 

appropriate for the research area, the whole article was read. The articles that were found 

provided a good insight into the area of market orientation and by reading the articles and 

using the given references, a few more keywords for further search was found: 
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 Market orientation antecedents 

 Market orientation implementation 

 Market orientation measures 

The exploratory search for literature gave the authors an insight into the area of market 

orientation and surrounding areas. The theoretical framework to use in formulating the result 

of this thesis was then defined using the findings of the case study, extracting previous 

research results that had relevance in relation to the empirical findings.  
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3 Theoretical Framework 

 

As stated earlier, market orientation entails the process of gathering market intelligence and 

through a set of processes, grounded in culture, make use of it to create value for the end 

customer. Market orientation in theory is a rather well defined area, though not as much has 

been written on the practical processes that are needed to work market oriented (Gray, 2010). 

A study conducted by Gray (2010) suggests that the key to corporate success lies not in the 

number of processes that are implemented, but rather in how well they are implemented. The 

same study states that it is better to implement a few practices extremely well than to have a 

wide range of market orientation practices that are not as sophisticated. 

 

  

The introduction chapter resulted in a definition of market orientation; that it is constituted by 

‘Knowing Your Business’, ‘Intelligence Generation’, ‘Intelligence Dissemination’, ‘Responsiveness’ 

and ‘Culture’. 

This chapter will introduce the reader to the theoretical area of market orientation. It will provide an 

insight into the fundamental parts of working as a market oriented firm, which will later be 

incorporated into the final conclusions of this thesis. 

Previously published research within the five areas that constitute a market oriented firm according 

to the definition will be presented. Finally, a section presenting two methods for measuring market 

orientation will also be described, as these have been used in the survey conducted at the case firm. 

. 
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3.1 Knowing Your Business 

From the introduction, we have learned that, for professional service firms, it is of importance to 

work structured in satisfying customer needs and reaching a broad marketplace. 

This chapter will cover segmentation as a tool for overviewing the current operations and market to 

allow focused intelligence generation. 

 

Customer segmentation is a well-known method for organizations to be able to group their 

customers in segments that can be viewed as being more or less homogeneous in regards to 

certain parameters such as size, turnover, region or purchasing behaviour. The purpose of this 

is to be able to better target both marketing and services at certain subsets of the market, in an 

attempt to increase revenue. It can also be used to analyse trends in purchasing behaviour of 

different customer groups and detect where enhancements can be made, for example in the 

refinement of services. (Doyle, 2002) 

Another way to categorize customers is by their industry. There are several ways of doing 

this, and in most countries there is a standard for industry classification. In Sweden, the 

classification system used is called the SNI-code. The system is primarily used for the 

national accounting and for statistical purposes to see how the economy is developing within 

different sectors and industries. The SNI-code is a five digit number where the two first digits 

represent the main category for the organization and every following digit further detailing 

the categorization. The SNI-system is built upon the European Union classification called 

NACE which is identical down to the fourth digit, the fifth digit has been tweaked to suit the 

Swedish industry (SCB, 2009). The 2-digit NACE/SNI classification table can be seen in 

‘Appendix 1 - Industry Classification’ (Finnish Customs, 2009). 

All Swedish organizations are required to select an SNI classification based on their main 

economic activities. The categorization data for any organization is retrievable through a 

number of providers, sometimes for a fee and sometimes for free. This makes it possible to 

automatically categorize customers in a standardized manner, which is also aligned with the 

national accounting and statistics. 
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3.2 Intelligence Generation 

We now know that intelligence generation is an integral part of a firm that is market oriented. 

This chapter will introduce the next part of market oriented practices; gathering information about 

what actors on the marketplace desire. It will provide insight into what tools can be used and what 

input channels that are suggested within the theoretical field of intelligence generation. 

This will be complemented with the introduction of the PEST-analysis framework that can be used to 

discover relevant market factors to consider when analysing the market. 

 

Market intelligence is a broad concept that includes consideration of exogenous market 

factors that affect customer needs and preferences and current as well as future needs of 

customers. These exogenous factors include legislation, competitor actions, technology 

development and other environmental forces (Kohli and Jaworski, 1990). Seeking 

information beyond that regarding the firm’s own performance and position on the market, 

and instead focusing on how to help customers improve performance seems to provide a good 

base for greater market performance, according to Gray (2010).  In the research of Kohli and 

Jaworski (1990) it was found that the interviewees of the firms researched emphasized the 

importance of monitoring the development of your customers industries (not just your own) 

in order to understand how their preferences and needs could change in the future. It is 

noteworthy that much of the focus is put on that market intelligence should include 

anticipating future needs and not just to find current demands that you should try to meet. 

 

According to Gray (2010) successful companies gather market intelligence through a 

combination of 

“[...] scanning overseas  markets  for  new  developments,  talking to existing staff about 

perceptions of their firm and to new staff about perceptions of competing firms, attending 

trade fairs, being members of industry associations, and talking to competitors directly about 

market conditions“ 

3.2.1 Intelligence Generation Strategies 

Narver and Slater (2000) suggest four different intelligence generation-strategies for a firm to 

generate superior customer-value, which is the main goal of a market oriented firm as 
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presented in the Introduction. First they suggest a market-focused intelligence generation 

strategy, which is the focus of this report. Using this strategy, a firm would be focused on 

generating intelligence about customers’ current and latent needs as well as competitors’ 

capabilities and strategies. In addition to conducting market research using traditional tools 

for market-scanning, generating market-focused intelligence requires close collaboration and 

understanding of the customers through a continuous and close dialogue. 

Secondly, they propose generating intelligence through collaboration with other firms. 

Collaborating with other firms makes it possible to discover possibilities for creating superior 

customer value. The idea is that one individual firm will not possess the capabilities and 

human resources to develop new offerings completely on their own. By partnering with 

others, new ideas will be generated and the development of offerings can be made less 

expensive by utilizing the expertise within both of the collaborating firms. Gray (2010) also 

shows that better performing companies in their study were more prone to raise comments 

about such formal relationships. 

Thirdly, they suggest generating intelligence through experimentation. Essentially it is about 

allowing the development of new products that has not been specifically identified as 

demanded by the market. This is mainly important in a dynamic market environment where 

customers have a hard time identifying the potential of new technology. By experimenting 

with development of new offerings and keeping close watch on the market and customer 

reaction to these new ones you will be given meaningful insight into market demand. 

Finally, Narver and Slater (2000) suggest creating intelligence by committing to learning 

from experience. This includes using experience to optimize the processes within the 

organization to facilitate being able to create offerings of higher quality or reduced price. 

 

3.2.2 PEST-analysis 

A classic approach to collect market data is through the use of a PEST model. This model is 

used as a framework for conducting a market analysis, where each letter represents a category 

of generally relevant areas. The classical model incorporates political, economic, social and 

technological categories. There are many variations to the model, such as the PESTLE model, 

that incorporates legal and environmental factors in addition to the previous, though often one 

would be able to incorporate these factors in the original model, and as such maintaining the 
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simplicity of the model. Table 2 presents some inputs that could be considered in each area 

(Chapman, 2010). These are just examples; the idea behind the model is that the subject areas 

in themselves should act as reminders of what factors could be considered. 

Table 2. Exemplified inputs in the PEST analysis framework. 

Political Economic 

 Ecological/environmental issues 

 Current legislation home market 

 Future legislation 

 Regulatory bodies and processes 

 Government policies 

 Trading policies 

 Home economy situation 

 Home economy trends 

 Overseas economies and trends 

 General taxation issues 

 Seasonality/weather issues 

 Specific industry factors 

Social Technological 

 Lifestyle trends 

 Demographics 

 Consumer attitudes and opinions 

 Media views 

 Law changes affecting social 

factors 

 Brand, company, technology 

image 

 Consumer buying patterns 

 Competing technology 

development 

 Research funding 

 Associated/dependent technologies 

 Replacement technology/solutions 

 Innovation potential 

 Technology access, licencing, 

patents 

 Intellectual property issues 

 

 

3.2.3 Customer Intelligence 

Narver and Slater (2000) propose that market intelligence generation should focus on the 

current and latent needs of customers. Information that can be used to understand this can 

come from multiple places such as media, sales data etc. Maintaining a close customer 

relationship, speaking with the customers and listening to the challenges they are facing and 

the solutions they are looking for is an important part of this. This can be done in numerous 

ways e.g. through formal questionnaires sent out to the customers or by anyone in the 

organization coming in contact with the customers being receptive to customer feedback. 
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A study by Caemmerer and Wilson (2009) shows that customer feedback mechanisms 

developed in a branch or sub-unit of an organization gains more trust from the employees and 

middle managers as to their validity. They suggest that in order for organization-wide 

initiatives for customer feedback to be perceived as of relevance and basis for service 

improvements, middle management should be involved in the development of such practises. 

This would make the data collected feel more relevant and provide the possibility for middle 

managers to add evaluation parameters relevant for their department. Caemmerer and Wilson 

also suggest, based on their research, that internal networks and open discussion should be 

put in place in order for middle management to analyse customer feedback and what 

implications they should have on the offerings and practices of the organization. 

 

3.2.4 Summary 

To summarize, market intelligence is information about the surrounding environment that can 

be used to understand what role your specific firm has the potential to play in the 

marketplace. This could be information about your current customers, trends in the industry, 

competitors, legislations or the economy. Basically it involves anything that can give input on 

how you will be able to sell more of current offerings, adapt pricing of offerings or develop 

new or improved offerings to attract new customers. It is also evident that the need for 

processing of market intelligence may differ a lot. In some cases the market intelligence is 

very easy to act upon, such as when sales-leads are received by someone who knows the one 

responsible for that kind of service. In other cases the market intelligence might be harder to 

interpret and needs to be discussed and analysed in order to make sense. 
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3.3 Intelligence Dissemination 

From the previous section of this chapter we know that it is important to gather information about 

your market and its needs. 

This chapter will introduce you to one of the building blocks of a market oriented firm; the 

dissemination of market intelligence across the organization. The core of dissemination is to make 

relevant information reach individuals or departments capable of acting upon the information. 

It will provide guidance in defining a combination of dissemination processes that supports a market 

oriented firm. Two dimensions of dissemination processes, the process formality and the process 

direction, will be discussed to define a model of the combination of dissemination processes. 

 

Market intelligence dissemination is the process and extent of market information exchange 

within a given organization (Kohli et al., 1993). Kohli et al., (1993) note that attention should 

be given both to the horizontal dissemination of intelligence, meaning across department 

boundaries, as well as vertical dissemination of intelligence. It has been shown that having 

good inter-departmental relationships has a significant effect on the quality of intelligence 

dissemination (Kohli and Jaworski, 1990). 

Intelligence dissemination can be categorized into two types, formal and informal. The 

formal dissemination of intelligence is characterized by being verifiable and unspontaneous, 

while informal dissemination is characterized by being unverifiable and spontaneous. While 

informal dissemination of intelligence provides great openness and opportunities for 

clarification, it should be complemented with formal dissemination mechanisms as they tend 

to be more credible and verifiable. The formal dissemination of intelligence encourages the 

use of it, especially in cases where the intelligence is contrary to the receiver’s prior belief. 

(Maltz and Kohli, 1996) 

Combining different formal and informal dissemination mechanisms is therefore beneficial. 

Better performing companies supplement usual meetings, e-mails and intranets with internal 

magazines and newsletters about their surrounding market (Gray, 2010). 
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3.4 Responsiveness 

From the introduction we recall that a market oriented firm is one that is able to leverage the 

widespread knowledge of the market and translate it into actions. 

This chapter will introduce you to what theory states as useful practices in doing so, and how 

collaboration within the firm will enable the development of integrated services based on market 

demand. This topic will be briefly covered as the focus of this study is to provide a toolbox for 

becoming more aware of the surrounding market. 

Being able to utilize the gathered intelligence and put it into practice is important and it has 

been shown that better performing companies are faster at reacting to customer requirements 

(Gray, 2010). Jaworski and Kohli (1993) define the responsiveness as being a two part 

attribute concerning both the ability to plan actions based on market intelligence as well as 

the ability to effectively execute the actions. The responsiveness in not bound to certain 

departments within a firm, rather a market orientation demands responsiveness from all 

departments, as stated by Kohli and Jaworski (1990): 

“Virtually all departments - not just marketing participate in responding to market trends in 

a market-oriented company.” 

Kohli and Jaworski (1990) also state that antecedents such as interdepartmental conflict have 

an impact on the level of responsiveness to market intelligence. 

In the Intelligence Generation section of this chapter, it was described that one way to gather 

intelligence was through experimenting with the developments of offerings. It is worth noting 

that for experimentation to take place, this risk taking must be allowed by top management. 

Top management risk aversion was negatively correlated with the responsiveness of the 

organization (Jaworski and Kohli, 1993), an important part of a market oriented company, 

and managerial views that are accepting of failure in attempted programs is critical to 

enhance market orientation (Kohli and Jaworski, 1990). They conclude that in order to be 

responsive to market developments, there must be a willingness to assume risk. 
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3.5 Culture 

It has been indicated in previous chapters that culture plays a vital role in enabling a firm to 

embrace the market orientation paradigm. 

