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ABSTRACT

Customer insight is fundamental for market oriented organizations to understand their
markets. However, the use of customer insight in marketing decisions is poorly
understood, partly due to the difficulties in obtaining research access within
organizations. But in part because under the perspective of market-based learning
(MBL) theory, knowledge is a fixed asset so while there has been interest in insight

acquisition, there has been less interest in the processes of insight use.

This doctoral research focuses on managers’ use of customer insight within the
organisation. It applies the case research method within two organisations using
multiple sources of data, including interviews with multiple individuals and real-time
experience tracking over a period of time. A framework of the process of insight use is
developed from a review of literature and then explored and expanded upon through

case study analysis.

The emergent framework provides a more granular understanding of the multiple stages
of the customer insight use cycle within an organization. It identifies that the insight
use process is a perpetual feedback loop learning mechanism and involves several
stages identified as: acquiring, filtering, transforming, sharing, analysing/interpreting,
actioning and storing. The study finds that some phases are more likely to involve an
individual manager while others are more likely to involve managers working
collectively. For instance, the stages of acquisition and transforming tend to be
individual while the stages relating to interpretation and actioning of insight tend to be
collective. Managers may also opt to store insight as their next step for potential
actioning at a later stage after any of the process stages. In addition to identifying the
stages of insight use, this study identifies the pivotal role of organizational memory in
the insight use process. Enablers and blockers of insight use are identified including
that managers may respond to perceived information overload by (consciously or

unconsciously) blocking information.
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A key contribution of this thesis is that it incorporates the first use in an organizational
behaviour context, of the real-time experience tracking (RET) method. This pioneering
use of RET demonstrates that this method may address some of the limitations that
plague traditional participant observation techniques in organizational settings, such as
active or moderate participation. It demonstrates that RET can be used to track the
insight use process of individuals in organizations over time, helping to understand their

individual and collective insight use processes.

This multi-informant, multi-method study of customer insight use thus provides a
deeper understanding of the processes of customer insight use than most previous MBL
studies, which have typically employed single-informant, cross-sectional survey
approaches. Practitioner implications include that new individual competencies in
information use may be needed and that organisations may need to foster a new code of
etiquette for information sharing and feedback between peers in organizations operating

in today’s information rich environment..
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Everybody gets so much information all day long that they lose their common sense.

Gertrude Stein, 1874 — 1946

If you create incredible value and information for others that can change their lives - and
you always stay focused on that service - the financial success will follow.

Brendon Burchard, 1977 —

An educated person is one who has learned that information almost always turns out to be
at best incomplete and very often false, misleading, fictitious, mendacious - just dead
wrong.

Russell Baker, 1925 —
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GLOSSARY OF TERMS & ABBREVIATIONS

ad hoc research

ad hoc projects

agents
B2B
brand

client / customer

consumer

customer insight

ESOMAR

knowledge

knowledge service
provider

market information

(practitioner) research that is specifically designed to address a particular problem
or issue, usually conducted when there is insufficient existing information.

single pieces of (practitioner) research and not part of a continuous programme of
research.

individuals who have the ability to think and act freely.
business to business.

“a name, term, sign, symbol, design, or a combination of these that identifies the
products or services of one seller or group of sellers and differentiates them from
those of competitors” (Kotler and Armstrong, 2010:255). It “represents
everything that a product or service means to consumers (Kotler and Armstrong,
2010:259).

any individual or organization that requests, commissions or subscribes to all or
any part of a market research project.

the ultimate user of a product or service, often the unit of analysis in market
research studies.

“a detailed understanding of customer profiles and behaviours, drawn from
multiple data sources, that is potentially actionable through the prediction of how
customers will react to different forms and content of interaction, or through other
tailoring of the value proposition” (Bailey, 2008:2)

the world association of research practitioners. Founded in 1948 as the European
Society for Opinion and Marketing Research, ESOMAR’s mission is to promote
the use of opinion and market research for improving decision-making in business
and society world-wide (Source: ESOMAR Glossary of Terms
http://www.esomar.org/index.php/glossary-g.html, accessed 12 March 2011).

“comprising a set of beliefs which informs decisions by agents to take actions that
consume the agent’s (scarce) resources” pointing at the asset and process
properties of the construct as well as the location of the construct within the
“agents” (Boisot and Macmillan, 2004:506). Knowledge is “the capacity that is
built on information extracted from data. Knowledge assets yield a stream of
useful services over time and hence have potential economic value” (Boisot
1998:10c108), and Kock, McQueen and Corner (1997) suggest that this stream
lies in knowledge being “eminently predictive ... with a degree of certainty based
on information about past and present”(Kock et al., 1997:71) . Nonaka and
Takeuchi (1995) cite Plato when defining knowledge as “justified true beliefs”
(ibid:loc354).

an external organization providing knowledge to customers in various areas
exemplified by information technology, engineering consulting, investment
banking, management development and training, legal services, audit and
accounting (as well as tax advisory), management consulting and other business
information services that include market research.

includes “market research [information] provided on a customized basis by
outside research suppliers as well as internal information as exemplified by sales
volume, profitability and promotional expenditures”(Low and Mohr, 2001:71-72,
after Deshpandé and Zaltman, 1987) (emphasis by author).

Xiv
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market insight

market intelligence

MBL
MR

MR client

MR firm

MR industry/sector

MR information

MR process

MR service

MR users

the result of a cognitive process where explicit market intelligence and other tacit
information arising from experience is translated into an understanding of
prevailing mechanisms, influences and conditions around a marketing dilemma.
Insight is held in the individual’s mind but shared among individuals through
direct exchange or through insight’s linked and resulting altered behaviours.

“an analysis of exogenous factors that influence those needs and preferences...
such as government regulation, technology, competitors, and other environmental
forces... current and future”(Kohli and Jaworski, 1990:4).

market-based organizational learning

market research. It includes social and opinion research, and it is the systematic
gathering and interpretation of information about individuals or organizations
using the statistical and analytical methods and techniques of the applied social
sciences to gain insight or to support decision making. The identity of
respondents will not be revealed to the user of the information without explicit
consent, and no sales approach will be made to them as a direct result of their
having provided information (Source: ICC/ESOMAR International Code on
Market and Social Research © 2008).

any individual or organization that requests, commissions or subscribes to all or
any part of a market research project (Source: ICC/ESOMAR International Code
on Market and Social Research © 2008). This definition also distinguishes from
the “MR user” below

an organization or firm engaged in the provision of market research services to
public and/or private customers.

an economic sector comprising a number of organizations and self-employed
persons whose main economic activity is that of providing market research
services to public and private customers.

information resulting from the analysis of data collated through market research
activities. This information is used to generate market information (along with
other information from different sources).

a systematic approach of collating market research information involving
definition of scope/requirements, the collection of data to satisfy these
requirements involving a selection of field techniques, the subsequent analysis of
this data and the translation of this data into information that supports marketing
decisions.

the activity where market research organizations/individuals undertake market
research processes for and on behalf of their public and/or private customers.

the ultimate user of information and knowledge derived from market research
undertaken by market research practitioners (distinct from MR client above)
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1. Introduction

1 INTRODUCTION

Customer insight is a key input into strategic decision making for organizations
operating in competitive, global market places. Customer insight provides the “big
picture”, composed of many pieces joined in one coherent understanding about how
customers will respond to shifts in the environment and to the firm’s offerings.
Customer insight is indispensable for all managers in marketing and senior management
(Wills and Williams, 2004).

In competitive, globalised environments, organizations need to be responsive to trends
and opportunities in the markets in which they operate. Market-oriented organizations
perform better in dynamic environments because they pay attention to the generation
and dissemination of customer insight across the organization (Kohli and Jaworski,
1990).

The acquisition and use of customer insight is widely recognised as a key success factor
in leading organizations, but surprisingly little is understood about the activities of
individual managers in the insight use process. In most industries, managers face a

deluge of information from many sources.

This study looks at how managers engage with customer insight, and it contrasts with
earlier research into market orientation and customer insight that typically takes an
organizational level perspective. Indeed, this study examines the behaviours and stages
of managers’ use of customer insight, adopting a retroductive, case study investigation
on two UK service organizations. Each of these organizations relies on customer

insight in marketing decisions that is drawn from different information sources.

The study involves real-time experience tracking and in-depth interviews with multiple
informants. It examines how managers cope with different challenges that impact their
engagement with customer insight and the steps they take to ensure effective actioning

of insight in marketing decisions.

Emanuel Said 1



INSIGHT INTO ACTION: HOW FIRMS USE CUSTOMER INSIGHT
PhD Thesis

1. Introduction

1.1 Background to the research and rationale

Customer insight is the result of managers’ integration and abstraction of information
about customers, markets and competition from different sources. Within an
organization, customer insight combines managers’ cognitive processing, their
knowhow and their experiences (tacit information) with information in the form of
reports and databases (explicit information). In the terminology of marketing, explicit
information sources might include market research reports, segmentation studies,
customer analytics, transaction data or other forms of customer data (Bailey et al.,
2009). The understanding of present and future customer behaviour that comes from
customer insight helps managers design strategies that enable the organization to
respond to environmental change (Smith and Raspin, 2008) and realize profitable,
customer-focused growth (Langford and Schulz, 2006). Customer insight might thus be
viewed as a strategic asset (Wills and Webb, 2007). Customer insight relies on a wide
range of internal and external sources. One of the more important external sources is
outsourced market research. The outsourced market research industry is a significant
global business-to-business (B2B) knowledge service sector that generated in excess of
US$40Bn in revenue in 2014, up from US$31Bn in 2010, according to the industry’s
peak body ESOMAR (2014). This industry involves market research firms collecting,
analysing and providing market research information to clients. Some 82% of
marketers say they rely on market research information (IBM, 2011) in making

informed and effective marketing decisions.