This chapter will briefly explain what constitutes a supportive culture as well as state what theory 

describes as antecedents of market orientation. 

The initial definitions of market orientation as well as other authors (Lichtenthal and Wilson, 

1992) highlight the importance of creating a supporting and motivating culture in attempting 

to create greater market orientation. This culture should incorporate values that support a 

view of market orientation as critical for the company’s success. 

In a study by Jaworski and Kohli (1993) it was shown that top management commitment and 

emphasis on market orientation had a positive effect on market orientation, including (1) the 

generation of market intelligence, (2) its dissemination across the organization as well as (3) 

the responsiveness of the organization. Jaworski and Kohli (1993) also found that 

connectedness amongst different departments is an antecedent of a market orientation 

company. It facilitates the market intelligence dissemination across the organization. 

Having reward-systems in place that reward employees based on building customer 

relationships was also strongly linked to market orientation (Jaworski and Kohli, 1993). 

Kohli and Jaworski (1990) also suggest that reward systems be revised to not only 

incorporate financial measures but at least to an extent be based on e.g. customer satisfaction 

and intelligence generation. This was confirmed in a later study by Ruekert (1992) that also 

noted that a market orientation within the company is fostered by recruiting market oriented 

people and conducting market orientation training. 

The study by Kohli and Joworski (1993) also suggests that employees' organizational 

commitment is linked to a successful market orientation. 
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3.6 Measurements of Market Orientation 

There are two prominent measures that have been developed in order to evaluate the market 

orientation degree of an organization. In 1990, Narver and Slater developed the MKTOR 

measurement scale for measuring market orientation. It was developed in order to measure 

market orientation by encompassing factors of customer orientation, competitor orientation 

and inter-functional coordination. The statements used in the MKTOR framework are 

presented in ‘Appendix 3 – MKTOR’. 

Criticism towards the measure was lifted by Kohli et al. (1993) as they believed that the 

items in the scale over-emphasized the importance of customer and competitor orientation as 

opposed to other market related factors such as regulation and technology development. 

Kohli et al. (1993) further criticized the measurement as it did not incorporate measuring the 

speed in which the organization disseminated and responded to market developments and did 

not include specific activities that would represent a market orientation. 

As a response to the MKTOR measurement Kohli et al. (1993) developed the MARKOR 

measurement, a 20 item measurement that aims to respond to the criticism given to the 

MKTOR measurement and that has an expanded focus on market rather than customer 

intelligence. The items included in the MARKOR framework are presented in ‘Appendix 4 – 

MARKOR’. 

The MARKOR and MKTOR measures have both been shown to be relatively reliable in 

different cultural settings and both show a remarkable similarity in regards to their validity 

(Deshpandé and Farley, 1998). Gauzente (1999) notes that when applying any of the scales, 

attention should be given to the theoretical construct of the measurements - MARKOR being 

centred around the organizational aspects of a market orientation while MKTOR relies 

heavily on a customer orientation. 
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3.7 Main findings 

Knowing Your Business 

 Segmentation is a potent tool in overviewing your services and market. 

 

Intelligence Generation 

 Intelligence generation should focus on the developments of your customers industries. 

 Gathered intelligence should inform about customer needs and market changes that will affect 

customer preferences.  

 Information should be gathered about competitors’ strategies and capabilities. 

 Collaborating with other firms will expose the firms to intelligence about the market. 

 The PEST analysis framework can be used in intelligence generation. 

 Both formal and informal processes for intelligence generation are needed. 

 Intelligence generation processes developed together with middle-managers gains more trust. 

 

Intelligence Dissemination 

 Interdepartmental connectedness facilitates dissemination of intelligence. 

 Dissemination of intelligence has two dimensions; formality and direction. 

 Processes should incorporate a mix of different degrees on both dimensions. 

 Dissemination aims to provide suitable employees with relevant information. 

 Many dissemination processes include some degree of analysis. 

 

Responsiveness 

 All departments must be responsive to market changes. 

 Responding to market demand can require interdepartmental collaboration. 

 Interdepartmental connectedness is an antecedent for responsiveness. 

 A responsive firm must be willing to assume risk. 

 

Culture 

 Market orientation culture is an antecedent of an effective market orientation. 

 Informal processes are aided by a positive market orientation culture. 

 Market orientation culture requires dedication from top management. 

 Culture can be enhanced by tailoring reward systems. 
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4 Empirical Investigation 

This chapter will provide you with real world manifestations of market orientation related practices 

as well as cases where the context conflicts with the ideas of market orientation. It will provide 

insight into what has been found to work, where difficulties arise and what the cause of such 

difficulty is. An analysis of how those findings can be relevant for the purpose of this thesis will also 

be integrated and summarized in the final section of this chapter. The empirical findings will later be 

used to give a meaningful context to the published research presented in the Theoretical Framework 

chapter as well as provide additional suggestions for how a market oriented firm should function and 

what the challenges are. 

First, the context in which the study was conducted will be explored so as to give you an insight into 

what contextual factors may influence applicability in other cases. Second, the findings of the 

empirical study will be highlighted with regards to the same topics as in the previous chapters. For 

each of the five areas of market orientation, empirical findings from interviews, surveys and 

observations will be given. For the Intelligence Generation area, additional Market Intelligence 

sources discovered outside of the investigated firm will also be presented and discussed. 

 

4.1 The Empirical Context 

This chapter will give you an insight into the researched firm and the context in which it operates. 

The context is necessary to understand the differences between some of the previously published 

research and the findings of this thesis, as well as to be able to relate the applicability of the findings 

in other contexts. 

The case company for this research is the Swedish part of a large professional services firm 

mainly present within the construction industry. In 2011 they had around 2500 employees. 

The company is organized in different business areas which provide a number of services to a 

diverse set of sectors including transportation, residences, healthcare, railways and energy. 

The Swedish organization is divided into 8 different business areas. Each business area has a 

business area manager and they are further divided into different departments situated in 

different regional offices. For every department there is a department manager. The 
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department managers are responsible for the revenue and profit of their departments. Their 

role includes creating sales plans each year and making sure they are followed. 

A simple visualisation of the organizational structure can be seen in Figure 2. 

 

 

Figure 2. Simplified organizational structure of the investigated firm. 

In order to be able to provide solutions, as opposed to individual services, for the customer, 

many projects span over several departments, mainly within the same business area. For 

every region there is also a regional manager who is responsible for the coordination of 

different departments in larger projects and for overall marketing. 

 

  



Empirical Investigation 
 

 
24 

4.2 Knowing Your Business 

In the theoretical framework we investigated the art of knowing where your company stands in the 

marketplace. 

This chapter will introduce the practises relating to knowing what composes the company and its 

market at the investigated firm. The investigation will provide input on how this can be challenging, 

and what practises have been shown to be effective at the firm in focus. 

  

As stated before, this chapter will be divided into three subchapters based on the source of the 

information; observation, survey and interviews. 

 

4.2.1 Observations 

Categorization is adopted both for services, customers and projects within the investigated 

firm. The service categorization is done by providing a number of predefined services that are 

chosen from and used as labels for all initialized projects. Currently, there are 31 services to 

choose from. 

Our findings show that this categorization has potential for use in tracking what services are 

in demand and the development of the financial results of each service. It has been noted 

though that since the company operates in a knowledge intensive industry, the current 

categorization is not specific enough to provide clarity. 

Many services, in the way the categorization describes a service, are only used by one 

individual department, and many departments deliver just one, or very few, services 

according to the categorization, see Table 3. This does not align with the view of the actual 

deliverables identified during this study, as one department can perform a wide range of 

rather different services. This causes analysis of service demand as an indicator of market 

development to be a dull tool. 

Table 3. No. of services that add up to 90 % of turnover for the ten largest departments. 

Department no. 1 2 3 4 5 6 7 8 9 10 

No. of services 1 2 6 2 1 2 3 10 3 3 
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The aforementioned categorization has previously been performed by the department 

administrator, a position with little or no involvement in the projects, which may cause this 

labeling to be flawed. As a result of the implementation of a new Enterprise Resource 

Planning system, this has been improved, and now the consultant responsible for each project 

manages this labeling. Still, the number of services to choose from lacks in detail, an issue 

that could be managed by allowing a further detailing of services using sub-services created 

by each department. 

Projects are also labeled in accordance with their sector i.e. answers the question ‘What are 

we helping the customer get done?’. There are 15 categories ranging from real estate to 

railroads. This categorization probably has most potential in serving as a tool to assess the 

market and its evolving demand. 

There are some flaws to this categorization, like the previous, in that the intended use is 

vague. The label is determined by the department administrators that does not always know 

what the project entails. Some projects are labeled corresponding rather to the industry of the 

customer than the project result, creating further discrepancies. The vagueness of these 

categories is probably fixed by providing better support in the labeling by educating the 

employees in the use of the categorization and involving project participants in the 

categorization. 

All customers are categorized based on their primary business area or organizational type, 

e.g. industrial firms, municipal government, real estate, consultancy firms etc. This business 

area categorization is neither compatible nor based on the standard industry classification 

used in Sweden, but rather has been constructed internally. It has been indicated during 

interviews and by examination of the financial databases incorporating this classification that 

this labelling of customers is occasionally flawed, in part due to lack of understanding of the 

intended use of the categorization and in part due to a duality in the business area focus of the 

customers. It is also apparent that while a company is for example an architectural consultant 

it may also be a governmental body, which creates a discrepancy. By letting this tagging be 

centralized, the same criteria will be used for each case, potentially decreasing the risk for 

flaws. 
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In addition to the customer categorization used formally, another implicit categorization has 

been discovered. The categorization is the division of the market into current, internal and 

new customers. The difference between them is in the proximity to the firm itself, which has 

implications both in the attainability of information available about the customer as well as 

for the way in which customers are approached in sales. 

It has been found that many units are working in collaboration with other units in many of 

their projects, with their services often not being stand-alone projects but rather an important 

part of larger projects, hence their customers are said to be internal. In other cases, the 

customers are purchasing specific services from one particular department and are not being 

involved with other parts of the organization for that specific project. Having knowledge 

about what departments are able to act as internal customers, as well as internal suppliers, 

could increase the possibility of cross selling services. 

 

4.2.2 Survey 

The survey did not generate any responses related to this topic. 

 

4.2.3 Interviews 

Some employees utilize software that enables visualization of data from the financial 

systems. This is not extensively used and isolated to individuals within the accounting 

department. Spreading the data in a form of reports is something that could be done to make 

use of it for analysis purposes.  

Interviews support the observations that conclude that the segmentation is not precise enough 

to support understanding. This is reflected by the following quote. 

 

 “The problem is that historically we have not segmented our 

[departments] services so there is no data. It would be helpful if we did.”  
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The current understanding of the marketplace at the department manager level comes mainly 

from interaction with employees within the department and in some cases involvement in 

projects and sales. 

Gathering of sales and customer data for department managers is available through the 

business area controllers. They are able to show financial data such as the departments’ 

largest customers and sectors as well as viewing customers by revenue, margin etc. This is 

something that is not known or used by all, and for those who do, this has been said to be 

more of an “oh, I see”-moment than an “oh, I should do this”-moment. The complexity of 

obtaining data from the financial system decreases the information transparency, which 

seems to be negative for market awareness. The quote below highlights the situation: 

 

 “In our financial system there is loads of data, but no one uses it 

because no one knows how it works.”  

 

This indicates that greater information transparency should be sought and that department 

managers need to be educated on the usability and availability of internal market data. 

Providing these reports should therefore be incorporated into the processes of gathering 

marketing intelligence, making it the responsibility of the department manager. 
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4.3 Intelligence Generation 

From the theory we know that organization wide market intelligence generation is a key element in 

market orientation and that focus should be put on customers and their surrounding environment as 

well as competitors’ strategies and capabilities. 

This chapter will provide input on how intelligence generation functions in reality and what 

challenges have been shown to arise. 

The empirical evidence will be taken from observation, a survey and interviews respectively. Some 

contextual factors will be highlighted and the implicit division of customers based on their proximity 

to the company will be discussed. 

A latter part of this chapter will cover the investigation of external sources of market intelligence 

that show relevance to this case. In this part, the relevance, attainability and reliability of such 

sources will be described. 

 

4.3.1 Observations 

One thing that has been noted regarding market intelligence generation is that the 

decentralized sales operations has the advantage of providing individuals with close insight 

into the operations of their customers, and is likely to provide them with a sound 

understanding of their individual marketplace, an advantage that should be able to be 

leveraged through the implementation of standardized market intelligence generation 

processes. 