Organizations face many challenges in the acquisition and effective use of customer
insight, regardless of the source of that insight. First, the rise of an increasing array of
digital, mobile and social channels means that organizations face a proliferation of
external information channels from which customer insight can be sourced. While
customers select and combine these various channels in ways that suit them, managers
increasingly struggle with the challenge of how to keep up with customer behaviour
across all of these channels (IBM, 2011). Second, information technology and networks
now allow organizational information systems, such as customer relationship
management systems, sales databases, operations planning systems and manufacturing

and service management systems, to capture ever-increasing volumes of behavioural
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and transactional data. These petabytes of data, known colloquially as “big data” create
new opportunities for organizations. However, the sheer volume of data being
generated challenges established skillsets within market insight teams, which have
traditionally relied on small group sampling and surveys. Third, the pace of change in
competitive market places means that managers feel pressured to process and action
customer insight promptly and effectively. Yet, research shows that they also feel
increasingly vulnerable as both the volume and variety of data sources surpasses their

capacity to comprehend and exploit data effectively (Day, 2011).

The market-based learning domain of literature provides some understanding of the
stages and behaviours that characterise organizations’ engagement with insight. The
fair volume of empirical literature within this domain offers only a fragmented picture
of insight use because it is construed from mostly single informant, cross-sectional
survey studies (e.g., Deshpandé, 1982; Diamantopoulos, et al., 1990; Maltz and Kohli,
1996; Moorman et al., 1992; Sinkula, 1990, among others). By contrast, studies that
look at how organizations adopt customer insight are rare and often rely on the
memories of single informants about the events that form part of the mundane, day-to-
day processes happening within the organization (such as Perks, 2000; Ryals and
Wilson, 2005). The research set out in this document attempts to bridge these gaps in

understanding how organizations acquire and use customer insight.
A personal motivation

From the perspective of the supplier, that is, from a market research practitioners’
perspective, these trends have accelerated the gap between the market researcher and
their clients (Batchelor, 2010; Neal, 2002; 1989; 1998; Sutherland, 2010) and
increasingly leaves them unable to understand their clients’ needs or provide true value

to customer firms (Ryals and Wilson, 2005).

As a former independent market research practitioner, | was frustrated by the consistent
inability for clients to provide feedback on their firm’s use of the market research that I
supplied. Whereas the executives within the customer firms had no reservations
providing feedback about the quality of service or the tangible deliverables emerging

from the contracted services, the use of the market research report, data or
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interpretations by the customer firm managers remained shrouded in mystery. Like
fellow practitioners, | considered this feedback an important opportunity to learn about
and to improve my offerings to customers, yet it was denied to me for various reasons
which remain unclear to me. | speculated that this lack of feedback was due to any
number of reasons, such as a lack of trust on the part of customer firm executives,
political or other interferences in the insight use process, utilization of my deliverables
to justify a previously held position or simply having a set of suggestions and
recommendations available for use in the longer term. On occasion, | observed
customer firms implement product or service improvements as recommended in my
deliverables, suggesting to me that at least at one point, the client considered the insight
I had provided valuable. My thoughts centred on two questions. A) What leads
customer firms to implement or disregard the insight earned from the external agencies?

B) How do executives use the insight they acquire from different sources?

I have found that many other independent practitioners share these reflections and
concerns. My unanswered questions and an unabated longing for the processes of new
research approaches were perhaps the key triggers for my starting this PhD journey. A
true understanding about the fate of customer insight within the client organization
offers the consultant an opportunity not only to improve the value proposition, but also,

perhaps optimistically, to gain access to the clients’ boardroom.
1.2 Conceptual framework

In the resource-based view of the organization (Wernerfelt, 1984), customer insight is a
strategic asset (Wills and Webb, 2007) that is rare, unique, useful and of value to the
firm (Smith et al., 2006). Believable customer insight (Smith and Culkin, 2001)
supports firms in resolving their responses to environmental threats and opportunities
(Smith and Raspin, 2008). Profitable, customer-focused growth (Langford and Schulz,
2006) is possible as the firm better understands the present and future customer
behaviour (Macdonald et al., 2012). This definition offers two important inferences
about the use of customer insight. The first is that the use of insight involves

knowledge processes within organizations. Second, customer insight helps
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organizations change their behaviour in dealing with customers, markets and

competition as a learning outcome.

Various empirical streams offer perspectives on how managers may engage with
customer insight. Of these, two theoretical fields stand out in offering a relevant picture
of the learning processes involving organizations and their executives’ engagement with

customer insight: market-based learning (MBL) and knowledge process (KP) theory.

The first theoretical field, market-based learning (MBL) (Sinkula et al., 1997; Sinkula,
1994), proposes that organizations identify the information needs and acquire the
needed market information. Organizations diffuse this information among their
members, who in turn interpret and assimilate messages from the market before
applying the emerging insight to marketing decisions. The second theoretical field,
knowledge process (KP) theory (Boisot and Macmillan, 2004; Crossan et al., 1999;
Nonaka and Takeuchi, 1995), proposes that acquired market information is transformed
before it is diffused across different users within the firm. As knowledge is sticky and
difficult to transfer across individuals (Boisot, 1998), managers need to translate and
transform market, customer and competitor data into intelligible messages for peer
managers to make sense. Upon interpretation and application, managers embed their
learning emerging from their engagement with customer insight in organizational
memory taking different forms, ranging from the individuals’ tacit memory to

organizational (explicit) artefacts such as documents or databases.

Each of these theoretical streams alone provides an incomplete (and sometimes
contradictory) view of organizations’ use of customer insight. As will be discussed in
greater detail in Chapter 2, four inconsistencies emerge when the propositions from the
two empirical streams are compared. First, MBL theory assumes that customer insight
use processes involve a linear sequence of five phases: acquisition = dissemination -
interpretation - application - storage (see Figure 1-1).

In contrast, KP theory proposes feedback loop mechanisms to explain users’ exchange
and processing of tacit and explicit information. Feedback loop processes typically
involve a perpetual sequence of four processes where managers intuit their information

needs, interpret acquired information, integrate information from different sources into
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insight and institutionalize insight across the organization at individual, group and

organizational levels (Crossan et al., 1999).

Acquire /
generate

Disseminate Interpret

Instrumental

Conceptual

Symbolic

Figure 1-1 An initial conceptualization of the customer insight process from a review of literature (Source:

Author)

Second, MBL emphasises the flow of insight from suppliers to user organizations,
where the use of customer insight is limited to a number of actors within the marketing
function (Sinkula et al., 1997). KP literature, on the other hand, is relevant to

organization-wide phenomena happening at individual and group levels.

Third, MBL considers knowledge a fluid asset that is easily utilized, whereas KP theory
regards knowledge as a process (Boisot, 1998; Crossan et al., 1999). Knowledge
processes rely on social mechanisms that surmount the difficulty (stickiness) that
characterizes the exchange and sharing of insight among actors as well as within and
between organizations (Argote and Ingram, 2000; Jensen and Szulanski, 2004). Fourth,
unlike KP theory, MBL does not distinguish between explicit (formal, databases, reports
or documentation) and the more viscous, sticky, tacit (meanings and understandings
emerging from experience) knowledge exchanged by individuals, groups or
organizations (Boisot, 1998; Nonaka and Takeuchi, 1995).

In this study, | start with a tentative conceptualization of the customer insight use
process by combining the key propositions from MBL and KP theories offer (see Figure
1-1 above). There is some consistency in the types of behaviours identified in both the
MBL five-step linear process and the four-step knowledge process feedback loop
(Crossan et al., 1999). For instance, both frameworks include an “interpreting” stage ,
which is also consistent with the “externalizing” processes in Nonaka's (1994) SECI
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framework of knowledge processes. There is also a similar consistency across the
“integrating” and “institutionalizing” stages in Crossan et al.'s (1999) and the “use”
stage in the MBL framework. Finally, “institutionalizing” in Crossan et al.'s (1999)
framework is also consistent with the “internalizing” behaviours described in Nonaka

(1994) and the “store” step described in the MBL framework for customer insight use.

At the same time, three inconsistencies hamper the full combination of the propositions
from both theoretical streams into one combined conceptualization. First, whereas KP
theory proposes that knowledge process happens in perpetuity, MBL studies view
customer insight use as a linear process, with a clear start and end. Second, if customer
insight users disseminate or share insight in both tacit and explicit forms (Nonaka,
1994), then it is likely that individuals transform the information they encounter to
accomplish customer insight “dissemination” that Kohli and Jaworski (1990) discuss.

However, MBL does not advocate users’ transformation of customer insight.

Third, MBL literature rarely mentions users’ dependence on organizational systems for
their generation and application of customer insight. Customer insight systems
constitute explicit forms of organizational memory that individuals access in acquiring
specific insight related to marketing decisions. Only rare studies in MBL (such as
Citrin et al., 2007; Perks, 2000; Ryals and Wilson, 2005) consider insight storage from
a peripheral perspective without any reference to the individual, group or organizational

level of manifestation.

Thus, as a further development of the initial conceptualization in Figure 1-1, this study
proposes that users access, retrieve and acquire information from different internal and
external sources. To develop a message that they can disseminate among colleagues,
users transform these pieces of information into an insight packet — or an artefact that
comprises meanings derived from encountered documentary and experiences emerging
from users’ interaction with individuals within and outside their organization. Users
share customer insight packets with colleagues who, in turn, interpret the “packet”
relevant to impending (foreseeable or unanticipated) decisions. Users apply insight in
specific decisions, observing and embedding the outcomes of such decisions in their

own and in their organization’s memory.
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1.3 Research questions

A comparison of the above tentative conceptualization with organizational learning and
KP literature, however, reveals two conceptual limitations. The proposed

conceptualization makes no distinction between:

a) tacit and explicit portions of customer insight (after Polanyi, 1962) at any of the

stages that constitute the customer insight use process;
b) individual and group-level behaviours.

An empirical study of the use of customer insight is thus justified. The present study is

intent on answering two questions emerging from the above initial conceptualization:

Research Question 1. How do managers use customer insight?

Research Question 2.  What is the process of customer insight use in an organization?
1.4 Study’s methodology and design

Answering the research questions involved designing and executing a mixed methods,
case study (Yin, 2009) investigation of two UK-based service organizations that rely on
multiple users of customer insight in their marketing decisions. Users were located in
different functions, and they depend on different sources of customer insight. The two
organizations served domestic markets® with different levels of turbulence, dynamism
and complexity (Kohli and Jaworski, 1990; Slater and Narver, 1995; Souchon and
Diamantopoulos, 1996). The first of these two organizations was a private training
institution (hereafter termed EDU), comprising six business units that include a central
administrative unit. A total of 17 managers from EDU participated in this study. The
second organization was the UK arm of an international software organization
(hereafter termed SOFT) that comprised five business units including an administrative

core. A total of 29 managers from SOFT participated in this study (see Table 1-1).