As discussed in section 4.2, Knowing Your Business, an implicit categorization based on the 

customer proximity has been discovered. This categorization is interesting from an 

intelligence generation view-point as well. For internal customers, the proximity and access 

to information is different than for current customers, and the process and forums for 

gathering this information are very different. Internal customers are more easily approached 

since they would be unlikely to have any motives against sharing of market intelligence and 

because of their physical proximity. Descriptions of the different customer groupings and the 

groupings impact on intelligence generation is presented in the three sections below and 

summarized in a forth section. 
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Current Customers 

Current customers are the customers with which a particular department within the firm is 

currently involved, or where business has been made recently and the relationship with the 

customer is still on going. As the relationship with the customer is still active, the potential 

for receiving feedback from the customer or being notified of new projects is much higher. 

This feedback can be received in already existing interactions with the customers. The 

challenge is for employees to be able to identify and be receptive towards customer feedback 

and take appropriate actions. Market potential for existing services can also further be 

analysed using sales data, something which is not available for new customers. 

New Customers 

New customers are customers that have never or not for a long time made business with one 

particular department, and hence is called new, even though they may be in business with 

other departments within the organization. 

For new customers, access to feedback of their current situation or awareness of new projects 

is limited as there is no natural process for receiving feedback. Since no feedback is given, 

assessing market demand is difficult and has to be based on external market reports or 

through formal surveys sent out to potential segments. In order to grasp the potential for 

business with new customers a more pro-active approach has to be undertaken since they 

might not intuitively think of your specific organization when trying to find a business 

partner. 

Internal Customers 

For units providing services that cannot be considered to be full-scale projects, instead 

offering services that are often part of a greater project, internal customers are of great 

importance. Utilizing the possibility for cross selling services from other departments even 

when they are not to be part of a greater project is also an important aspect of knowing the 

service portfolio of the firm. Internal customers are other units within the same organization 

that will order your service as they are in need for it within their project. By being able to 

more successfully find the market demand and potential for internal customers, you would be 

able to make use of existing relationships within the firm to increase sales of your services 

and the value for customers. The project leading department will have to act as sales people 

of the add-on service as there is little possibility to sell such services individually, and this 

will require insight into what services can be classified as such. 
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Internal market demand could be assessed through collaboration meetings, where discussions 

could be held regarding how services would have to be adapted in order to be included in 

collaborative projects. Internal market potential could be assessed through analysis of 

customer purchasing behaviour e.g. by researching what services customers usually include 

in a project of a certain type, and then analysing where business could potentially be taken 

from competitors. 

Summary 

For current customers, as compared to new customers, employee connections are likely to 

exist between the two firms, which would enable the informal sharing of the customers’ 

future needs and changing surrounding environment. This informal sharing would not be as 

accessible for customers for which you have no current connections with. Even formal 

processes aimed at gathering market intelligence, such as surveys, would potentially yield 

better response rates for existing customers than for customers which you have not done 

business with before. In addition, for current customers, data about their purchasing 

behaviour is available. This data could give indications on the preferences of those customers 

as well as indicate the preferences of other customers that are similar in industry, size and 

region. 

 

4.3.2 Survey 

Table 4 shows the statements in the survey aimed at investigating the case firm’s present 

Intelligence Generation processes together with the average responses and standard deviation. 

Table 4. Survey statements relating to the field of intelligence gathering. 

 
Statement Average** 

1 
In this department, we do a lot of in-house market research. 

3.75 

2* We are slow to detect changes in our customers’ service preferences. 4.15 

3* 
We are slow to detect fundamental shifts in our industry (e.g., 

competition, technology, regulation). 
3.95 

4 
We periodically review the likely effect of changes in our business 

environment on customers. 
5.8 

* Reversed statement (Low score indicates better practice) 

** out of 10 where 1 - Completely disagree, 10 - Completely agree 
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The first thing that can be seen from the survey is that the quality of, or presence of, 

Intelligence Generation processes seems to vary a lot between the different departments, 

indicated by the relatively high spread of answers (see Appendix 69.7). Even if average 

scores are generally low, the distribution of answers spans over a wide spectrum for all 

statements, see Appendix 6 for full survey including frequency distribution. 

For the first statement, regarding whether the department conducts their own market surveys, 

65 % of department managers answer within 1 to 3 on the scale.  20 % answer within 7 to 10 

on the scale. Potentially, the believed need for conducting market surveys differ a lot between 

departments. 

For statements 2-4, the distribution between answers is more even, and average scores 

indicate that intelligence collection practices are generally not very good. Collaboration 

between departments which indicate better performance within these areas together with 

departments indicating lower performance could help increase the Intelligence Collection 

practices over all.  

Introducing standardized processes for Intelligence Generation in the company would 

probably lower the standard deviation of the responses as well as provide betters scores on 

the measurement scale. 

 

4.3.3 Interviews 

When department managers were asked if they would be interested in more easily accessible 

sales data that would show their current customers and market most responded in a positive 

manner, indicating that this information would be interesting for them to get hold of. They 

said that they sometimes looked at this kind of data but an easier way of retrieving this 

information would make them keener on using the data for analysis purposes. 

The interest in screening the market differs amongst the department managers. Some describe 

the screening for market information as being part of their own personal characteristics and 

something they find very interesting. Others describe that their interest in market information 

is high but that they struggle to get hold of the right kind of information. Defining available 

processes for doing this could aid them in this struggle. 
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Most department managers say that they try to have an open ear to customer feedback and 

say that this is the main source of their understanding of the market. 

 

 “A lot of it is just about listening to your current customers and 

approaching the customer when they need us”  

 

Most department managers were aware that internal newsletters with market information 

were sent out but the interest in reading them and their attitude to their relevance seemed to 

be low. It was indicated that this was mainly due to that the information was felt to be lacking 

in relevance to the specific department. 

 

4.3.4 Market Intelligence Sources 

The following chapter describes different market analysis inputs that have been found during 

the empirical research. It should be noted that they have been found in the context of the case 

company and should not be used as a definitive guide for market analysis input for all 

industries in all contexts. 

External Market Reports 

There are a number of organizations providing information about the industry. Some provide 

information about trends, projects or other important industry news within specific industries 

while others conduct surveys about financial expenditures and projected future investments. 

All industry surveys are based on an industry classification. In Sweden all registered 

companies choose an industry classification that best describes their line of business. The 

Swedish industry classification is referred to as the SNI-code, which has been described more 

thoroughly in section 3.1. It is on the basis of this classification that all statistical data is 

presented. Based on the industry classification, target groups are chosen for conducting these 

surveys. Although an evaluation of these market reports can be made based on a general 

appreciation of the industries in which your customers are classified, in order to be able to 

make good use of the external market reports it is necessary to be able to tell in which 

industries your customers are classified. 
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Media Monitoring 

Media monitoring is available through different providers. By scanning media for keywords 

that you select you can be notified whenever the included media has an article containing that 

keyword. Using current customer names or names of organizations that you wish to do 

business with in the future as keywords for this media monitoring will give insight to some of 

the needs that the customer might have. 

Using keywords that associate with the services that you are offering might also provide you 

with business opportunities with customers you did not know about before. It will also 

provide you with articles that keep you informed about general industry trends and insights. It 

can therefore be used both to detect business opportunities and also to strengthen the market 

orientation amongst the employees. 

One limitation to the media monitoring is of course that the information given is publicly 

available information that all competitors will be able to access as well. From empirical 

investigation it is also evident that large customer projects were only spoken about in media 

when service suppliers had already been chosen. 

Using too many keywords in the media monitoring has a tendency to generate a significant 

amount of articles that has no relevance to the receiver. This will most probably cause the 

receiver to ignore the monitoring all together. Therefore, choosing keywords must be done 

carefully and it must be adapted depending on the receiver. This would require each 

department manager to define keywords for themselves. 

PEST-analysis 

The PEST-analysis framework described in the chapter of the theoretical framework can be 

used as a tool to gather market intelligence. Which of the factors that is relevant to consider 

during a market analysis using the PEST-analysis framework will be different for every 

organization. It will depend on the operating country of the firm itself and their customers, as 

well as the industries it competes in and the kind of offerings the firm provides. Within large 

organizations the factors to consider will differ between the different business areas and 

departments. 

Using the inputs of the PEST framework, an analysis has to be made on how said factors will 

affect the organization in order to create market intelligence. Some factors are more relevant 

to discuss with certain functional roles than others. Department managers for instance will be 
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more interested in the technological and social factors and business area managers might be 

more interested in the economic development in the industry. Creating market intelligence 

using the PEST model is all about being receptive of changes in the exogenous environment 

and through analysis and discussions with the right people being able to understand what the 

organization needs to do in order to respond to this change. 

 

4.4 Intelligence Dissemination 

In the Theoretical Framework the Intelligence Dissemination processes was concluded to consist of 

two different dimensions, formality and direction. 

This chapter will present the empirical findings related to the field of Intelligence Dissemination. It 

will give ideas on the practicalities of intelligence dissemination within an organization, the 

difficulties as well as what kind of processes are viewed to be effective in intelligence dissemination. 

Findings from observations, surveys and interviews will be presented, condensed and included into 

the general conclusions in the end of the Empirical Findings chapter. 

 

4.4.1 Observations 

Based on the observations made at the company, dissemination is mainly done in an informal 

manner.  

There are formal forums that are suitable for intelligence dissemination. One example is 

“work load meetings” where every consultant is to describe the workload for coming weeks. 

This forum is to a degree used for intelligence dissemination, though this process is not 

intended to spread market intelligence. This can be said to be a formal forum for informal 

dissemination. 

There are newsletters that are sent to all employees via e-mail. These contain information on 

interesting on-going projects and trends. The same applies to the intranet. 

4.4.2 Survey 

Table 5 shows the statements in the survey aimed at investigating the case firm’s present 

intelligence dissemination processes together with the average responses and standard 

deviation. 
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Table 5. Survey statements relating to the field of intelligence dissemination. 

 Statement Average** 

5 
We have interdepartmental meetings at least once a quarter to discuss 

market trends and developments. 
8.75 

6 
When something important happens to a major customer or market, the 

information is disseminated to the whole business area. 
6.2 

7* 
When one department finds out something important about 

competitors, it is slow to alert other departments. 
5.6 

* Reversed statement (Low score indicates better practice) 

** out of 10 where 1 - Completely disagree, 10 - Completely agree 

One thing that is notable from the survey is that the score for the 5
th

 statement is quite high 

with a relatively small spread (see Appendix 69.7). Forums for discussing and disseminating 

intelligence thus seem to be in place for most departments. 

However, the 6
th

 and 7
th

 statement, with their low scores and high spread of answers, indicate 

that the dissemination in itself is lacking, that information is not disseminated or not 

disseminated fast enough. Focus should therefore be put on raising the quality of already 

existing forums and processes for intelligence dissemination, having a structured agenda and 

clear dissemination motives. Increasing the frequency of use of available forums and 

processes could also be a response to this problem. 

 

4.4.3 Interviews 

Some departments sell many of their services as “add-ons” in larger projects, and this means 

that these departments generally sell via other departments, i.e. their customers are internal. 

For some departments, the lack of knowledge of the service portfolio creates a grave 

challenge, especially so if the offered service is one that is not primarily sold as a standalone 

service. In these cases it has been indicated that internal marketing would be of great use in 

order to make the service known to departments that may sell this service as an add-on to 

their current offering. It must be noted that while this seems straightforward, it is difficult 

within the setting of having an enormous amount of services that are not as clearly defined as 

would a product.  
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 “It is impossible to know our complete service portfolio.[…] There are 

no formal processes for learning more about our service offerings”  

 

This also means that explicit opportunities for sales are not always handled effectively.  

 

 “There is no structured way of spreading leads. It all revolves around 

knowing people”  

 

Knowing people from other departments seems to be a facilitator for dissemination of market 

intelligence over department boundaries. 

At the business area level, there are interdepartmental meetings for department managers, 

intended for dissemination and analysis of market conditions information and internal 

collaboration. Attendance is low and goals unclear and discussions rarely result in plans for 

action or decisions. It has been indicated that the agenda is not specific enough to motivate 

dedication of the necessary time. 
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4.5 Responsiveness 

Responding to market intelligence is the essence of market orientation as was described in the theory 

chapter. This is where value will be incorporated into services that will later be provided to 

customers. 

This chapter will provide you with insight into how market insight is leveraged in the investigated 

company, how departments are organized in larger projects and what functions well and what does 

not. Evidence will be taken from observation, a survey and interviews that have been conducted with 

both departments that have high capacity utilization as well as departments that are in higher need 

of active marketing. 

 

4.5.1 Observations 

Department managers are accountable for the revenue and profit of their departments. Their 

role includes creating sales plans each year and making sure they are followed. This is not 

always done, and the sales plans that are created are hard to evaluate and are often based on 

insufficient market intelligence. Rather, sales are conducted in an ad hoc manner. For many 

departments it has been indicated that this may be caused by the fact that there is a high 

capacity utilization of human resources. It has also been indicated that this decreases the 

motivation of strategically directing sales initiatives since there is no lack of projects.  

It has been discovered that there exist two different approaches to responding to market 

intelligence depending on what kind of information is generated. It could mean either to seek 

new customers for existing services, responding to Market Potential, or evolving services to 

meet the needs of the existing market, responding to Market Demand. 