! As opposed to export markets for manufacturing goods. Exporting manufacturing firms are often the subject
of extant customer insight literature as in Bierly, Damanpour and Santoro (2009); Diamantopoulos,
Schlegelmilch and Allpress (1990); Maltz, Souder and Kumar (2001); Souchon and Diamantopoulos (1997),
among others.
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A purposeful sampling approach was adopted to capture evidence from multiple
informants within each organization (Piekkari et al., 2010). Informants in each case
study firm were managers involved in acquiring, sharing, interpreting and applying
customer insight in their day-to-day marketing work across a range of business
functions, including marketing, sales, services, finance and top management. In each
case study, the individual managers and the customer insight packets constituted the

units of analysis.

Table 1-1 Summary of participants in the study (Source: Author)

Organization

SOFT EDU Total
Phase 1 Phase 2 Phase 3 Phase 1 Phase 2 Phase 3
Interview s RET interview s Total Interview s RET interview s Total

Gender Male 7 11 15 19 5 4 5 7 26
Female 1 8 5 10 5 5 6 10 20

Role Senior manager 7 5 9 13 6 4 5 7 20
Middle manager 1 14 11 16 4 5 6 10 26

Function  Finance 1 1 2 2 2
Marketing 3 1 3 5 7 6 7 12 17

Sales 2 17 14 20 3 3 3 4 24

Sales support 1 1 1 1 1 2

Support services 1 1 1

Each case study captured multiple users’ own experiences and associated interpretations
about an everyday phenomenon (customer insight) in their own language, over a period
of time. Relying on multiple informants helped this study avoid “homogeneity” and
enabled the capture of maximum variation (Creswell, 2009; Hammersley and Atkinson,
2007) to realize the construction of a rich, processual account of the use of customer
insight from a temporal development perspective (after van de Ven and Huber, 1990;
van de Ven, 1992).

The use of customer insight is a process composed of events where managers interact
with insight (Pettigrew, 1992). To capture managers’ interpretations of these
experiences, the study adopted a quasi-ethnographic longitudinal inquiry that employed
a mixture of data collection methods (Hammersley and Atkinson, 2007; Miles and
Huberman, 1994) in four phases. The first phase (Phase 1) involved initial qualitative,
exploratory interviews with customer insight users, followed by real-time experience

tracking (RET) in the second phase (Phase 2). Pre-identified customer insight packets
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were tracked over a period of a month during this phase, helping me generate encounter
timeline maps. The ensuing phase (Phase 3) involved follow-up, in-depth, semi-
structured interviews with customer insight users. Initial findings were discussed with
managers from a number of different organizations in a workshop (Phase 4) intent on

validating these findings (see Figure 1-2).

Whereas the interviews in Phase 1 followed a structured approach intended to explore
the insight sources and key activities, Phase 3 interviews took an unstructured approach
that probed deeper into the motivations and behaviours of managers in their engagement

with customer insight.

Data collection Procedure

— e e e e e —— - - —— —— . = - o —— —— —— —— = —— o —— — —— —— — —— — —— —

‘0‘; ] ] e  Sample: Case 1 EDU; Case 2 SOFT |
| a Depth interviews e  Face to face semi-structured interviews I
T e  Transcribed and used to design RET study in Phase 2 |

| o A 4 o  Sample: Case 1 EDU; Case 2 SOFT |
| @ RET data collection e Real time experience tracking (4 weeks)

g (over one month) e Data tabulated and used to draw process maps I
| o (used as basis of discussion with interviewees in Phase 3) |

. Sample: Case 1 EDU; Case 2 SOFT
v . Face to face semi-structure interviews
L]
.

|
I
Transcribed and combined with other data sources for analysis |
Coding and thematic analysis by multiple researchers. |
Within and across case theme development. |

I

I

Cross-thematic analysis
e  Used to develop a framework which was the basis for the workshop
in Phase 4

Phase 3
W)
@
=l
=
5
@
<.
@
=
w

. Sample: Managers from 4 additional organizations I
g . Semi-structured workshop I
a Validating Workshop e  Transcribed and combined with other data sources for analysis I
£ . I
¢ |

Coding and thematic analysis
Integration of all results

Figure 1-2 Methodology used in this study (Source: Author)

Phase 2 involved the collection of reported usage behaviour by managers using real-
time short-messaging responses and online-diaries over a four week period (after
Macdonald, Wilson and Konus, 2012). RET was used to capture users’ engagement
with 37 different customer insight packets, with encounters reported by 28 participating
managers across the two firms. Participants in the RET phase sent a text message every
time they encountered a source of customer insight, including in their report the source

name, the medium of the source and the action they took as a result.
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Phase 4 involved validating Phase 3 findings by seeking active feedback from eight
managers from four firms participating in a workshop that was specifically organized
for a managers engaged in using customer insight in different UK-based service firms.
Twenty-two participants from twelve firms (including the case study organizations)

contributed feedback during this workshop.

The above fieldwork efforts resulted in the capture of around 300 customer insight
encounters from RET during Phase 2. Time series approaches on RET data led to the
construction of encounter timeline maps showing how customer insight packets moved
across individuals and functions, as well as how individuals encountered different
customer insight sources. Social network analysis on RET data identified clusters of

groups/functions engaged in customer insight sharing.

Where permitted, all interviews in Phase 1 and Phase 3 were recorded and subsequently
transcribed verbatim following the guidelines of Du Bois et al. (1993). Transcripts

were coded using NVivo™ software, a process that involved several phases and cycles.

Apart from relying on qualitative and quantitative methods as a means of
methodological triangulation to address the study’s validity objectives, the study’s
design also incorporated various other measures that address potential bias that hampers
the quality of the study’s contribution. These measures are discussed in Chapter 4. The
author’s own biases as a result of his own life experiences are also acknowledged and
reflected upon (see Chapter 9), as these experiences bear important consequences in

how data has been interpreted in this study.
1.5 Summary of research outcomes

The analysis of the case studies finds evidence of the existence of all five stages of
insight use that have previously been identified in the literature (acquiring,
disseminating, interpreting and using or storing). However, due to the longitudinal and
in-depth nature of this study, a more granular understanding about the sub-processes
within each of these stages emerges from this investigation. For instance, this analysis
identifies additional stages and sub-processes, including a stage where data and

information is filtered, which previous literature appears to have missed.
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Furthermore, because this method included tracking of insight use over time and across
multiple users, the study finds evidence of the actioning of insight in marketing
decisions. While the focus of this research is the customer insight, in examining the
stages of insight use, interview data touches on a multitude of issues related to the core
building blocks of management strategy, including processes, resources and systems,
skills and competencies, culture, leadership, structure and policy. The emergent
framework of customer insight use in Figure 1-3 is the basis of the discussion that

follows in Chapters 7 and 8.
1.6 Summary of contributions

This section briefly summarizes the contributions to theory and practice emerging from

this study.
1.6.1 Contributions to theory

Unlike most of the extant MBL studies, this study focuses on the individual managers

and their engagement with customer insight as the level of analysis.

This study offers a fine-grained understanding about the process in which managers use
customer insight. Earlier research about this phenomenon conceptualized a process by
drawing ideas from organizational learning theory (see Day 1994a; 1994b; 2002), but
these studies rarely included empirical support, or else they provided a partial
understanding gathered from single-informant, cross-sectional studies. MBL studies
(systematically reviewed later in this thesis) conceive insight use as a linear process

involving between three and five steps.

The use of RET, in-depth interviews and associated analyses generate a more granular
explanation of the customer insight use process, leading to a deeper understanding of
the behaviours managers adopt in their engagement with customer insight in five

distinct but closely associated ways (see Figure 1-3).

First, unlike earlier MBL literature, this study determines that customer insight use
follows a perpetual learning cycle rather than a linear process where information feeds

into the organization’s repositories. Observations from RET and in-depth interviews
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suggest that the entire customer insight process has a close resemblance to sense-
making (Thomas et al., 1993; Weick, 1979; 1995) because (a) managers rely on
retrospective information to understand future customer behaviour, and (b) customer

insight use relies on a perpetual interplay between cognition and action.

Group

Transforming Sharing

/e )

Storing \

s Analysing /
Filtering { Organizational | Interpreting
\ Memory

S

External

o Acquiring Acting Key N
insight | —— Individual |
. Individual AN . ‘* GrOUp,i

Figure 1-3 Emergent framework of customer insight use process (Source: Author)

Second, the study’s method produced high granularity data that helped distinguish
between individual and group-level behaviours when managers engage with explicit and
tacit customer insight. This study presents customer insight use as a social process
involving managers interacting with insight and with each other in formal and informal
approaches. Also, as a result of the high-granularity data, this study identified a
mainstream sequence of behaviours managers adopt in their engagement with customer
insight, as well as less common sequences of behaviours that managers adopt in

response to specific motivations and organizational conditions.

Third, this study offers a rich account about the behaviours involved at each stage of the

customer insight use process. A summary comparison (Table 1-2) shows how this
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account contrasts with earlier literature with respect to each process step. This rich

account also offers a more comprehensive view (compared to extant MBL literature)

about the conditions that block or enable the customer insight process at each stage and

at different levels of analysis.

Themes of collaboration and competition emerge from managers’ accounts about their

experienced customer insight sharing and exchange, echoing observations in

organizational learning literature (like Inkpen, 1998 and Kale and Anand, 2006, among

others) but that are overlooked in MBL literature.

Table 1-2 Summary comparison of this study’s contribution compared with earlier literature on customer
insight use (Source: Author)
Customer
insight use MBL literature What this study contributes

process step

Accessing and
acquiring

Filtering

Transforming

Disseminating
/ sharing

Analysing /
interpreting

Acting

Storing

Generally treated as formal information
acquisition typically from external
sources (Diamantopoulos and
Souchon, 1999)

Does not appear in existing MBL
frameworks

Does not appear in existing MBL
frameworks

Treats sharing of the explicit portion of
insight through formal approaches and
only rarely considers the tacit portion
and associated informal approaches.
Studies do not look at the mechanisms
involved in insight sharing.

Rarely focuses on individuals’ analysis
and interpretation. Interpretation rarely
seen as a collective behaviour (Rollins
etal., 2012; Smits and Kok, 2012)

Deals with three forms of use —
instrumental, conceptual and symbolic.

Rarely considered — and typically
looked at as the organizational
repository of information stored in firm’s
systems.

Managers access various sources formally and informally.
Access varies with role, seniority, organizational culture and openness
of systems.

Identifies filtering behaviours at individual and group levels.

Observes anxiety among managers that impacts on managers’
confidence and effectiveness.

Managers transform data into “packets” that can be stored or shared,
involving up to four methods or behaviours.

Observes different approaches that construe formal or informal ways of
sharing insight that managers adopt in dealing with explicit and tacit
customer insight.

Identifies two types of analysis behaviours as well as a range of
collaborative approaches that brings managers together in interpreting
insight to reach a collective understanding.

Distinguishes analysis as individual level behaviours and interpretation
as group level behaviours.

Observes managers applying collective understanding in four types of
decisions.

Distinguishes behaviours at individual and group levels.

Observes managers storing lessons learnt from their dealing with

customer insight and its application explicitly in repositories and tacitly
in their own memory.

This view is in stark contrast to the prevailing parsimony in cross-sectional MBL

literature that typically measures the effects of a narrow selection of influences and their

impacts on specific customer insight use steps.

Fourth, this study emphasizes the role and importance of feedback that managers expect

and share with each other throughout all stages of their engagement with customer
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insight. Feedback takes the fore in closely-knit user communities and is less evident
between distant teams and groups, possibly as a result of different influences and
organizational and individual characteristics, such as culture, tolerance to ambiguity of

roles and context, job involvement and the individual’s self-confidence.

Finally, whereas MBL literature superficially deals with the role of memory in customer
insight use, this study offers a fine-grained view about the individual level manifestation
of transactive memory (like managers’ own mental models or managers’ cognitive maps
and framing). Experience and feedback update individual-level mental models and
cognitive maps continuously, cumulatively and tacitly, equipping managers to better
deal with overload, correct interpretation and efficient insight application.

The observations that this study makes on managers’ use of customer insight lead to the
following eight propositions. These propositions address each of the two research

questions in separate ways, as set out in Table 1-3.

Table 1-3 Propositions emerging from this study (Source: Author)

Research question Proposition

1 How do managers 1  Managers reduce the potential complexity of large quantities of information by filtering information that
use customer is perceived as valuable for themselves and the organization.
insight?

2 Perceptions of information overload may drive managers (consciously or unconsciously) to adopt
behaviours to block information sources.

2 Whatis the 3 The customer insight use process is a feedback loop involving seven behaviours. This process is
process of perpetual and is a core part of an organization’s learning from its experience in markets. Stages in
customer insight the insight use process include acquiring, filtering, transforming, sharing, interpreting, actioning and
use in an storing.

organization? - . . Lo .
4 The customer insight use process involves behaviours at two levels — individual and collective.

Individual behaviours are particularly notable during the acquiring, filtering, transforming, analysing
and storing stages. Collective behaviours are particularly notable during the interpreting and
actioning stages.

5 Individuals may choose to “store” insight as the next step after any of the acquiring, filtering,
transforming, sharing or analysing/interpreting stages.

6 In organizations, individuals’ limitations in information processing capabilities and perceptions of
information overload may limit the organization’s ability to generate and respond to customer insight.

7  Organizational memory plays a central role in the customer insight process as a repository for insight
storage and as a source of insight for decision making.

8 To prevent blockages and enable effective sharing of insight as volumes of data increase,
organizations need individuals to develop new information processing competencies and need to re-
think the structures and processes that support information flow across the organization.

1.6.2 Contributions to practice

Practitioner literature typically conceives the customer insight process as the linear
process that starts with the customer insight agency proposal and goes down to the

preparation and delivery of the report to the client firm (like Hague, 2002; Malhotra and
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Birks, 2007; Zikmund and Babin, 2007). This study offers a contrasting portrayal of the
customer insight process and is consistent with Tuli et al.'s (2007) view about solutions
provision in two ways. First, customer insight suppliers provide only part of what
customer firms expect. Second, supplied customer insight (or a “solution”) has a far
longer effect (after delivery) than what typical customer insight suppliers may sense.
This study indeed shows how customer insight has a longer-lasting use (and effect)
beyond that last encounter between the supplier’s consultant or expert and the client
firm counterparts. An insight provided by a supplier enters a perpetual process of
learning that involves multiple users in the client firm as well as a comprehensive

meshing of behaviours.

This thesis exposes four problems that insight supplying firms need to address in
augmenting their value propositions to client firms. First, supplier firms lack awareness
about who is involved in a customer insight process within client firms and are being
unable to build deep relationships with customer firms. Second, supplier firms need to
be conscious of the range of insight sources their client firms use along with the insight
supplied. In trying to reduce uncertainty, client firm managers validate incoming
insight with prior knowledge and other sources of insight before they consider
interpreting and actioning. Third, customer insight provided by external agencies loses
its visibility as it sinks in the information overload users face every day. Fourth, client
firm users choose what and how incoming insight is shared with colleagues, impacting

on the users’ perceived service and reputation of suppliers.

This thesis also exposes five ways for customer insight firms to offer better value
propositions to their clients and reduce the dividing distance from the client firm’s
boardroom. Customer insight suppliers need to look beyond the contractual boundaries
around the relationships with their client firms and move towards multipoint
relationships. Multipoint relationships help insight suppliers garner a true
understanding about the diverse needs of the client firm users’ and their decision

contexts, lighting up the path to effective knowledge co-creation by the two parties.

From a user firm perspective, there is an opportunity for organizations to amplify the

value-in-use of customer insight when customer insight is kept moving across the entire
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organization. Successful dissemination of insight relies on two important strategies that
the insight-using firm needs to execute: (a) honing the listening capabilities of the
individuals who connect the firm with its context, and (b) encouraging users to respond

to customer insight regardless of their status in the organization’s hierarchy or location.
1.6.3 Contributions to method

There are three key challenges that hamper the validity of findings emerging from
participant observation methods. First, the physical presence of observers in
organizational settings discourages organizations from agreeing to take part in
observational studies. Second, in overt observational studies, organizational settings
may obstruct the complete membership of the observer, limiting the achievement of the
desired depth of inquiry. Third, organizational members championing the observational
studies are likely to direct the investigation to their own specific areas of interest,
potentially limiting the resultant study’s comprehensiveness, variation, objectivity and

audience orientation.

This study employs real-time experience tracking (Baxendale et al., 2015; Macdonald et
al., 2012) as an attempt to overcome the limitations of traditional participant
observation in organizational settings. This approach is a first in organizational studies,
capturing a rich view of the participants’ engagement with customer insight during

specific encounters.

The use of real-time experience provides a methodological contribution in two key
ways. First, the absence of observers within the context studied is a source of two
important advantages: that researchers keep a more or less marginal position,
minimizing the likelihood of over-rapport (Hammersley and Atkinson, 2007), and that
organizations are better motivated to participate in organizational studies. Second,
real-time experience tracking offers the opportunity to study larger numbers of

participants without increasing observer requirements.
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1.7 Dissemination of research
1.7.1 Peer-reviewed conference papers

The following peer-reviewed conference papers emerging from this thesis research have

been accepted to UK and international conferences:

Said, E., Macdonald, E.K. and Wilson, H.N. (2014) ‘How organizations translate
customer insight into marketing action’. Academy of Marketing Conference.
Bournemouth: Academy of Marketing.

***\Winner of “Best in business-to-business track” award ***

***Invited to the Special Conference Issue of the Journal of Marketing
Management (Cranfield 3-star; Association of Business Schools 3-star)***

Said, E. and Macdonald, E.K. (2013) ‘Generating value from market research use:
Doing more with less?’ Academy of Marketing Conference. Cardiff: Academy of
Marketing.

Said, E. and Macdonald, E.K. (2012) ‘A study of market research information use by
clients of market research providers’. Australia New Zealand Marketing Academy
Conference. Adelaide, Australia: Australia New Zealand Marketing Academy.

Said, E. and Macdonald, E.K. (2012) ‘A study of market research information use by
clients of market research providers’. Academy of Marketing Conference.
Southampton: Academy of Marketing.

1.7.2 Practitioner conference papers

A conference paper was submitted and accepted at a UK practitioner conference at
Cranfield in 2013:

Said, E. and Macdonald, E.K. (2014) ‘Insight into action’. Cranfield Customer
Management Forum, Cranfield, UK: Cranfield University School of Management.

Dr. Emma K. Macdonald also presented the emerging conceptual model as part of a

keynote speech delivered at the Market Research Society’s “Customers Exposed”

conference in October 2014, London, UK.
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1.7.3 Journal article acceptance
The following journal article has been accepted:

Said, E., Macdonald, E.K., Wilson, H.N. and Marcos, J. ‘How organizations translate
customer insight into marketing action’. Submitted to the Journal of Marketing

Management.
1.8 Thesis structure

Chapter 2 surveys the key literature domains that inform this study. Chapter 3
conceptualizes the process wherein users engage with customer insight, drawing from
MBL and organizational learning/KP literature, formulating the research questions that
inspire the rest of this study.

Chapter 4 sets out the philosophical considerations governing this study, moving from a
critical realist ontology and epistemological relativism to adopt a retroductive research
strategy. This strategy is explicated in the following sections that describe the processes
adopted to generate strategy and the quality criteria governing the study. A detailed
description of the operationalization of the study follows in Chapter 5, where details of
the units and level of analysis, sampling approaches, data collection and analysis

approaches are set out.

The third part of the thesis starts with Chapter 6, which describes the pilot and key case
studies, including a description of the participating organizations and individual users as
well as the key empirical and methodological observations emerging from the pilot case
study. The empirical findings from the key case study (and in some instances from the
pilot case study) follow suit in Chapter 7, explaining the mechanisms deduced from the

observations made from RET, in-depth interviews and validating seminar.