The stakeholders for responding to Market Potential are mainly department managers, since 

they are responsible for the sales efforts of the department. 

Responding to Market Demand has more to do with how the firm could be more responsive 

towards trends and technical developments in the surrounding environment and develop the 

offerings accordingly. In contrast to responding to Market Potential, creating an organization 

that is able to respond to Market Demand would, from the perspective of the researched firm, 

likely be the responsibility of the business area managers, regional managers or marketing 

department. 
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4.5.2 Survey 

Table 6 shows the statements in the survey aimed at investigating the case firm’s 

responsiveness together with the average responses and standard deviation. 

Table 6. Survey statements relating to the field of responsiveness. 

 Statement Average** 

8* 
For one reason or another we tend to ignore changes in our customers’ 

service needs. 
3.3 

9 
The activities of the different departments in this business area are well 

coordinated. 
5.9 

10 
When we find that customers would like us to modify a product or 

service, the departments involved make concerted efforts to do so. 
7.95 

* Reversed statement (Low score indicates better practice) 

** out of 10 where 1 - Completely disagree, 10 - Completely agree 

The findings of statement 8 and 10 show that the responsiveness of individual departments is 

high. Whether this is generalizable for all firms within similar contexts is not verifiable, 

though it could indicate that when there is actual knowledge of demand for changes in the 

services, this is performed, or that the wide variety of services within a large professional 

service firm largely covers the needs of customers. Since results from the survey relating to 

previous chapters show lower scores, the difficulty may lie more in finding out what services 

customers demand, rather than performing them. Within the context of performing 

consultancy services that by nature vary depending on the customer, this seems likely. 

As for the result of statement 9, one may conclude that the level of collaboration depends 

largely on the individual department’s inclination towards engaging in collaboration. With an 

even distribution of scores ranging from 2 to 9 this seems likely (see Appendix 69.7). This 

calls for standardized processes in the form of formal responsibility being given to some 

individual in coordinating departments, thus transferring the “best practice” of high score 

departments to the entire organization. 

4.5.3 Interviews 

Sales operations are not centralized, meaning there is no sales department. Instead sales is 

mainly conducted by the individual consultant that is involved with a client. As individual 

consultants are mainly involved in their own area of practice, this means that cross selling is 
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limited, in part due to lack of knowledge of the service portfolio of the company, but also due 

to lack of motivation in selling services that are not related to one’s own department. 

It is noteworthy that although there is a high capacity utilization of resources, prioritization of 

what customers and projects is done in an ad-hoc manner. Every department manager, and 

their employees, set their own criteria without companywide strategic directions to fall back 

on. Some department managers indicate that this kind of support would be beneficial. 

According to the business development director, this kind of prioritization should be set up in 

advance in the sales plan by the department managers analysing the available market data. 

Some department managers believe that this kind of strategic prioritization would be made 

easier if access to historical sales data was more accessible and understandable. 

There are formal processes for responding to identified trends on the market called ‘sales 

inspiration groups’, though these are not particularly established, which was reflected by one 

interviewee being unaware of their existence, and another unaware of who was responsible 

for the start-up of such initiatives. 

Generally for all departments, little or no approaching of new customers is conducted. This 

may well be because of lack of insight into which customers may be interested in the offered 

services. One interviewee described that such initiatives seldom are fruitful. 
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4.6 Culture 

In the Theoretical Framework it has been lifted that a culture supportive of a market orientation is 

an important part in order to gain employee dedication for market orientation. This chapter will 

present the empirical findings that have been viewed as having a major cultural dimension. 

Findings from observations, surveys and interviews will be presented, condensed and included into 

the general conclusions in the end of the Empirical Findings chapter. 

 

4.6.1 Observations 

What has been observed regarding culture is mainly manifestations of the current culture 

within Market Oriented practices. These manifestations are what has been covered in the 

previous chapters. Culture itself is difficult to observe, and hence, focus has been on 

investigating the present culture and its implications through interviews. 

4.6.2 Survey 

Table 7 shows the statements in the survey aimed at investigating the case firm’s 

responsiveness together with the average responses and standard deviation. 

Table 7. Survey statements relating to the field of culture. 

 Statement Average* 

11 Our business objectives are driven primarily by customer satisfaction. 7.6 

12 
All of the employees within this department understand how we can 

contribute to creating customer value. 
6.3 

* out of 10 where 1 - Completely disagree, 10 - Completely agree 

The responses for the 11
th

 statement indicate that the department managers in general believe 

that the business objectives are driven by customer satisfaction. This signals that top 

management have set strategic goals that are aligned with what is expected of a market 

oriented firm. The 12
th

 statement, with an average score of 6.3, indicates that these business 

objectives have not been properly communicated to employees, or that employees does not 

always have market oriented thinking. This could be facilitated through HR educational 

initiatives and an increased emphasis on market orientation from top management, directed at 

all hierarchical levels. 
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4.6.3 Interviews 

Some voice concerns that the current satisfaction with sales results of certain departments 

may eventually lead the company to fall behind competitors as they are not making enough 

effort to satisfy the customers. Apart from this, high work loads of consultants’ decreases 

their motivation in finding new customers in a timely fashion. Current reward systems were 

also brought up and deemed as being unsupportive in motivating people to approach new 

customers, which is reflected in the following quote. 

 

 “It takes a lot of work for individual consultants to approach new 

customers and there are no incentives for this in our current setup.”  

 

One recurring theme was that consultants vary greatly in their interest and ability to, while 

working with customers, pick up on information about customers’ needs that is relevant for 

one’s own or another department. Several interviewees describe this sort of intelligence 

generation linked to a general willingness to listen to be a key source, and increasing the 

organization wide inclination to do this is likely to provide more input. 

 

 “Not all people are as observant as other when it comes to capturing 

leads. Some are very focused on themselves and may not identify valuable 

information.”  
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4.7 Main findings 

Knowing Your Business 

 Sales data visualization can provide a good foundation for the understanding of market and service 

portfolio. 

 Awareness of internal suppliers and customers increases ability for cross selling. 

 Insufficient detail in segmentation decreases ability to understand data. 

 Project tagging requires involvement in projects. 

 Departmental control over service denotation increases analysability. 

 Centralized customer tagging decreases flaws. 

Intelligence Generation 

 Implementing standardized processes for Intelligence Generation will leverage the consultants’ and 

department managers’ market knowledge and increase market orientation. 

 Whether customers are current, new or internal impacts the processes available for gathering customer 

intelligence. 

 Listening for customer feedback is an important part of intelligence generation. 

 External market reports provide intelligence about industry news and trends as well as investment 

projection but require knowledge of customers’ industry classification. 

 Department managers should define their own keywords for media monitoring. 

Intelligence Dissemination 

 It is important to leverage the knowledge of individual consultants. 

 Personal relationships facilitate dissemination across departments. 

 Interdepartmental meetings require a structured agenda and clear motives. 

Responsiveness 

 Responding to market intelligence could mean either to seek new customers for existing services or 

evolving services to meet the needs of the existing market. 

 Assigning responsibility of coordinating departments to someone is an effective way of handling 

larger sub-sets of the market in harvesting trends. 

 As all departments should be involved in the market orientation, they must also help in the 

responsiveness. HR for instance must make sure recruits have the right competences and a market 

interest. 

 All employees should be involved in creating a sales plan, know what it contains and how it will be 

realized. 

Culture 

 Emphasising the importance of customer orientation will likely increase generation of market 

intelligence. 

 Creating incentives based on selling to new customers motivates such behaviour. 
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5 Results 

We now know what previous research states constitutes market orientation as well as what empirical 

evidence shows in terms of difficulties and well working practices. 

This chapter will combine the theoretical review and the empirical evidence and in this way will give 

you suggested practices to undertake in a market oriented firm. These practices will be grounded 

both in theoretical and empirical findings. 

The same outline as in previous chapters will be used, and in each part processes and organizational 

structures will be suggested, directed at several hierarchical positions. In the last section, market 

orientation culture will be addressed, including suggestions for top management on how to create a 

supportive culture and manage antecedents for market orientation.  
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5.1 Knowing Your Business 

The main findings from the Theoretical Framework and Empirical Findings in regards to creating 

knowledge of your business are given below: 

Theoretical Framework: 

 Segmentation is a potent tool in overviewing your services and market. 

Empirical Findings: 

 Sales data visualization can provide a good foundation for the understanding of market and service 

portfolio. 

 Insufficient detail in segmentation decreases ability to understand data. 

 Project tagging requires involvement in projects. 

 Departmental control over service denotation increases analysability. 

 Centralized customer tagging decreases flaws. 

 Using standard industry classification enables usage of external market reports linked to segments. 

In this chapter the findings from theory and the empirical investigation will be used to suggest 

responsibilities to create working practices for facilitating the evaluation of your service and 

customer portfolio. 

 

As ‘Knowing Your Business’ is an integral part of market orientation practices, emphasizing 

the importance of market orientation as well as emphasizing the formal responsibility of the 

department managers to understand their market and work in a market oriented way will 

increase their motivation to understand and analyze their market. 

The empirical findings related to the field of ‘Knowing Your Business’ mainly concern the 

detail and usability of customer and project tagging. To overcome this problem the 

suggestion is to further involve department managers in the follow-up of sales data. This will 

expose them to any existing flaws in the tagging and thus increase their motivation in 

specifying what tags should be made available as well as encourage employees to tag the 

projects in a way that makes sense for following up the department objectives. This includes 

making it possible for, and encouraging, departments to define their own service 

categorizations, and not stick to organization-wide categorizations. 
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Developing service categorizations at a department level could potentially decrease the 

possibility to follow up sales and the activities at an organizational level. It must therefore be 

noted that departmental service categorizations should be put at a level below organization 

wide service categories, or service areas. Further, this categorization must not be done in an 

ad-hoc manner, but rather service categorizations must be set to make sense for current and 

believed future business so as to increase the possibility for tracking changes historically. 

Moreover the categorization should be developed together with other departments within the 

organization that deliver the same or similar services. 

When you have an organization where customers are purchasing services from different 

departments, it makes sense to have a customer registry that is centrally managed in order to 

decrease duplicate entries as well as make sure that customers are tagged in the way intended. 

This customer tagging should include the customers’ industry classification in order to make 

use of external market projections. 

Visualizing sales data in a manner that makes it easy to overview is then the main goal of 

developing the service and customer segmentation.  Creating these sales data visualizations 

should be done in conjunction with business area controllers, as their functional role includes 

delivering relevant information for business decisions. This will create a basis of 

understanding of the current market of the department and, if aggregated, at an organizational 

level. 
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5.2 Intelligence Generation 

The main findings from the Theoretical Framework and Empirical Findings in regards to 

Intelligence Generation is given below: 

Theoretical Framework: 

 Intelligence generation should focus on the developments of your customers industries. 

 Gathered intelligence should inform about customer needs and market changes that will affect 

customer preferences.  

 Information should be gathered about competitors’ strategies and capabilities. 

 Collaborating with other firms will expose the firms to intelligence about the market. 

 The PEST analysis framework can be used for intelligence generation. 

 Both formal and informal processes for intelligence generation are needed. 

 Intelligence generation processes developed together with middle-managers gain more trust. 

Empirical Findings: 

 Implementing standardized processes for Intelligence Generation will leverage the consultants’ and 

department managers’ market knowledge and increase market orientation. 

 Whether customers are current, new or internal impacts the processes available for gathering customer 

intelligence. 

 Listening for customer feedback is an important part of intelligence generation. 

 External market reports provide intelligence about industry news and trends as well as investment 

projection but require knowledge of customers’ industry classification. 

 Department managers should define their own keywords for media monitoring. 

 

In this chapter, the theoretical and empirical findings will be combined in order to suggest specific 

market intelligence generation processes based on the market proximity break down. The processes 

will be divided in formal and informal processes as it has implications for the implementation of the 

processes. 

 

5.2.1 Market Proximity Categorization 

From the empirical findings it has been concluded that sales-driving customers for any 

service can be said to be current, new or internal customers. This categorization will be of 

importance not only for use in market assessment applications, but also in formulating 

processes for reaching different customers as well as assessing the relative importance of 

different customers. 
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Figure 3. Market Proximity Categorization 

In order to drive sales, any of these customer groupings need to be targeted but the process of 

targeting and the approach to the different customer groups will differ. 

As described in section 4.3.1, categorizing the market for any service by current, internal and 

new customers is a helpful approach when collecting feedback from the market, as the 

potential for receiving feedback differs amongst the groupings. Each process presented below 

will therefore be linked to one or more customer groupings depending on what group the 

process will provide feedback from. 

 

5.2.2 Formal Processes 

Table 7 summarizes some of the key formal process to put in place to understand the market 

of new, current and internal customers. A formal process does not necessarily mean that the 

intelligence generated is quantifiable or that intelligence creation is well defined within the 

process, although in some cases it is. It rather means that the process in itself is formally put 

in place and someone is responsible for making sure the process takes place.  
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Table 8. Formal processes for Intelligence Generation. 