The fourth part of the thesis starts with a discussion of these findings in Chapter 8,
setting out the key deductions emerging from the findings in the previous chapters. The
customer insight use process conceptualization is compared with earlier literature about
the use of customer insight. The theoretical and practice contributions emerging from

this study are discussed in Chapter 9. This concluding chapter follows with a discussion
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about the study’s limitations as well as a cautious evaluation of the opportunities for
future research. Finally, a personal reflection on the PhD and research process

experienced is offered.
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2 THEORETICAL POSITIONING

This chapter presents a review of the relevant marketing and organizational learning
domains to express this study’s theoretical positioning before leading to the
development of the study’s research questions. After discussing the nature of customer
insight, this chapter positions this study within three theoretical domains that are
relevant to the processes and influences on customer insight use at organizational, group

and individual levels (see Figure 2-1).

This literature review starts by taking the “funnel” approach to appraise marketing
literature that may inform the use of customer insight, looking at this phenomenon from
two opposing points of view. The first involves the use of customer insight from the
suppliers’ point of view, examining supplier-oriented literature that relates to market
orientation and solutions selling. The chapter then moves to appraise the use of
customer insight, taking the customer’s point of view as it reviews industrial buying

behaviour and customer experience literature.

The examination of these opposing views to customer insight use shows that marketing
literature offers only a partial explanation about how managers use customer insight.
Tentative answers that address questions emerging from the apparent limitations of
marketing literature may be borrowed from organizational learning literature, such as
knowledge processing, absorptive capacity and MBL studies. An appraisal of these
domains is set out in the second part of this chapter, showing how these domains also

offer a partial explanation about how managers use customer insight.

Table 2-1 summarizes the key observations emerging from this review about these
literature domains, as well as the key implications/limitations that each reviewed
domain bids on the phenomenon of interest. The review in this chapter shows that
none of the domains examined offers a full explanation about how customer insight is
used at the individual manager’s level of analysis. Indeed, explaining how managers
use customer insight can at best be conceptualized from ideas derived from the different

literature domains. Chapter 3 portrays this theme in the form of a tentative
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conceptualization for this study. This conceptualization is an integral part of the

development of the study’s research questions.

Customer-supplier
co-creation of
customer insight

Customer - supplier
dyad in
a MR context

Marketing: Supplier View

eMarket orientation

‘ eSolutions selling

Organizations’ learning
from customer insight use

Organizational
Learning

eKnowledge Management
eAbsorptive capacity
eSense making
eCommunities of practice

Marketing:
Customer View
eBuying group
eCustomer experience

Customer insight
use

Figure 2-1 A map of literature domains that inform the research question (Source: Author)

2.1 What is customer insight?

An appraisal of different studies in marketing offers a theoretical definition of customer
insight for use in this thesis. Wills and Webb (2007) consider customer insight a
strategic asset, and it is valuable, rare, difficult to imitate and of use to the organization
(Smith, Wilson and Clark, 2006). Managers aggregate information from multiple
sources, including market research, database analytics, customer and market intelligence
into a believable “big picture” (Smith and Culkin, 2001; Wills and Williams, 2004).
Customer insight envelopes domains like market research, segmentation and customer
analytics, combining transactional and external customer data (Bailey et al., 2009).
Ultimately, customer insight supports the firm’s response to environmental change
(Smith and Raspin, 2008) helping establish profitable, customer-focused growth
(Langford and Schulz, 2006) as a result of an organization’s understanding of present

and future customer behaviour (Macdonald et al., 2012).

24 Emanuel Said



INSIGHT INTO ACTION:  HOW FIRMS USE CUSTOMER INSIGHT

PhD Thesis

2. Theoretical Positioning

Table 2-1

Features of the different literature domains reviewed in this study.

Perspective | Focus Process relevance
2 g
i 5 - 2 & 3
Literature domain Examples 3 2 '§ = .‘é E % S 8 Implications for use of customer insight Limitations of application
= 3 ]
g g g $ 3 5 E 58
7] 3 g £ E g % S
2 o g
5] @
Marketing
L I Treats organizations as originators of customer
Proposes use of customer insight for orienting of [. o
" . - . o insight and does not answer how organizations
. . Kohli and Jaworski (1993); marketing efforts. Process involves acquisition, A P
Market orientation v v v h . and individuals use customer insight.
Narver and Slater (1990) aggregation and exchange of different types - .
X : . ! Organizations seen as creators/suppliers of
ofmarket information (Kohli and Jaworski, 1990) P
customer insight
- - Product centric views on servitization of products:
(Looks at organizations as originators of customer neglect the nature of customer insight. Scope of
Solutions selling Tuli et al. (2007) v v v v v insight solutions for clients - but not users’ gle ) ) gnt. P
A P solutions treated wider than just MR firms -
application of customer insight).
customer dyads.
. Suggests mechanisms for cross functional teams [(Looks at organizations as buyers of customer
. Robinson et al. (1967); X . N S B L
Buying group v v v v formation during the use of supplier related insight but not users’ application of customer
Spekman and Ford (1977) . . o
information. insight)
That customer organizations co-create value
Cova and Salle (2008); Lemke through supplier-customer interaction (Looks at organizations’ members experiencing
. et al. (2011); Prahalad and (experience). Because interaction happens customer insight as a service.) Largely relates to
Customer experience N v v v v I o X .
Ramaswamy (2003); Shaw between individuals (within supplier and customer [consumer experience. Does not look at team or
and Ivens (2004) locations), value co-creation happens at an organizational levels as units of analysis
individual level.
Organizational learning
(Beyer and Trice 1982; Boisot o o ) Rglaltes to trgnsfer of kngwledge between and
(That organizations learn through individuals within organizations, typically in R&D contexts.
1998; Choo 1998; Crossan et N . . X . A . . 3
Knowledge processes al. 1999: Nonaka 1991 v v v v v sharing of tacit and explicit knowledge, involving a |The impact of client values on client-supplier
. ! ! feedback loop mechanism). relationship across the relationship lifetime is not
Nonaka and Takeuchi 1995)
expounded.
Cohen and Levinthal (1990, (That'organlzatllons need absprptlve capabl'lltles in ) i )
. ; creating and using customer insights effectively). |Avoids discussion on processes at team or
Absorptive capacity 1994); Zahra and George v v v v . . I
Deals with R&D knowledge in partner individual levels.
2002) o -
organizations (not supplier-customer dyads).
Sinkula (1994); Sinkula et al. o o Looks at entire organization as Ul?lt Qf‘analy5|s,
. X That organizations seek and use customer insights |[neglecting the role of teams and individuals.
Market based learning [(1997); Slater and Narver v v v N .
(1995) as part of a learning process. Assumes knowledge is a transferable asset rather
than a process.
. Weick (1995); Weick and (That organizations rely on customer insights in Provides reasons for seeking MRllnformatlon and.
Sense making v v v A customer insight but no explanation about how this
Roberts (1993) making sense of a complex market context) is exploited
Suggests conditions that support formation of
Comr_numtles of Lave (1991); Wenger (2000) v v v v _(That groups of users share skll_ls a_md approaches [teams where |nd|_v|c_1uals Iegrn from each other,
practice in creating and using customer insights) but not about their interaction during the use of
customer insight.
This study v v v v v v
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This study distinguishes information, intelligence and customer insight. Information
represents the lowest level of complexity and integration of market, customer and
competitor data, whether externally sourced or internally generated, as exemplified by
sales and customer profitability data (Deshpandé and Zaltman, 1987) (see Figure 2-2).
Information is data that is structured and organized, placed in context and bestowed
with meaning (Glazer, 1991). Customer, competitor or market intelligence lies at the
next level of complexity and is obtained when customer, competitor or market
information is extracted, analysed and integrated with other pieces of information
derived from different sources. Customer insight represents the next level of integration
and abstraction, emerging as a result of the cognitive processing of customer,
competitor and market intelligence, along with other internally or externally sourced,
tacit or explicit information. The tacit portion of insight involves experiences that are
translated into an understanding about prevailing mechanisms, influences and
conditions impacting customer behaviour. The explicit portion involves the codified
aspect embodied in reports, databases and other formal information that managers find

easy to share.

Other exogenous
information

—— Technology information

——— Requlatory information

Market

intelligence L Market information
Application

| Customer survey data
|——— Customer 4—— GCusiomer Customer sales dala
intelligence information
(profitability, sales..)
Knowled -+ c insight |l Internal data

Competitor < Competitor
intelligence information

Tacit information
(experance)

Figure 2-2 Hierarchical distinction between knowledge, insight, intelligence, information and data

(Source: Author)
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This description of customer insight has two connotations:
1. Customer insight involves knowledge processes within organizations;

2. Customer insight helps organizations change behaviour in dealing with customers,

markets and competition.

Whereas marketing literature tends to deal with customer insight as an asset, this study
takes a different approach by looking at the processes that lead to the development of

customer insight happening at the individual manager’s level of analysis.
2.2 Marketing literature

This review appraises marketing literature about how managers engage with customer
insight from two opposing viewpoints. The first relates to the knowledge service
supplier’s perspective about the use of customer insight, critiquing the ability of two
pertinent empirical domains, market orientation and solutions selling literature, to
explain how organizations engage with customer insight. An evaluation of two further
empirical domains that take a contrasting customer oriented perspective follows,
critiquing the ability of B2B (or industrial) buying behaviour and customer experience

literature to explain how organizations and managers experience customer insight.
2.2.1 Supplier-oriented literature

Two domains of literature are relevant for understanding the supplier perspective about
organizations’ engagement with customer insight from a knowledge services provider
point of view. The first, market orientation, is an empirical domain that focuses on the
firm’s readiness to orient its offering to the real needs of the customer segments it
serves. The second, solutions selling, is an empirical literature domain that focuses on

the process of suppliers’ selling of complex solutions.
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Market-orientation literature

The market-orientation literature (Deshpandé and Webster, 1989; Keith, 1960; Kohli
and Jaworski 1990; Kohli and Jaworski, 1993; Kotler, 1972; Narver and Slater, 1990)

proposes two relevant notions for the organizations’ use of customer insight:

1. Successful market-oriented organizations generate and use market insight to best
exploit opportunities in the markets tapped (Kohli and Jaworski, 1990); and

2. organizations create their own customer insight through the acquisition, aggregation
and exchange of different types of market information,? whether tacit or explicit
(Kohli and Jaworski, 1990).