Market Process Description 

 

Surveys 

Sending out formal questionnaires or conducting telephone 

surveys with potential customers about what main 

challenges they are facing and in which areas they are 

seeing development. Choosing target customers for the 

survey should be facilitated by having knowledge of 

current market. 

 

Seminars with 

industry firms 

To get in direct contact with new customers seminars could 

be arranged to discuss upcoming trends within the industry. 

Invitations should be made to current and potential 

customers. Company representatives should also be 

present in order to gain insight into the discussions going on. 

The importance here is that it should not be a one-way 

communication but rather a two-way discussion. 

 

Market reports 

Market reports are available through a number of 

providers. For many industries there exist industry specific 

reports. In general they will provide information on the 

important trends and events within the industry. 

 

Media 

Monitoring 

Department managers should define their own keyword to 

monitor media for the occurrence of those words. It could 

provide intelligence about current customer and new 

projects. 

 

Industry fairs 

Fairs and other industry gatherings are a good way of 

seeing what is up and coming in the industry, as well as 

providing a good way of getting to talk to potential 

customers and competitors about their needs and future 

focus. 

 

Project 

appraisal 

Letting customers give feedback on conducted projects 

will provide relevant intelligence on how well your services 

were adapted to the demand of the customer. The 

appraisal should be designed in a way that does not only 

evaluate how well the provided services met expectations 

but also what other problems the customer was faced with 

that was not under the direct responsibility of the provider. 
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Collaboration 

meetings 

Collaboration meetings are meetings held together with 

relevant department managers or employees which are 

internal customers (or internal purchasers). The goal of such 

a collaboration meeting is to jointly discuss the market data 

and insight about the customers. 

 

Economic 

Information should be gathered about the general 

economic situation of the region (country) or industry that 

the firm operates. 

 

Responsibility for the processes described should be distributed amongst marketing staff as 

well as a department manager level. It is important that all the processes presented above are 

designed in coordination with the department managers of which the market intelligence is 

aimed at aiding. This will increase the confidence towards the data generated. By altering the 

processes to suit the requirements of each department the possibility of generating usable 

feedback is also greatly increased. 

 

5.2.3 Informal Processes 

Apart from these formal processes, employees will inevitably come across information 

concerning customers, technological trends, future legislation and more that has not been 

captured in the formal process. This has to be encouraged, which in part will be done by top 

level management communicating their commitment to and emphasis of the importance of 

market orientation. In addition to the formal processes put in place there are numerous 

possibilities for employees to create intelligence themselves in informal and undefined 

processes. Being open to market information and having an interest to assist in the market 

orientation of the firm is a prerequisite for this to happen. In Table 8 below, a few examples 

of informal processes are given. The three last ones, political, social and technological are 

taken from the PEST-analysis framework. 
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Table 9. Informal processes for Intelligence Generation. 

Market Process Description 

 

Employee 

interaction 

With current customers the most beneficial feedback you 

have is through direct employee interaction, meaning that 

the employees already involved with the customers would 

keep a dialogue with the customers. Keeping a lookout for 

project leads, customer problems and main focuses. 

 

Competitor 

lookout 

By evaluating what services competitors are offering you 

could detect what offers their current customers are 

interested in. This might indicate a demand on that market 

for that service. 

 

Political 

Political factors such as new legislation or policies as well as 

investments within certain sectors. This is especially 

important in organizations that provide services for public 

organizations. 

 

Social 

Social aspects in a B2B environment might mainly be 

concerned with the customers brand image and the 

media view of  the organization.  

 

Technological 

The technological market intelligence is mainly keeping up 

with new technological developments in the market and 

watching competitors’ usage of technology. 

 

The informal processes are hard to define, as they should be spontaneous and carried out in 

one's own interest. In some cases, a process for generating intelligence could be viewed as 

being somewhere in between a formal and informal process. By making someone responsible 

for the informal processes above, the process becomes formal for that individual, while 

remaining informal for all other individuals. The important thing is not to categorize the 

processes as formal or informal, but rather to understand that there is a difference and that 

fostering informal processes are of great importance. Culture is the single most important tool 

in sparking an interest in every individual to know more about their market, and hence 

finding own ways of assimilating market information, be it through customer dialogue, news 

or data analysis. 

 



Results 
 

 
51 

5.3 Intelligence Dissemination 

The main findings from the Theoretical Framework and Empirical Findings in regards to 

Intelligence Dissemination is given below: 

Theoretical Framework: 

 Interdepartmental connectedness facilitates dissemination of intelligence. 

 Dissemination of intelligence has two dimensions; formality and direction. 

 Processes should incorporate a mix of different degrees on both dimensions. 

 Dissemination aims to provide the individual employees with relevant information. 

 Many dissemination processes include some degree of analysis. 

Empirical Findings: 

 It is important to leverage the knowledge of individual consultants. 

 Personal relationships facilitate dissemination across departments. 

 Interdepartmental meetings require a structured agenda and clear motives. 

In this chapter, the theoretical and empirical findings will give input into the design of a combination 

of dissemination processes based on the dissemination dimensions. 

Since market orientation is a paradigm that needs to be adopted by the entire organization, so 

must intelligence dissemination. 

Naturally, the detailed structures of the dissemination processes need to be created 

individually for every firm and indeed every individual entity within a firm, and hence no 

detailed description of the practices will be provided. This is not to say that some processes 

should not be standardized. Implementing best practices is an advocated way of seeing to it 

that all organizational entities use a baseline of verified processes.  

In this chapter general concepts that have been considered paramount will be provided. Ideas 

for forums and channels for dissemination of intelligence will be listed below. These do not 

constitute the only processes or channels available and every organization should strive to 

develop more and better processes as market orientation becomes more and more integrated 

into every day procedures. It should be noted though that it is more important that processes 

are qualitative than quantitative. 
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The dimensions of formality and direction were brought up in the Theoretical framework. 

This is visualized in Figure 4. One must realize that direction constitutes both upward-

downward dissemination as well as horizontal dissemination. Upward dissemination is 

intended to enable alignment of strategy with market conditions, while downward 

dissemination aims at creating a basis for operations in alignment with strategy. The 

horizontal dissemination ensures that the information reaches all relevant units within the 

company.  

 

Figure 4. Dimensions of Intelligence Dissemination. 

Processes should be constructed to assure variance over the two dimensions. In some cases it 

is possible and beneficial to create forums that cover both ends of the scale of one dimension. 

For instance, business area managers can participate in meetings between all department 

managers and as such, both horizontal and upward communication of intelligence is ensured. 

In this same forum the business area manager could provide department managers with 

general strategic direction and intelligence, hence constituting the downward dissemination 

of the business area manager.  

 

5.3.1 Formal Methods 

All formal forums should have clear objectives but should still allow unstructured discussion. 

The line between dissemination and analysis is thin and as such most formal as well as some 
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informal forums will serve as forums for analysis of intelligence. It is natural that there will 

always to some extent be analysis involved in the dissemination of information, the holder of 

intelligence will have to make a basic assessment as to the validity and relevance of the 

intelligence for the receiver, even if this is the individual himself. Unidirectional 

dissemination is efficient and has potential of reaching many people. Bidirectional 

dissemination has potential of clarification and discussion, though requires close involvement 

of all parties, making it less suited for wide dissemination.  

In some cases a thorough analysis of intelligence will have to be done, often in collaboration 

with others. By combining the shared knowledge of several individuals and using the 

combined analytical capability the intelligence will be transformed into insight, meaning it 

can be used as a basis for decisions concerning actions of some sort. What such actions could 

entail will vary greatly. Responses to insight will be discussed in the next chapter. 

For a consultant to disseminate intelligence upward will require different processes than if a 

business area manager would. It is important that there is a mix of processes for all 

dimensions as mentioned, though they will also have to vary depending on who is the holder 

and intended receiver of intelligence. 

 

5.3.2 Informal Methods 

Informal processes, by nature, are not intended to be implemented, but require interest and 

motivation. This can be encouraged through culture. This has implications for all managerial 

positions. The two key factors that have been found are top management commitment and 

communication and alignment of reward systems to support market orientation. Creating 

interdepartmental connectedness is likely to also have effect on informal dissemination. 

Social as well as professional activities that span over more than one department are advised. 

The market orientation paradigm cannot be forced, but communicating the dedication of top 

management by informing employees of the purpose of market orientation, educating people 

and assigning department managers with formal responsibility for market assessment is likely 

to spread the initiative down the hierarchy, this will be discussed further in section 5.5. 
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5.3.3 Exemplified Methods 

Following will be several widely used methods of disseminating intelligence from which 

inspiration can be taken. 

Newsletters 

Newsletters are effective in spreading intelligence to many people, that is, for downward 

dissemination. This can be used to align operations with strategic goals as well as to highlight 

potential within the market that can be seized.  

Intranet news feed 

The same applies for intranet news feed. This has the potential of being updated more often, 

and in advanced intranets, can be tagged to be directed at specific business areas of a firm, 

hence allowing more detailed information without risk of information overload.  

Transparent sales data 

Having sales data accessible and over viewable by all or at least several employees is a good 

way of spreading intelligence, as well as verifying implicit feelings about market conditions. 

This can be a great way of letting people in on the operations of other departments, hence 

creating a greater knowledge of the internal service portfolio. 

Hall talk 

Hall talk is not precisely a process, though a manifestation of a culture. Making people 

discuss market intelligence over departmental borders is one of the most potent methods of 

spreading and analyzing intelligence. 

Email 

Email corresponds to hall talk in the digital world and is a fast and simple form of informal 

dissemination. 

Seminars 

Seminars can be used to disseminate intelligence that has relevance for specific sub-sets of 

the organization. It allows for questions and forces participants to listen, which may increase 

the likeliness of intelligence reaching the intended receivers, which may not be accomplished 

through e.g. newsletters. 
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Intranet forum 

Intranet forums can be used to create an arena for dissemination and discussion about market 

conditions by interested individuals. It is easily accessible at all times, making it more timely 

than meetings sometimes are. 

Meetings 

Meetings can be used in several ways and between different organizational entities. They can 

be used for dissemination in all directions, and should be used when there is a need for 

clarification and discussion. Some meetings may be intended primarily to disseminate, some 

to analyze and some to respond. 

Sales data analysis 

Engaging in analysis of sales data may create insight that is not possible to obtain by just over 

viewing the data. Such analysis may entail cluster analysis, or simpler comparisons of one 

department’s distribution of customer segments to that of the corresponding department in a 

different region. 

The customer segment used for this kind of analysis should be dynamic and not static, 

enabling the possibility to compare a customer with different kind of groupings (segments). 

By providing the possibility to change the grouping in an easy way the analysis and 

discussion is made easier. Seeing how the table would change when excluding or including 

certain regions or industries could spark interest and provide further business insight for the 

user. 
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5.4 Responsiveness 

The main findings from the Theoretical Framework and Empirical Findings in regards to 

Responsiveness is given below: 

Theoretical Framework: 

 All departments must be responsive to market changes. 

 Responding to market demand can require interdepartmental collaboration. 

 Interdepartmental connectedness is an antecedent for responsiveness. 

 A responsive firm must be willing to assume risk. 

Empirical Findings: 

 Responding to market intelligence could mean either to seek new customers for existing services or 

evolving services to meet the needs of the existing market. 

 Assigning responsibility of coordinating departments to someone is an effective way of handling 

larger sub-sets of the market in harvesting trends. 

 As all departments should be involved in the market orientation, they must also help in the 

responsiveness. HR for instance must make sure recruits have the right competences and a market 

interest. 

 All employees should be involved in creating a sales plan, know what it contains and how it will be 

realized. 

In this chapter, the theoretical and empirical findings will be combined in order to give two different 

approaches on how to respond to market intelligence, in accordance with the empirical findings.  

 

5.4.1 Market Potential 

Responding to Market Potential is a very classical way to perform as a firm. It is an inside-to-

outside way of looking in the sense that you try to assess the potential of your firm's products 

or services in the market, see Figure 5. In an extreme way of looking at it, it is focused on 

finding suitable customers for your products instead of finding suitable products for your 

customers. 
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Figure 5. Visualization of reaching new markets or exploiting current market with current offerings. 

Discovering potential for increased sales of current services to current, new or internal 

customers must be met by a response. In order to harvest such discovered opportunities the 

response must be aimed at creating opportunities for sales by reaching externally. Assessment 

should therefore be made regarding which market, based on the market proximity 

categorization that the department should focus their sales, and what activities are necessary 

to seize the opportunities. This should be summarized in the sales plan which creates the 

foundation for sales for the coming year. 

The suggestion for conducting sales initiatives is for the department manager to assign an 

employee within the department with the responsibility of processing these found customers. 

The role of the employee responsible for this, henceforth referred to as the Sales Initiative 

Manager (SIM) will vary greatly in scale. Some initiatives will be focused on one particular 

customer in trying to either initiate a business partnership, or increasing the current 

partnership. Others may be focused on entire segments of the market, which may or may not 

be tapped earlier. This requires a deep understanding of the market from the employee given 

this responsibility. 

The assignment of SIM’s for different sales initiatives should be stated in the yearly sales 

plan to assure the following up and formal responsibility of such initiatives during the coming 

year. 

 

5.4.2 Market Demand 

Responding to Market Demand is an outside-to-inside way of looking at the firm, as you try 

to respond to what the market demands rather than what the firm is currently providing, see 

Figure 6. 
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Figure 6. Visualization of evolving services to meet market demand. 

The expansion of service offerings will require an initiative to respond to the discovered 

Market Demand. The mental model for this expansion in relation to the previously shown 

model of Market Demand is shown in Figure 7 below. 

 

 

Figure 7. Response Initiative to meet Market Demand. 

The response initiative shown in the model above is an attempt to expand current services to 

meet market demand. As the model shows, the expansion is bound to the competences and 

assets available within the firm (dotted line). In some cases the initiatives will require assets 

or processes that do not currently exist within the company, be it human resources, internal 

collaborations, collaborations with other firms, computer software, or physical equipment. 

In order for the response to be put in place the suggestion is that the department manager 

should assign a person with the responsibility of managing the development of the response 

to the market demand. In this report this role will be referred to as the Response Initiative 

Manager (RIM). The RIM should be responsible for coordinating the efforts of one specific 

market initiative, this includes 

 Coordinating marketing initiatives 

 Managing the development of new service offerings 

 Coordinating the collaboration of different departments in the initiative 
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 Assessing the competences needed to meet market demand 

 Finding suitable collaborative firms 

 Further evaluate market demand of the initiative 

Depending on the scope of the initiative the RIM role will seldom have to be a full time 

functional role, but rather an assignment given to existing employees within functional roles 

of the company. In many cases a response initiative could be led by the department manager 

himself. The scope can be anything from the creation of a new service, for a completely new 

customer base that is deemed to have a huge potential, to a simple collaboration between two 

different departments for one specific customer. Depending on the assessed potential and 

strategic importance of the initiative, the scope of the RIM role will be able to differ 

significantly. 

The assignment of a RIM is an important part of creating a responsiveness to market demand 

within the organization. The formality of the role will make sure that a response is created. 

The added responsibility of being assigned as a RIM should be reflected in the rewards 

system, further fostering a market orientation culture and dedication to being market oriented. 

It is important to acknowledge that assigning a RIM to initiate a response for a discovered or 

believed Market Demand should be made even if there exists a risk of the response failing in 

terms of sales or other thought benefits. As have been discussed before, assuming this risk is 

an important part of being responsive as a company. Experimenting with service offerings 

will also expose the firm to new market insights which further boosts the Market Intelligence 

generation of the firm. Needless to say, some kind of risk-analysis is of course important.  
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5.5 Culture 

The main findings from the Theoretical Framework and Empirical Findings in regards to 

Responsiveness is given below: 

Theoretical Framework: 

 Market orientation culture is an antecedent of an effective market orientation.  

 Informal processes are aided by a positive market orientation culture. 

 Market orientation culture requires dedication from top management. 

 Culture can be enhanced by tailoring reward systems. 

Empirical Findings: 

 Emphasising the importance of customer orientation will likely increase generation of market 

intelligence. 

 Creating incentives based on selling to new customers motivates such behaviour. 

In this chapter, the findings from the Theoretical Framework and Empirical Findings will be 

combined in order to give suggestions on how to create a culture that is supportive of market 

orientation. 

 

What can be concluded from the findings of this thesis is that a positive and supportive 

culture for market orientation will increase the adaptation of market oriented practices. In 

order for top and middle management to emphasize the importance of market orientation, and 

thus foster such a culture, they themselves need to be educated and exposed to the benefits of 

market orientation. Business area managers and department managers should be invited to 

learn about market orientation and discuss the relevance of the concept to their organization. 

The approach should be to create a positive atmosphere around the concept and explaining 

the benefits for the organization of working in a market oriented way. 

In addition, reward systems encouraging market orientation behaviour should be put in place. 

The design of such systems must be adapted to the different functional roles in the company, 

as market orientation should be organization wide. Rewards could be based on the amount of 

cross-selling or through appreciations of the market intelligence gathering, dissemination or 

response that the employees engage in. 
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6 Conclusion 

The two chapters in the conclusion will describe the implication of the results found during this 

research, how the results of the different building blocks of market orientation combine to form a 

holistic model of a firm that has the potential to adjust according to changing market conditions. 

The first section will present The Market Orientation Model, integrating findings from ‘Knowing 

Your Business’, ‘Intelligence Generation’, ‘Intelligence Dissemination’ and ‘Responsiveness’. The 

second section will present the conclusions of what has been found regarding culture. 

 

6.1 The Market Orientation Model 

In the previous chapter we combined theory and empirical evidence to generate conceptual 

guidelines for practices in a market oriented firm. 

This chapter will use the previously acquired guidelines to combine the findings into The Market 

Orientation Model that in an easy way sums up and visualizes the interconnection between the 

different parts of market orientation. 

Focus of this model will be at creating an organization wide insight into the market, its demand and 

its relationship to the firm. Some suggestions as to how to use this insight to respond will be 

provided, though is not the core of the created model and will need tailoring for every individual 

organization. 

 

By combining the findings of the theoretical research with the empirical findings, a model 

will be proposed that will aid in the continuous process of understanding the market demand 

and potential. It will be exemplified from the perspective of department managers, which are 

central stakeholders in creating a market oriented firm. The result outlines how processes can 

be put in place in order to be receptive and responsive towards information in the 

marketplace. The model will aid in creating an explicit and implicit information model within 

all employees within each specific department. This is the main result of this thesis and aligns 

with the purpose of finding working procedures that enable a firm to be more effective in its 

interplay with the market. 



Conclusion 
 

 
62 

The Market Orientation Model, see Figure 8, serves to provide a process in the development 

of new services and service areas as well as seizing potential for current services. The model 

is designed both to incorporate current needs and future trends. 

 

Figure 8. The Market Orientation Model. 

In summary, the model consists of four different steps; 

 Assess Current State, 

 Collect Intelligence, 

 Create Insight, 

 Create Response Initiative/Sales Initiative, 

which have been derived from the building blocks of a market orientated firm presented in 

Section 1.5 Background, and formulated by the authors of this thesis. The model aims to 

describe the interplay and connection between the different building blocks, and how each 

one of them builds upon the previous. 

Each of the steps will be described thoroughly under the coming sections. 

 

6.1.1 Assess Current State 

Main Target: Understand current state of the firm; current market, current services and 

current competences. 
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Figure 9. The first step of the model, Assess Current State, is highlighted. 

The Assessment step in the model is where the current state of the firm or department is 

assessed. It is an important part as it provides an understanding of the possibilities of the 

company and its current state. In this step, focus should be put on understanding what kind of 

customers you have, what core competences you possess as well as what kind of services you 

currently provide. 

For department managers, assessing the current state should be done primarily by looking at 

historical sales data, and in this way create a foundation on which to base the following step. 

It is vital that the organization knows their current market, as well as understands the core 

competences the current organization hosts. 

Any department managers and managers above them should have this as one of their key 

responsibilities, meaning that they should be well familiar with the market in which they 

compete and the competences and services that they possess. This responsibility should also 

encourage them to develop the clarity of reporting, making offering and customer 

categorization clearer and more relevant for the specific departments’ assessment purposes. 

This concept has been described in more detail in section 0. Market data facilitating this 

responsibility should be provided by financial controllers and they should be able to assist 

department managers in retrieving the data they are interested in regarding their current and 

historical sales. 
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6.1.2 Collect Intelligence 

Main Target: Collect intelligence about the needs and demands of current, new and internal 

customers. 

 

Figure 10. The second step of the model, Collect Intelligence, is highlighted. 

On the basis of the knowledge gathered in the first step of the model, the second step, Collect 

Intelligence, is initialized. Without insight into the current state of the market and the internal 

resources this would not be possible. The previous knowledge enables the company to be 

focused in the gathering of market data specifically in the fields of current operations. 

Collection and creation of market intelligence involves several subparts that integrate to form 

a holistic view of the market. The intelligence collection should focus on understanding the 

potential for current, new or internal customers depending on the department context and 

current state. 

Examples of methods for intelligence gathering have been presented in Table 7 and Table 8. 

Encouraging employees to participate in, and emphasising the need for, this gathering is a 

key responsibility for the department manager. They should make sure that formal methods 

are put in place and responsibilities for these are assigned as well as being supportive to 

foster the informal processes. The following chapters will describe formal and informal 

processes that integrate to form this holistic view. 
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6.1.3 Create Insight 

Main Target: Identify Market Potential or Market Demand through processes of 

dissemination and analysis. 

 

Figure 11. The third step of the model, Create Insight, is highlighted. 

The third step, Create Insight, incorporates all the processes involved in making sense of the 

data that has been collected or created as well as making this data accessible to those able to 

transform this data into actual customer value. Insight, in this context, refers to the conscious 

ability to translate knowledge into plans for responses. 

In order to transform the intelligence into insight the data needs to be disseminated to the 

employees and properly discussed and analysed. The dissemination and analysis of market 

intelligence are both a necessity for creating insight and many forums will include both. 

Because these concepts are so closely intertwined it seems unnecessary, maybe even 

impossible, to separate the dissemination of intelligence from the discussion and analysis of 

it. For this reason, they have been combined into one step in the model 

There needs to be a balance between the informal and formal dissemination of market 

intelligence. Formal dissemination of market intelligence in newsletters, on the company 

intranet or in meetings should be balanced off by a culture that promotes informal 

dissemination of intelligence. The formal dissemination in itself will promote such a culture. 

Formal dissemination has a tendency to be thought of as more reliable while informal 

dissemination opens up for clarification and discussion. The formal dissemination is 

characterized by being unspontaneous, requiring formal responsibilities and formal forums. 
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Mechanisms of intelligence dissemination should also be designed to incorporate both 

vertical and horizontal sharing. In the context of an organization with different departments, 

horizontal dissemination means disseminating intelligence across department boundaries. 

Vertical dissemination of intelligence is referring to the sharing of intelligence up and down 

in the hierarchy. 

In addition to disseminating intelligence and creating forums for discussion and analysis of it, 

analysing historical data from current customers is also an advised part of the Create Insight 

step. Being able to test the assumptions created from other processes within the Create 

Insight-step by comparison with historical data will also enable verification or re-evaluation 

of theories. This is why the sales data analysis must be incorporated into a wider market 

assessment model, within a market oriented firm. 

The end question of all analysis will be:  

 How can we adapt to create superior value for our customers? (Market demand) 

or 

 How should we approach the market with our offerings? (Market potential) 

For department managers, dissemination and analysis could be managed by initializing 

intradepartmental meeting to extract the market knowledge of individual consultants, 

interdepartmental meetings to extract market knowledge of other departments, collaborate in 

analysis of data and as a forum for collaboration in responding. Using intranet discussions 

can be a great view of creating a discussion about a hunch that may be verified or disproven. 

Making sure intelligence reaches a relevant individual inside the organization should be the 

responsibility of the department manager and as such requires involvement in the setup of 

easily accessible channels for dissemination of intelligence by employees over department 

borders. How intelligence of relevance for another department is handled and who will 

receive it should be clear. It is also of importance that intelligence gathered is passed on 

upwards the hierarchy.  

 

Market Potential or Market Demand? 

The aim of the Create Insight step presented above is to assess the market and gain insight 

into how sales of current services can be increased or how current services can be adopted to 
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suit market demand, which is shown again in Figure 12 below. In this model, market 

potential is visualized as providing existing services to existing or new customers. Market 

demand is, in this simplified model, improving current offering to meet the need of existing 

customers. 

 

Figure 12. Visualization of the two market responses. 

Reaching new and current customers with current services will be the responsibility of the 

Department Managers and induces a Sales Initiative. 

Expanding current services to meet market demand will have shared responsibility between 

the business area managers, department managers and marketing managers depending on the 

scope and complexity of the expansion. It requires moving on to a Response Initiative. 
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6.1.4 Create Response Initiative 

Main Target: Creating service offerings to meet the demand of the market.  

 

Figure 13. One of the possible fourth steps of the model, Create Response Initiative, is highlighted. 

When insight into market demand has been realised in the previous step you move on to the 

fourth step of the model which involves expanding current services to meet the demand of the 

market. This may involve packaging existing services into new solutions, altering current 

services to match the market demand or creating entirely new services through the 

assignment of a Response Initiative Manager (RIM), which has been described in section 

5.4.2. 

Assigning a RIM must ultimately be the responsibility of a department manager, since they 

are responsible for the revenue of the department, and assigning a RIM will increase costs 

that are not directly linked to any revenue. Some sort of risk analysis has to be made 

regarding whether to assume the risk (cost) of assigning a RIM. It has been noted earlier that 

department managers must be willing to assume risk if they want to work as a market 

oriented firm. 
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6.1.5 Create Sales Initiative 

Main Target: Initiation of a sales attempt to new or existing customers. 