Market-orientation literature offers an insufficient answer about the use of customer

insight due to two limitations:

1. It views organizations as suppliers of goods and services to their customers; and

2. It deals with mechanisms and systems that enable organizations to respond to
marketing stimuli (exemplified by Day, 1994; Deshpandé and Zaltman, 1982;

Kohli and Jaworski, 1990, 1993) at an organizational level.

Solutions selling literature

b

Because the contracting out of customer insight involves the purchase of a “solution’
from a provider firm, then literature on solutions selling might extend existing

understanding about the use of customer insight.

A solution is “a customized and integrated combination of goods and services for
meeting a customer’s business needs” (Tuli, Kohli, and Bharadwaj, 2007, p. 1). Ina
customer insight context, insight produced adopts a solution character intended to
answer diverse and specialised questions customer organizations have about specific
marketing issues. Solutions selling literature emphasizes the need for suppliers to orient

their offerings to solve “end-to-end” customer problems or provide an “integrated

Customer or trade partner meetings, sales report analyses, customer database analysis and formal market
research like “customer attitude surveys, sales response in test markets, and so on”(Kohli and Jaworski, 1990,

p. 5).
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combination of products and services customised for a set of customers that allow
customers to achieve better outcomes than the sum of the individual components”
(Sawhney, 2006, p. 369). Solutions exploit longitudinal processes of collaboration
across different functions in supplier and buying organizations (Storbacka, 2011) to

“enable improved value creation for the customers” (p. 701).

Scholars tend to be divided in how they look at the value of solutions. Proponents like
Cannon and Perreault (1999), Galbraith (2002) and Sawhney, Wolcott and Arroniz
(2006) offer a product-centric view about value, embedded in the supplied customised
goods and services. Others, like Cova and Salle (2008); Evanschitzky, Wangenheim,
and Woisetschlaeger (2011); Macdonald et al. (2011); Szwejczewski, Lemke and
Goffin (2005) as well as Tuli, Kohli and Bharadwaj (2007) look at value located in the
use of solutions, arising from “longitudinal relational processes, during which a solution
provider integrates goods, service and knowledge components into unique combinations
that solve strategically important customer specific problems, and is compensated on
the basis of the customer’s value-in-use” (Storbacka, 2011, p. 699. Emphasis by

author).

Only a partial understanding about how organizations and individuals use customer
insights can be extended from solutions selling literature as a result of two limitations.
First, the solutions literature largely relates to the servitization of products, where
suppliers offer products bundled with services. In the customer insight context, the
“product” may well be the “information” supplied by the insight firm to the client
organization, with anything else being “service” forming part of the solution. The
exception is Galbraith (2002), who considers “support, education and consulting”
integral aspects of a solution. In practice, customer insight is the result of a process
involving the systematic design, gathering, analysis and interpretation of information

from multiple sources. This process happens within the customer’s organization.

Second, integrated solutions comprise “longitudinal processes of collaboration that
involve several functions of both the buying and the selling organizations” (Storbacka,
2011, p. 699). Because insight firms are typically considered an extension of the client

organization’s marketing function (Gummesson, 1999), literature on integrated
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solutions offers only limited applicability. Integrated solutions literature focuses on the
relationship between the selling and buying firms, rather than how the members of the

client firm interact with multiple sources of insight.
2.2.2 Customer-oriented literature

From a contrasting, customer-oriented perspective, two further literature domains are
relevant for understanding how managers may engage with customer insight in
marketing decisions. The first, business-to-business buying group behaviour, is an
empirical field that relates to how organizations and managers engage in buying
knowledge services. The second, which relates to customer experience, looks at how

managers may engage with customer insight as individuals.
B2B buying group behaviour literature

The use of customer insight involves the creation of cross-functional teams (Kohli and
Jaworski, 1990; Moorman et al., 1993; Moorman, 1995; Zaltman, 2001) and is a

phenomenon that MBL literature only investigates rarely.

One domain of empirical studies that explore cross-functional teams and their use of
information relates to industrial buying (such as Brennan et al., 2011; Johnston and
Bonoma, 1981; McCabe, 1987; Spekman and Ford, 1977; Stoddard and Fern, 2002).
Industrial buying (or B2B purchasing) often deals with the “buying centre” concept
(Robinson, Faris and Wind, 1967) and may thus explain how organizations initiate their

engagement with customer insight.

The buying centre is involved in the purchase decisions for the organization by
“acquiring, importing and processing of relevant purchasing-relating information”
(Spekman and Ford, 1977, p. 395). While individuals’ roles are relatively constant, the
members of the buying centre change as companies move from one purchase to the
next, occasionally involving outsiders such as advertising agencies or accountancy firm

members (Johnston and Bonoma, 1981).

Buying centre members employ formal and informal communication and networks to

share insight (Spekman and Ford. 1977). Five dimensions seem to be widely accepted
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as descriptors about how buying centres function in organizations: vertical involvement
(or the level of authority); lateral involvement (the different organizational functions
involved in the buying centre), extensivity (the size of the buying communication
network); connectedness (persons involved in the buying communication network) and
centrality (the location of the purchasing manager in the buying communication
network) (Johnston and Bonoma, 1981).

The buying task and degree of perceived uncertainty shape the functioning of buying
centres (Wilson et al., 1991). Indeed, Robinson et al. (1967) distinguish three types of
buying tasks (and processes®) depending on the level of familiarity that buying centre
members have with the product/service purchased. To manage uncertainty, buying
centres adopt mechanisms at two levels. The first, happening at a task level, involves
buying group members adopting flexible, less bureaucratic ways to enable the
unreserved flow of non-routine and novel information about the environment (Spekman
and Stern, 1979). The second, at an organizational level, involves the organization
pushing the purchase decision into the domain of a centralized purchasing function
(Corey, 1978). In “new buy” occasions (where uncertainty is highest), there is a deeper
involvement of senior management (Cardozo, 1980), attracting increased forms of
rigidity and reliance on group leaders (McCabe, 1987; Staw et al., 1981).

Three limitations prevent the buying group behaviour literature from offering a valid
explanation about how managers use customer insight. First, most studies in this
domain rely on single informant survey approaches investigating the role of the entire
buying group, a drawback that various critics describe as a key weakness of literature in
this domain (like Johnston and Bonoma, 1981; Sheth, 1996; Silk and Kalwani, 1982;
Wind, 1978). Second, while literature in this domain looks at different industrial and
service contexts, none considers the purchase or use of customer insight, focusing
instead on information relating to the environment and suppliers. Third, studies in this

domain emphasize the role of individuals in a purchase process rather than decisions

8 Robinson et al., (1967) distinguish three different buying tasks: new task, modified rebuy and straight rebuy.
Each of these tasks justifies different levels of insight requirements to be used by the members of the buying
centre.
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involving implementation of marketing strategies as a direct outcome of the use of

customer insight.
Customer experience literature

Customer experience literature is relevant because it offers some understanding about
how organizations experience customer insight provided as a service by insight
suppliers. Customer experience studies typically relate to the interaction between the
customer and the brand (LaSalle and Britton, 2002; Shaw and lvens, 2004) and focus on
the customer-supplier interaction at an individual level of analysis (LaSalle and Britton,
2002; Prahalad and Ramaswamy, 2004; Schmitt, 1999, 2000). A dominating inference
in customer experience literature is that customers co-create their experiences (and
value) with their suppliers (Caru and Cova, 2003, 2006; LaSalle and Britton, 2002;
Pine and Gilmore, 1998, 2001; Smith and Milligan, 2002; Verhoef et al., 2009).

Customer experience literature, unlike B2B buying group behaviour studies, focuses on
the individuals’ experience in using a brand rather than just the buying process. Studies
in this literature subset rarely look at B2B phenomena and remain largely relevant to
consumer experience of brands (whether products, as in Gentile et al., 2007, or services,
as in Arnould and Price, 1993 and Lemke et al., 2011). While customer experience
literature remains focused on a phenomenon at an individual level of analysis, it offers
only a limited understanding about how managers and their organizations experience

customer insight.
2.2.3 Limitations in the marketing literature

Both customer- and supplier-oriented literature domains can only extend a partial

understanding about how organizations create value from their use of customer insight.

Supplier-oriented literature about market orientation may explain why organizations
engage in the acquisition of customer insight from the users’ points of view. However,
market-orientation literature remains more relevant for suppliers and their orientation of
resources in supplying customer insight to organizations. Literature about solutions

selling focuses on how suppliers arrange and mobilize resources in providing a solution
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to their customers. Literature typically focuses on the servitization of goods that
involves the integration of supplier and customer firm resources. Thus, supplier-
oriented literature shuns the use of customer insight but remains relevant to the supply
of insight by supplier firms, thereby offering a limited interpretation about how

organizations may use customer insight and co-create value.

Unlike supplier-oriented literature, studies taking a customer’s point of view may offer
an initial grasp about this study’s phenomenon of interest. Indeed, B2B buying studies
relate to how customer organization members organize themselves in buying a solution
or service but offer little explanation regarding how managers or organizations use
customer insight. Also, studies on B2B buying often focus on teams of managers as the
level of analysis, contrasting with empirical studies in customer experience. Indeed,
studies of customer experience underscore the individual as the level of analysis and

rarely relate to experience from organizational or group perspectives.
2.3 Organizational learning literature

Managers’ use of customer insight constitutes a knowledge process. Organizational
learning literature may thus offer initial explanations about how managers use customer

insight to a further extent than does the marketing literature.

Three organizational learning literature domains are relevant to the use of customer
insight: KP, MBL and absorptive capacity, each of which will be discussed in the next

sections.

Two further organizational learning literature domains provide an additional yet very
limited view about how managers, individually or in groups, use customer insight:
organizational sense-making and communities of practice. These two domains are

briefly considered in the following paragraphs.

First, organizational sense-making literature (exemplified by Weick, 1995; Weick,
Obstfeld and Sutcliffe, 2005; Weick and Roberts, 1993) examines how organizations
and executives structure the unknown to make sense of events. Sense-making literature

proposes (a) why organizations may turn to external information providers, and (b) how
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managers (as groups) use information and interpret the world around them to construct
“realities”, particularly during specific events or crises. Sense-making literature,

however, does not relate to the use of customer insight.