 

Figure 14. One of the possible fourth steps of the model, Create Sales Initiative, is highlighted. 

When insight has been created in the previous step in The Market Orientation Model, 

creating a sales initiative is one of the possible responses. This entails detailing the content of 

the insight and assigning a corresponding position. The scope of the sales initiative will vary 

greatly, from being an organization wide focus on a specific customer segment, to directing 

special attention to one specific firm on a department level. 

For department managers this means someone within the department, or departments that 

create collaborative sales initiatives will need to be assigned with the responsibility of 

evaluating the actions required to reach a specified goal. 

Sometimes the initiative can be led by the department manager. For instance, creating a sales 

plan can be seen as a sales initiative in that it consists of goals and actions plans. This setup is 

advised. It must be considered that goals should be measurable. 

 

6.2 Market Orientation Culture 

Though the cultural aspect of making these new practices function in creating value is not of 

focus in this report, it must be underpinned that this is a central aspect in the creation of a 

market oriented organization. Many of the processes that have been described are greatly 

dependent on that there is a positive climate surrounding market orientation and that this is 
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supported both by communication and action from top management as well as in reward 

systems and feedback. 

The market oriented firm is not static and defined by its processes, but rather fostering a 

market orientation within the firm will bring new processes to life and this requires employee 

involvement and dedication beyond the span of the established processes. In fact, a market 

oriented firm is defined by its dynamic nature in which not only services are evolved to suit 

market demand, but organizational structures and departmental functions must also be revised 

continuously. 

For this reason the culture can be thought of as the fuel that is driving the processes of 

becoming market oriented. Creating market orientation does not depend on either the 

processes or the culture. Rather one fuels the other, in the way that without processes there is 

no way of initializing a market oriented culture, and without culture there is no motivation in 

developing and maintaining market oriented practices. 
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7 Discussion 

7.1 The Market Orientation Model 

The different concepts and processes summarized in The Market Orientation Model are likely 

to be present within scattered parts of the researched organization, and competitors alike. 

After all, this is the organization where most inspiration has been taken from. The 

implications of the model are rather that it creates a summarized picture of what constitutes 

market orientation and how it can be adapted in the organization. It can be used to create a 

standardized approach for the entire organization to build a market oriented firm and if 

communicated strongly is believed to be able to create a shared inspirational model in 

working market orientedly.  

Although the model is presented as a set of steps and processes separated from each other it 

should be made clear that many of the mentioned processes are not possible to turn on and off 

at certain points in time. They should be always present and conducted side-by-side in order 

to become a market oriented company. The creation of market data should be an always 

present culture, aiding the always present discussions about the market and evolution of the 

services within the company. 

This model provides a good framework for continuously working with market oriented 

practices, and visualizes all the important steps that have been identified by previous 

literature on the subject. The four key areas of market orientation, as mentioned in the 

theoretical framework chapter, generation of intelligence, dissemination of intelligence, 

responding to intelligence and cultural aspects have been incorporated. Apart from this the 

model provides a starting point in the current core competencies, and an evaluative nature in 

its iterative design. By following the proposed actions of all stages of the model, companies 

should be able to gain competitive advantage, and where concrete advice is missing, the 

provided background to the functionality of the stage should enable companies to formulate 

processes that suit the context of their own companies. 

7.2 Research approach 

This study was conducted using a qualitative approach which had implications for the result 

and structure of the thesis. If a more quantitative approach would have been chosen a wider 

study would have been enabled, though it would have decreased the depth of our 

understanding. It is possible that such an approach would have been able to generate a more 



Discussion 
 

 
72 

thorough evaluation of current market orientation practices if a larger number of departments 

had participated. Such a study could have been complemented with a comparison of 

mentioned practices and their experienced effectiveness. 

In light of the authors’ lack of previous experience with the investigated company, such an 

approach was not chosen, and rather one that was more exploratory was picked. 

 

7.3 Limitations and Generalizability 

Although this study has been performed in a rather specific setting considering that it was 

conducted at one company alone, hence operating in one industry and only considering the 

surrounding factors of one region, most of the findings are deemed generalizable. Market 

orientation theory provides sound support for the notion of it being applicable and having 

positive effects in all cultures and regions. The empirical finding are also incorporated into 

the result in more of a supportive way, confirming the need for market orientation practises 

described in theory, rather than directly influencing the design of the model. The result is 

therefore rather a set of empirical findings structured in a theoretical framework of market 

orientation. The empirical research has given a context to the proposed results. 

As the conclusion of this thesis is constructed with the organization structure of the 

researched company in mind, the applicability of the model in other firms might not be 

completely transferable though it could be assumed that similar functional roles would exist 

in most professional service firms. 

 

7.4 Further Research 

A proposed future research area would be to assess the implementation of the Market 

Orientation Model as a working process in a company. This would give meaningful insight 

into the practicalities of implementing such a model and enable the evaluation of its usability 

to create a market oriented company. This research could possibly be conducted using any of 

the market orientation measures presented in theory, such as MARKOR or MKTOR. 

Theory regarding how improved accessibility to internal sales data will contribute to a market 

orientation amongst middle-managers is also scarce. The investigation of this area could 
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contribute to either a dismissal or a focus on a concrete practice to foster a market orientation 

that would potentially not be very hard to implement. 

Published research covering the effectiveness of specific intelligence generation and 

dissemination processes are lacking. Further research within this area would be meaningful 

for practitioners aiming to implement market oriented processes in a firm.  
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9 Appendix 

9.1 Appendix 1 - Industry Classification 

Classification of Economic Activities in the European Community (NACE Rev.2) 

01 Crop and animal production, hunting 

and related service activities 

Jordbruk och jakt samt service i anslutning 

härtill 

02 Forestry and logging Skogsbruk 

03 Fishing and aquaculture Fiske och vattenbruk 

05 Mining of coal and lignite Kolutvinning 

06 Extraction of crude petroleum and 

natural gas 

Utvinning av råpetroleum och naturgas 

07 Mining of metal ores Utvinning av metallmalmer 

08 Other mining and quarrying Annan utvinning av mineral 

09 Mining support service activities Service till utvinning 

10 Manufacture of food products Livsmedelsframställning 

11 Manufacture of beverages Framställning av drycker 

12 Manufacture of tobacco products Tobaksvarutillverkning 

13 Manufacture of textiles Textilvarutillverkning 

14 Manufacture of wearing apparel Tillverkning av kläder 

15 Manufacture of leather and related 

products 

Tillverkning av läder, läder- och skinnvaror 

m.m. 

16 Manufacture of wood and of products of 

wood and cork, except furniture; 

manufacture of articles of straw and 

plaiting materials 

Tillverkning av trä och varor av trä, kork, 

rotting o.d. utom möbler 

17 Manufacture of paper and paper 

products 

Pappers- och pappersvarutillverkning 

18 Printing and reproduction of recorded 

media 

Grafisk produktion och reproduktion av 

inspelningar 

19 Manufacture of coke and refined 

petroleum products 

Tillverkning av stenkolsprodukter och 

raffinerade petroleumprodukter 

20 Manufacture of chemicals and chemical 

products 

Tillverkning av kemikalier och kemiska 

produkter 
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21 Manufacture of basic pharmaceutical 

products and pharmaceutical 

preparations 

Tillverkning av farmaceutiska basprodukter 

och läkemedel 

22 Manufacture of rubber and plastic 

products 

Tillverkning av gummi- och plastvaror 

23 Manufacture of other non-metallic 

mineral products 

Tillverkning av andra icke-metalliska 

mineraliska produkter 

24 Manufacture of basic metals Stål- och metallframställning 

25 Manufacture of fabricated metal 

products, except machinery and 

equipment 

Tillverkning av metallvaror utom maskiner 

och apparater 

26 Manufacture of computer, electronic 

and optical products 

Tillverkning av datorer, elektronikvaror och 

optik 

27 Manufacture of electrical equipment Tillverkning av elapparatur 

28 Manufacture of machinery and 

equipment n.e.c. 

Tillverkning av övriga maskiner 

29 Manufacture of motor vehicles, trailers 

and semi-trailers 

Tillverkning av motorfordon, släpfordon och 

påhängsvagnar 

30 Manufacture of other transport 

equipment 

Tillverkning av andra transportmedel 

31 Manufacture of furniture Tillverkning av möbler 

32 Other manufacturing Annan tillverkning 

33 Repair and installation of machinery and 

equipment 

Reparation och installation av maskiner och 

apparater 

35 Electricity, gas, steam and air 

conditioning supply 

Försörjning av el, gas, värme och kyla 

36 Water collection, treatment and supply Vattenförsörjning 

37 Sewerage Avloppsrening 

38 Waste collection, treatment and disposal 

activities; materials recovery 

Avfallshantering; återvinning 

39 Remediation activities and other waste 

management services 

Sanering, efterbehandling av jord och 

vatten samt annan verksamhet för 

föroreningsbekämpning 

41 Construction of buildings Byggande av hus 
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42 Civil engineering Anläggningsarbeten 

43 Specialised construction activities Specialiserad bygg- och 

anläggningsverksamhet 

45 Wholesale and retail trade and repair of 

motor vehicles and motorcycles 

Handel samt reparation av motorfordon 

och motorcyklar 

46 Wholesale trade, except of motor 

vehicles and motorcycles 

Parti- och provisionshandel utom med 

motorfordon 

47 Retail trade, except of motor vehicles 

and motorcycles 

Detaljhandel utom med motorfordon och 

motorcyklar 

49 Land transport and transport via pipelines Landtransport; transport i rörsystem 

50 Water transport Sjötransport 

51 Air transport Lufttransport 

52 Warehousing and support activities for 

transportation 

Magasinering och stödtjänster till transport 

53 Postal and courier activities Post- och kurirverksamhet 

55 Accommodation Hotell- och logiverksamhet 

56 Food and beverage service activities Restaurang-, catering- och barverksamhet 

58 Publishing activities Förlagsverksamhet 

59 Motion picture, video and television 

programme production, sound recording 

and music publishing activities 

Film-, video- och tv-programverksamhet, 

ljudinspelningar och fonogramutgivning 

60 Programming and broadcasting activities Planering och sändning av program 

61 Telecommunications Telekommunikation 

62 Computer programming, consultancy 

and related activities 

Dataprogrammering, 

datakonsultverksamhet o.d. 

63 Information service activities Informationstjänster 

64 Financial service activities, except 

insurance and pension funding 

Finansiella tjänster utom försäkring och 

pensionsfondsverksamhet 

65 Insurance, reinsurance and pension 

funding, except compulsory social 

security 

Försäkring, återförsäkring och 

pensionsfondsverksamhet utom obligatorisk 

socialförsäkring 

66 Activities auxiliary to financial services 

and insurance activities 

Stödtjänster till finansiella tjänster och 

försäkring 
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68 Real estate activities Fastighetsverksamhet 

69 Legal and accounting activities Juridisk och ekonomisk konsultverksamhet 

70 Activities of head offices; management 

consultancy activities 

Verksamheter som utövas av huvudkontor; 

konsulttjänster till företag 

71 Architectural and engineering activities; 

technical testing and analysis 

Arkitekt- och teknisk konsultverksamhet; 

teknisk provning och analys 

72 Scientific research and development  Vetenskaplig forskning och utveckling 

73 Advertising and market research Reklam och marknadsundersökning 

74 Other professional, scientific and 

technical activities 

Annan verksamhet inom juridik, ekonomi, 

vetenskap och teknik 

75 Veterinary activities Veterinärverksamhet 

77 Rental and leasing activities Uthyrning och leasing 

78 Employment activities Arbetsförmedling, bemanning och andra 

personalrelaterade tjänster 

79 Travel agency, tour operator and other 

reservation service and related activities 

Resebyrå- och researrangörsverksamhet 

och andra resetjänster och relaterade 

tjänster 

80 Security and investigation activities Säkerhets- och bevakningsverksamhet 

81 Services to buildings and landscape 

activities 

Fastighetsservice samt skötsel och underhåll 

av grönytor 

82 Office administrative, office support and 

other business support activities 

Kontorstjänster och andra företagstjänster 

84 Public administration and defence; 

compulsory social security 

Offentlig förvaltning och försvar; obligatorisk 

socialförsäkring 

85 Education Utbildning 

86 Human health activities Hälso- och sjukvård 

87 Residential care activities Vård och omsorg med boende 

88 Social work activities without 

accommodation 

Öppna sociala insatser 

90 Creative, arts and entertainment 

activities 

Konstnärlig och kulturell verksamhet samt 

nöjesverksamhet 

91 Libraries, archives, museums and other 

cultural activities 

Biblioteks-, arkiv- och museiverksamhet m.m. 
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92 Gambling and betting activities Spel- och vadhållningsverksamhet 

93 Sports activities and amusement and 

recreation activities 

Sport-, fritids- och nöjesverksamhet 

94 Activities of membership organisations Intressebevakning; religiös verksamhet 

95 Repair of computers and personal and 

household goods 

Reparation av datorer, hushållsartiklar och 

personliga artiklar 

96 Other personal service activities Andra konsumenttjänster 

97 Activities of households as employers of 

domestic personnel 

Förvärvsarbete i hushåll 

98 Undifferentiated goods- and services-

producing activities of private households 

for own use 

Hushållens produktion av diverse varor och 

tjänster för eget bruk 

99 Activities of extraterritorial organisations 

and bodies 

Verksamhet vid internationella 

organisationer, utländska ambassader o.d. 
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9.2 Appendix 2 - Interview Framework 

9.2.1 General/introduction 

 Describe your role as X 

 What is your primary business responsibility? Are you followed up on the financial 

performance of your department? 