A second literature domain relates to communities of practice (after Lave, 1991; Lave
and Wenger, 1999; and Wenger, 2008, 2010). Empirical studies propose how learning
happens in situ among learners who observe each other. Customer insight users may
form temporary communities where marketing decisions and interpreting customer
insight are a common, shared interest. Empirical studies in this domain focus on the
conditions that promote the formation of communities of practice, the life cycle of these

communities as well as how knowledge is kept alive among these community members.

Literature in either sense-making or communities of practice is limited in its potential
explanation about how managers, individually or as groups, use customer insight.
While sense-making literature provides an initial overview about why executives may
turn to customer insight to appraise market dilemmas, it does not discuss how managers
use customer insight. Contrastingly, literature on communities of practice explores the
conditions that support the formation and functioning of groups of managers who share
one common interest but does not provide direct answers as to how managers interact

within and across groups in their use of customer insight.
2.3.1 Knowledge process theory

The processing of market, customer and competitor information for the generation and
use of customer insight is akin to a knowledge process. KP literature describes how
information evolves into knowledge through a cognitive process. The sharing of
knowledge is a dominant theme in this literature, which remains relevant to the
organizational and individual level of analysis, recognizing that knowledge transfer
“transcends the individual level to include transfer at higher levels of analysis, such as

group, product line, department or division” (Argote and Ingram, 2000, p. 151).

Conceptual studies propose how individuals intuit patterns or possibilities by relating to
personal experiences, and interpret these intuitions in ways that render them explicable

to themselves and to others (Crossan et al., 1999). In so doing, individuals transform
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previously tacit knowledge into an explicit form and exchange interpretations through a
socialization process (Nonaka and Takeuchi, 1995) to integrate them into one shared
understanding. This common understanding guides mutual adjustment and behaviours
in organizations. Individuals embed this understanding in organizational and individual
routines, rules and procedures through institutionalization (Crossan et al., 1999),
remaining explicit in the form of reports, plans, manuals and presentations through a

process of combination (Nonaka and Takeuchi, 1995).
Literature makes a clear delineation between

Ll tacit knowledge: the “personal” or unstated knowledge held in one’s mind (after

Polanyi, 1962) or “know-how” that is revealed by application (Grant, 1996); and

L1 explicit knowledge: the overt “impersonal” scientific knowledge (after Polanyi,

1962) or “know-what” that is codified and easily transferable (Grant, 1996)

and proposes processes constituted of behaviours that transform explicit knowledge into
tacit knowledge and vice versa in the form of a feedback loop mechanism, where
memory plays a role at the individual level of analysis. This observation invokes a
further organizational learning literature subset relating to organizational memory (e.g.,
Walsh and Ungson, 1991) to which MBL literature refers (Baker and Sinkula, 1999;
Day, 1994b; Day, 2002; Huber, 1991; Slater and Narver, 1995).

Studies on inter-organizational knowledge transfer may suggest an explanation for the
donor and recipient organizations’ features, inter-organizational dynamics and the
nature of knowledge that influences the knowledge transfer process. However, these
studies offer little explanation about how organizations engage with customer insight as

a result of two key limitations.

First, KP studies focus on organizational internal boundaries (horizontal and
hierarchical) and their limiting effects on intra-organizational knowledge transfer.
There is a lack of understanding about how such limitations of intra-organizational

knowledge transfer manifest at the individual level of analysis.

Second, individuals’ engagement with customer insight depends on a set of beliefs,

norms and assumptions that accrue from experience, observation and reflection, or what
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Choo (1998) terms cultural knowledge. Cultural knowledge is akin to organizational
memory that builds from individuals’ experiences and impacts their perspective about
work, purpose, perceived problems and opportunities, aside from their assessment about
“the value and potential of new knowledge” (Choo 1998, p. 144). Observations about
cultural knowledge typically relate technological and R&D knowledge and thus have

limited direct relevance to the use of customer insight.
2.3.2 Absorptive capacity

Absorptive capacity is the “ability to recognise the value of new, external information,
assimilate it, and apply it to commercial ends” (Cohen and Levinthal, 1990, p.128) and
influences organizations’ take-up of knowledge from the industry or sector in which
they operate to apply knowledge in the elaboration and implementation of strategy.
Empirical studies on absorptive capacity relate to both individual and organizational
levels of analysis and suggest how absorptive capacity enhances organizations’ power
to predict the nature of future technological advances and the potential for
commercialization of such advances (Cohen and Levinthal, 1994). Such capability
relies on the cumulative effect of three stages (that may not be sequential): recognizing
value, assimilation and commercialization (or the application) of knowledge (Cohen
and Levinthal, 1990, p. 128).

Absorptive capacity influences the effectiveness of knowledge transfer between
organizations (Lane and Lubatkin, 1998), supporting the student firm’s absorption of
knowledge from the teacher organization. Knowledge transfer and learning can involve
any of three types of methods: passive, active and interactive (Lane and Lubatkin,
1998). But for any further absorption and application of knowledge into action to
happen, an organization needs to have an initial level of capacity (Zahra and George,
2002).

Conceptual literature in this domain proposes two types of absorptive capacity:
potential (that is relevant to an organization’s acquiring and assimilating new
knowledge) and realised (that is relevant to organization’s ability to transform and
exploit knowledge) (Zahra and George, 2002). However, conceptual and empirical

literature on absorptive capacity is divided in relating to the process of knowledge
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utilization. A first strand aligns with Cohen and Levinthal (1990; 1994) to offer a three-
step process: recognise - assimilate = apply. A second strand follows Zahra and
George's (2002) reconceptualization of absorptive capacity to propose a four-step

model: acquire = assimilate = transform = exploit.

Absorptive capacity literature is only partially relevant to the use of customer insight in

as a result of two limitations.

First, empirical literature on absorptive capacity focuses on the partner dyads of
organizations (as in strategic alliances, parent-subsidiary or joint venture arrangements)
that share R&D knowledge or technical know-how. These partnerships are typically
governed by agreements relating to joint interest or shareholding to ease and promote
knowledge exchange. This aspect offers a distinct difference from the typical reality
between customer insight providing firms and their customer organizations, where the

insight is exchanged for monetary sums.

Second, most absorptive capacity empirical studies focus on the organizational level of
analysis without offering some understanding about how firms organize and rely on
their members to effectively create and apply knowledge. The exceptions are Matusik
and Heeley (2005) and Griffith and Sawyer (2010), who relate to absorptive capacity at
individual and team levels of analysis, respectively.

2.3.3 Market-based learning

MBL literature looks at how organizations, motivated by a market-oriented learning
culture, engage in making sense of their marketing context (Argyris and Schon, 1978).
Market orientation is an organizational philosophy in which organizations are
committed to learning. This commitment stimulates organizations to generate market
information (Sinkula, Baker and Noordewier, 1997) through “market focused
generation”, “collaboration”, “experimentation” and “repetitive experience” (Slater and
Narver, 2000, p. 121). MBL relies on the dissemination of “information about
customers’ expressed and latent needs, and, competitors’ capabilities and strategies™, or
customer insight (Slater and Narver, 2000, p. 121), across all managers, helping them

plan and execute marketing decisions.
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Organizations use customer insight to respond to market changes, employing any one of
three different types of insight use: “action-oriented use”,* “knowledge-enhancing use’”®
or “development of intelligence for affective use” ® (Slater and Narver, 2000). These
usage behaviours echo Beyer and Trice's (1982) propositions about the uses of social

research: instrumental, conceptual and symbolic.
Two key organizational tenets motivate the generation and use of customer insight:

l a commitment to learning that renders organizations able to process market

information (Morgan and Turnell, 2003; Sinkula et al., 1997), and

O an excellence orientation at a strategic level that pushes an organization’s

learning ability (Zahay and Griffin, 2004).

Two strands of works characterise this theoretical niche. The first focuses on
dissemination and learning processes (like Day, 2002; Kohli and Jaworski, 1993). The
second emphasizes the relationship between the insight supplier and customer
organizations along with the influences impacting this relationship. Empirical works
within this strand look at how customer insight flows from the insight supplier to the
customer organization (Moorman et al., 1993; Moorman et al., 1992) and how such
insight flows across the customer organization’s users (e.g., Deshpandé and Zaltman,
1982; Moorman 1995).

MBL can offer only a partial explanation about how organizations use customer insight,
which is a result of three key weaknesses. First, most empirical studies focus on the
marketing function as the level of analysis, thus offering a partial explanation about
how insight is shared and used across the entire organization as proposed by market
orientation literature. That most studies on the use of insight employ cross-sectional
surveys using a single-informant design is a factor that stages this limitation to a higher

level of prominence.

Or, the direct use of knowledge in business
Laying the foundation for future behaviour change
Intended to increase satisfaction or decrease dissonance with a change already undertaken
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Second, knowledge is a process embedded in action. Organizations develop knowledge
in retrospect by making sense of action and judging the acceptability of rationales (Daft
and Weick, 1984). Contrastingly, MBL studies relate to knowledge as an asset, almost

tangible in nature that can be transferred from one individual to another easily.

Third, knowledge constitutes tacit and explicit portions (Grant, 1996; Polanyi, 1962)
that are present at individual, group and organizational levels. MBL literature typically
focuses on the explicit portion of customer insight, possibly as a result of the prevailing
positivist approaches employed in this literature domain. In this way, MBL studies do
not explain how organizations and individuals exploit the tacit portion of customer
insight that is composed of users’ construction (from experiences) about prevailing

mechanisms, influences and conditions impacting customer behaviour.
2.4 The ontological tension in the literature domains review

The theoretical positioning of this study further considers two aspects of the literature
domains reviewed above. First, organizational learning literature that informs this study
adopts a largely social constructionist perspective. The exceptions here are MBL and
absorptive capacity empirical works. By contrast, marketing theory takes a largely
positivist view. Table 2-2 summarizes the ontological perspectives of these different

literature domains.

Table 2-2 Ontological perspectives of the literature domains reviewed
Theoretical Domain  Literature sub-domain Prevailing Ontological Perspective
Organizational Know ledge process Social constructionist
Learning . L

Market Based Learning Positivist

Absorptive Capacity Positivist

Sense-making Social constructionist

Communities of Practice Social constructionist
Marketing Market Orientation Positivist

Solutions Selling Positivist

Buyer Group Positivist/Social constructionist

Customer Experience Positivist
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These ontological differences create considerable tension that hampers the
reconciliation of the different views into one understanding about how organizations

create value from their use of customer insight in two ways.