 Are you directly involved in sales? How are the responsibilities shared between you 

and the consultants? 

 Are you directly involved in projects? 

 Describe your knowledge of your market 

Cues: customers, trends, market share, competitors 

 

9.2.2 Strategy 

 How do you prioritize projects? 

 What measures do you undertake to ensure a healthy margin on all projects? 

 Do you consider certain projects to be more risky? How do you know in advance? 

 What measures do you undertake to decrease risk in projects? What characterizes a 

risky project? 

 Within what industry/service do you consider there to be most growth potential? What 

do you base that statement on? 

 To what degree and in what way do you cooperate with other departments as of 

today? 

 Do you consider there to be a need for increased interdepartmental cooperation in 

attempting to increase revenue or market share? How could this be managed? 

 

9.2.3 Current sales practices 

 How is sales performed within the organization? 

 Do you engage in sales? In what manner? 

 What is included in your sales plan? What underlying information made you 

formulate this plan? 

 How do you find and contact new customers? 
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 Who manages the customer during the sales process? 

 Do you actively seek new customers or do you get contacted? 

 If you actively seek new customers, how do you come across these opportunities? 

 Do you think in term of cross-selling during project sales? 

 Can you describe a current project in regards to 

o How the contact between *firm* and customers was handled? 

o How an enquiry by a customer is handled? 

 How are tenders handled? How do you price your offerings? Do you contemplate the 

tenders of competitors? Is pricing based on strategy? 

 Do you follow up on tenders you lost? 

 

9.2.4 Cross-selling 

 Do you actively strive to sell projects spanning over several departments? 

 Do you feel like customers in your projects require services that are generally not sold 

by *firm* but are available in the service portfolio of *firm*. 

 How is internal coordination handled in projects spanning several departments or 

business areas? 

 Who is responsible? Who handled sales? Do you consider *firm* to act as one service 

provider in the contact with customers? Do you report new sales or initiated projects 

or tenders? 

 

9.2.5 Sales planning and prioritization 

 Are there strategically important markets that you currently focus attention on? How 

is this manifested? 

 Do you feel that you are missing out on sales? Due to? 

 Are you forced to ignore profitable offers from customers? Due to? Lack of 

competence or resources? How is responsible for this not to happen? Is this followed 

up and analysed? 

 Do you plan ahead for upcoming projects and do you conduct any form of marketing 

activities? 
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 Do you look at your sales plan in order to investigate if you fulfil goals? 

9.2.6 Market intelligence gathering 

 Are you aware of what projects are sold to customers by competing firms? 

 Is there potential/resources to sell more? Are consultants holding back on sales due to 

high capacity utilization? 

 Are you aware of services that are commonly purchased by competing firms? In these 

cases, do you contemplate why competitors are chosen? 

 Do you have a clear picture of your current customer base? 

 Do you have any contact with customers? 

 Do you evaluate the service need of your customers? 

 Do you contact customers after finishing a project? 

 Do you evaluate the satisfaction with your services of your customers? 

 Do you consider yourself to be familiar with the industries of your customers? 

 What company is your largest customer? Your most profitable customer? 

 Are you aware of customers that increase their share of your delivered services? 

9.2.7 Market intelligence dissemination 

 Do you keep continuous contact with department managers in other departments? Do 

you communicate frequently with the market department? 

 What information would you consider important enough to pass it on to other 

departments? 

 What information would enable you to better forecast demand? 

 What information would enable you to better evaluate the needs of customers? 

 What communication channels would ideally be used in the communication of market 

intelligence? Cues: text, seminars, statistical data, analogue, digital. 

 What frequency would you prefer? 

 Do you discuss the customers future or current service need with customers. 

 Do employees turn to you with information regarding customers or upcoming 

projects? 
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9.2.8 Market intelligence analysis 

 Do you follow up on the margin of performed projects? 

 What commonalities do such projects share? Have you recognized connections to the 

customers’ business area, them being private or governmental or is there a connection 

to what services you deliver? 

 Do you use current tools?' 

 Did you read the latest newsletter? 

 Who is responsible for market analysis and profiling of services? 

 What actions are undertaken in order to increase sales? On department level, on a 

department spanning level. 

 In what way does the purchasing behaviour of customers differ? What is the cause? 

 What is the service portfolio of your department? Are you able to accurately tag 

projects with their included services to follow up on sales of specific services? 

 What forums for sharing and discussing market intelligence are available in the 

organization? 

 

9.2.9 Service development 

 What is the potential for growth within your department? What would facilitate this 

growth? 

 What measures would you undertake if you had more knowledge about your market? 

 How would you influence your employees? 
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9.3 Appendix 3 – MKTOR 

1. Our salespeople regularly share information within our business concerning competitors’ 

strategies. 

2. Our business objectives are driven primarily by customer satisfaction. 

3. We rapidly respond to competitive actions that threaten us. 

4. We constantly monitor our level of commitment and orientation to serving customers’ 

needs. 

5. Our top managers from every function regularly visit our current and prospective 

customers. 

6. We freely communicate information about our successful and unsuccessful customer 

experiences across all business functions. 

7. Our strategy for competitive advantage is based on our understanding of customers’ needs. 

8. All of our business functions (e.g., marketing/sales, manufacturing, R&D, 

finance/accounting, etc.) are integrated in serving the needs of our target markets. 

9. Our business strategies are driven by our beliefs about how we can create greater value for 

our customers. 

10. We measure customer satisfaction systematically and frequently. 

11. We give close attention to after-sales service. 

12. Top management regularly discusses competitors’ strengths and strategies. 

13. All of our managers understand how everyone in our business can contribute to creating 

customer value. 

14. We target customers where we have an opportunity for competitive advantage. 

15. We share resources with other business areas.  
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9.4 Appendix 4 – MARKOR 

1. In this business area, we meet with customers at least once a year to find out what products 

or services they will need in the future. 

2. In this business area, we do a lot of in-house market research. 

3. We are slow to detect changes in our customers’ product preferences. (R) 

4. We poll end users at least once a year to assess the quality of our products and services. 

5. We are slow to detect fundamental shifts in our industry (e.g., competition, technology, 

regulation). (R) 

6. We periodically review the likely effect of changes in our business environment (e.g., 

regulation) on customers 

7. We have interdepartmental meetings at least once a quarter to discuss market trends and 

developments. 

8. Marketing personnel in our business area spend time discussing customers’ future needs 

with other functional departments. 

9. When something important happens to a major customer or market, the whole business 

area knows about it in a short period. 

10 Data on customer satisfaction are disseminated at all levels in this business area on a 

regular basis. 

11. When one department finds out something important about competitors, it is slow to alert 

other departments. (R) 

12. It takes us forever to decide how to respond to our competitors’ price changes. (R) 

13. For one reason or another we tend to ignore changes in our customers’ product or service 

needs. (R) 

14. We periodically review our product development efforts to ensure that they are in line 

with what customers want. 

15. Several departments get together periodically to plan a response to changes taking place 

in our business environment. 

16. If a major competitor were to launch an intensive campaign targeted at our customers, we 

would implement a response immediately. 

17. The activities of the different departments in this business area are well coordinated. 

18. Customer complaints fall on deaf ears in this business area. (R) 

19. Even if we came up with a great marketing plan, we probably would not be able to 

implement it in a timely fashion. (R) 
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20. When we find that customers would like us to modify a product or service, the 

departments involved make concerted efforts to do so. 
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9.6 Appendix 5 – Translated Survey Statements  

 
Statement Påstående 

1 
In this department, we do a lot of in-house 

market research. 

Inom vår avdelning utför vi själva många 

marknadsundersökningar. 

2* 
We are slow to detect changes in our 

customers’ service preferences. 

Vi är långsamma på att upptäcka 

förändringar i våra kunders tjänstebehov. 

3* 

We are slow to detect fundamental shifts 

in our industry (e.g., competition, 

technology, regulation). 

Vi är långsamma på att upptäcka stora 

förändringar inom vår industri (konkurrens, 

teknikutveckling, regleringar etc.). 

4 

We periodically review the likely effect of 

changes in our business environment on 

customers 

Vi utvärderar regelbundet hur våra 

kunder kan komma att påverkas av 

förändringar på vår marknad. 

5 

We have interdepartmental meetings at 

least once a quarter to discuss market 

trends and developments. 

Vi har avdelningsöverskridande möten 

minst en gång i kvartalet för att diskutera 

trender och marknadsutveckling. 

6 

When something important happens to a 

major customer or market, the information 

is disseminated to the whole business area. 

När något viktigt händer en stor kund eller 

marknad så sprids informationen över 

hela affärsområdet. 

7* 

When one department finds out something 

important about competitors, it is slow to 

alert other departments. 

När en avdelning får reda på någonting 

viktigt om en konkurrent så tar det lång tid 

innan detta når andra avdelningar. 

8* 

For one reason or another we tend to 

ignore changes in our customers’ service 

needs. 

Av någon anledning så tenderar vi att 

förbise förändringar i kunders 

tjänstebehov. 

9 
The activities of the different departments 

in this business area are well coordinated. 

Avdelningarnas samarbete inom vårt 

affärsområde är välkoordinerat. 

10 

When we find that customers would like us 

to modify a product or service, the 

departments involved make concerted 

efforts to do so. 

När en kund efterfrågar en förändring i 

vårt tjänsteerbjudande så anstränger sig 

den/de berörda avdelningarna för att 

genomföra detta. 

11 
Our business objectives are driven primarily 

by customer satisfaction. 

Våra affärsmål drivs primärt av 

kundnöjdhet 

12 

All of the employees within this 

department understand how we can 

contribute to creating customer value. 

Alla anställda inom avdelningen förstår 

hur vi gemensamt kan bidra till att skapa 

värde för våra kunder. 
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9.7 Appendix 6 – Survey Results 

 
Statement 

Frequency of Response 
Unable to 

answer 
Average** 

Standard 

deviation 
Category 

1 2 3 4 5 6 7 8 9 10 

1 

In this department, we do a 

lot of in-house market 

research. 

4 5 4 0 3 0 1 1 1 1 0 3.75 2.72 
Intelligence 

Gathering 

2* 

We are slow to detect 

changes in our customers’ 

service preferences. 

5 2 1 3 3 2 3 0 0 0 1 4.15 2.22 
Intelligence 

Gathering 

3* 

We are slow to detect 

fundamental shifts in our 

industry (e.g., competition, 

technology, regulation). 

4 1 5 3 2 3 1 0 0 0 1 3.95 1.88 
Intelligence 

Gathering 

4 

We periodically review the 

likely effect of changes in our 

business environment on 

customers 

0 1 5 1 3 1 4 1 2 2 0 5.8 2.50 
Intelligence 

Gathering 

5 

We have interdepartmental 

meetings at least once a 

quarter to discuss market 

trends and developments. 

0 0 1 1 0 0 3 1 1 13 0 8.75 2.07 
Intelligence 

Dissemination 
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6 

When something important 

happens to a major customer 

or market, the information is 

disseminated to the whole 

business area. 

2 1 2 2 0 0 7 1 2 2 1 6.2 2.85 
Intelligence 

Dissemination 

7* 

When one department finds 

out something important 

about competitors, it is slow 

to alert other departments. 

1 2 4 2 0 3 2 3 0 2 1 5.6 2.71 
Intelligence 

Dissemination 

8* 

For one reason or another we 

tend to ignore changes in our 

customers’ service needs. 

2 5 5 4 2 1 1 0 0 0 0 3.3 1.55 
Responsivene

ss 

9 

The activities of the different 

departments in this business 

area are well coordinated. 

0 2 3 1 3 2 2 3 4 0 0 5.9 2.41 
Responsivene

ss 

10 

When we find that customers 

would like us to modify a 

product or service, the 

departments involved make 

concerted efforts to do so. 

0 1 1 0 1 1 2 4 5 3 2 7.95 2.27 
Responsivene

ss 

11 

Our business objectives are 

driven primarily by customer 

satisfaction. 

0 0 1 0 2 1 4 6 3 3 0 7.6 1.77 Culture 
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12 

All of the employees within 

this department understand 

how we can contribute to 

creating customer value. 

0 0 2 2 4 3 3 2 3 1 0 6.3 2.03 Culture 

* Reversed statement (Low score indicates better practice) 

** out of 10 where 1 - Completely disagree, 10 - Completely agree 
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