1. Empirical studies in market orientation, solutions selling, buyer group behaviour,
and customer experience domains as well as those within MBL and absorptive
capacity fields discuss influences impacting a process that is separately dealt with by

scholars investigating knowledge processes;

2. The few social constructionist studies about buyer-group behaviour, absorptive
capacity and MBL literature may inform about insight use processes. However,
these studies deal with insight use at an organizational level and do not relate to the

processes happening at the individual user’s level of analysis.
2.5 Summary

Relevant organizational learning and marketing domains were introduced to describe
this study’s theoretical positioning. This overview highlighted how conceptual and
empirical studies in both theoretical domains offer only a partial explanation of how

organizations use customer insight.

The next chapter appraises these literature domains in further depth to propose a

conceptualization to explain how individuals and groups use customer insight.
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3 CONCEPTUAL DEVELOPMENT

3.1 Overview

This chapter reconciles the different theoretical views that were presented in Chapter 2
into one conceptualization of a process that describes managers’ use of customer
insight. It attempts to resolve the ontological tensions that mark the distinctive qualities
of organizational learning and marketing theory as described in Section 2.4. Rather
than focusing on the influences impacting the use of customer insight, this chapter
proposes a process that happens at the individual and group levels of analysis,
suggesting behaviours involved in the use of customer insight.

3.2 Knowledge: Nature and processes

KP literature suggests six aspects relevant to organizations’ use of customer insight:

1.  There are two prevailing views about cognition and the nature of knowledge: the
cognitivist view, where knowledge consists of correct representations of the
world as objects or events, after von Krogh (1998), and the constructionist view,
where knowledge is a construction of various representations, after von Krogh
(1998). Scholars avoid arguing about their adopted view by providing neutral
descriptions of the nature of knowledge, like “justified true belief” (Nonaka and
Takeuchi, 1995) or the convergence between plausible worlds (“beliefs that strike
an individual as being true”) and probable worlds (“beliefs that have to be
justified to others”) (Boisot and Macmillan, 2004, p. 509).

2. Knowledge is either tacit or explicit. Tacit knowledge is that personal or unstated
knowledge held in one’s mind (after Polanyi, 1962) or know how, revealed
through application (Grant, 1996). It is viscous and difficult to transfer or flow
(Boisot, 1998, p. 120). Conversely, explicit knowledge is overt impersonal
scientific knowledge (after Polanyi, 1962) or know what, that is codified, fluid,
free from extraneous data and easily transferable across individuals and

organizations (Boisot, 1998; Grant, 1996). Explicit and tacit knowledge represent
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the two epistemological extremes of knowledge (Nonaka, 1991) along the

“viscosity” dimension (Boisot, 1998).

Knowledge transfer happens when one unit (department or division) influences
another (Argote and Ingram, 2000). Although most literature seems to address
knowledge transfer at an organizational level, the underlying premise is that
knowledge transfer spreads beyond the individual to manifest effects at group or
organizational levels of analysis (Argote and Ingram, 2000). At an organizational
level, knowledge transfer happens when the receiving unit experiences changes in
knowledge or performance. The notion of levels concurs with the ontological
dimension of knowledge that Nonaka and Takeuchi (1995) propose,
distinguishing between individual, group, organizational and inter-organizational

levels of knowledge transfer.

Effort (in terms of cost and difficulty) is a characteristic of the social process
through which knowledge is exchanged. Effort determines the extent of
knowledge sharing that can happen between and within organizations (Argote and
Ingram, 2000; Jensen and Szulanski, 2004; Szulanski, 1996; Szulanski and
Cappetta, 2003). Nonetheless, studies in KP theory often assume knowledge

transfer to be effortless and costless.

Stickiness describes the difficulty that hampers knowledge transfer (Jensen and
Szulanski, 2004; Szulanski and Cappetta, 2003). Empirical studies on knowledge
transfer identify four key themes as sources of stickiness (Easterby-Smith et al.,
2008): the characteristics of the donor (supplier) and recipient (customer) firm,

inter-organizational dynamics and the nature of knowledge involved.

Knowledge processes follow feedback loop patterns (Beyer and Trice, 1982;
Crossan et al., 1999; Nonaka and Takeuchi, 1995). Individuals intuit patterns or
possibilities by relating to personal experiences, and they interpret these intuitions
in ways that help them explain the relevant phenomena to themselves and to
others (Crossan et al., 1999), transforming the tacit into the explicit. Individuals
integrate these interpretations by sharing and exchanging (or socializing) with
peers to form a shared understanding (Nonaka and Takeuchi, 1995). Formed
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common understanding aligns individuals’ mutual adjustment and behaviours in
organizations. Eventually, these behaviours become embedded in routines, rules
and procedures through institutionalization (Crossan et al., 1999). The explicit
portion of this common understanding (like reports, plans, manuals and
presentations) arises from a process of combination (Nonaka and Takeuchi, 1995),
but the organization’s knowledge is incomplete without other tacit aspects like
routines, procedures or rules that organizations keep alive in their members’

minds.

Crossan et al.'s (1999) 41 model offers an initial inspiration to propose how individuals
engaging with insight intuit their needs for information and appraise content. Users
exchange information with each other during a socialization stage (Nonaka and
Takeuchi, 1995) and adopt their comprehension (Beyer and Trice, 1982) into their
construction of interpretations (Crossan et al., 1999). Users form an initial
understanding by combining information (Nonaka and Takeuchi, 1995) from various
sources within and outside their organization (Crossan et al., 1999). By producing
reports and presentations, users render their understanding explicit (Nonaka and
Takeuchi, 1995), sharing it with peers within the organization. Peers accessing or
receiving this understanding would apply it in marketing decisions, although this step
may involve additional merging of other relevant pieces of information. Marketing
decisions lead to changes in organizational behaviour that institutionalize this
understanding (Crossan et al., 1999), which is in turn internalized as changes in
routines, structures or procedures (Nonaka and Takeuchi, 1995) or implemented as part
of the organization’s processes (Beyer and Trice, 1982). A graphic conceptualization of
this process as inspired by KP literature is set out in Figure 3-1, while Figure 3-2 offers

a multilevel perspective of this model.
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Figure 3-2 A multi-level perspective of organizational knowledge processing concept (Source: Author)
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The propositions that Beyer and Trice (1982), Crossan et al. (1999) and Nonaka and
Takeuchi (1995) offer on knowledge processes do not relate directly to the use of
customer insight. Hence, the conceptualization above may only suggest what happens
during the creation, sharing and application of customer insight. Suppliers provide
explicit information in the form of data, reports and presentations, among others, that
flow directly to customer organizations. Suppliers may also share a level of tacit
knowledge as experts from both supplier and client organizations exchange

interpretations, advice, opinions and suggestions (Figure 3-3).
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Figure 3-3 Experiencing customer insight: Proposed mechanism where supplier firms transfer insight to

client firms (Source: Author)

Three key limitations prevent the conceptualization in Figure 3-3 from providing a

complete understanding about the customer insight process.

1. This conceptualization assumes that customer insight flows unhindered between

supplier-customer organizations and within the customer (recipient) organization.
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Rather, the flow between supplier and customer organizations is restricted as a

result of four internal and inter-organizational relationship factors:

the power asymmetry between the two firms (Inkpen, 1998; Inkpen and
Beamish, 1997; Kale and Anand, 2006; Mason and Leek, 2008; Uzzi and
Lancaster, 2003);’

the trust and associated risk as perceived by both supplier and customer
organizations (Maltz and Kohli, 1996; Moorman et al., 1992; Moorman et
al., 1993);

the organizational structure, like horizontal and vertical boundaries or the
“distances” between different groups and individuals exchanging insight, as
in Deshpandé (1982); Diamantopoulos and Horncastle (1997); Kohli and
Jaworski (1990); Zaltman and Deshpandé (2001), as well as cultural
dissimilarities between the supplier and customer organizations.
Organizational structures and cultural differences prevent decision-making

groups from accessing externally acquired insight;

the absence of social ties (such as social cohesion, common language and
geographic boundaries) between supplier and customer organization
members that can facilitate communications. Social ties are important and
relevant to customer insight processing at the individual user’s level of
analysis (Moorman et al., 1992; Wills and Williams, 2004; Zaltman and
Deshpandé, 2001).

This conceptualization ignores the effect of individuals’ past experiences,
organizational culture, absorptive capacity (see Section 3.3) and knowledge-
retaining capabilities in the knowledge transfer process and knowledge diffusion
within the insight user organization (Huber, 1991; Menon and Varadarajan, 1992;
Moorman et al., 1992; Sinkula, 1994; Slater and Narver, 1994, 1995; Toften and
Olsen, 2003; Wills and Williams, 2004).

Literature here relates to knowledge of a general nature, rather than MR information and customer insight.
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3. This conceptualization overlooks the effects of knowledge ambiguity, complexity
and tacitness (Deshpandé and Zaltman, 1982; Maltz and Kohli, 1996; Menon and
Varadarajan, 1992; Moorman et al., 1992; Moorman et al., 1993; Souchon and
Diamantopoulos, 1996; Toften and Olsen, 2004).

The considerations above suggest that the transfer of tacit and explicit insight between
the insight supplier and customer organizations happens at individual and group levels.
Factors, conditions and mechanisms like organizational characteristics of the user firm,
the characteristics of the supplier firm and the dynamics governing the relationship
between supplier-user organizations impact the effectiveness of insight transfer from
supplier to user organizations. One of the user firm characteristics influencing this
process is absorptive capacity, which affects the user organization’s ability to acquire

and use customer insight at organizational/group and individual levels.
3.3 Absorptive capacity and co-creating knowledge

Absorptive capacity is the firm’s ability to exploit external knowledge, relying on pre-
existing knowledge in the form “basic skills, a shared language and a knowledge of the
most recent scientific or technological developments in a given field” (Cohen and

Levinthal, 1990, p. 128). Absorptive capacity:

O accounts for a property and process that enhances the transfer and diffusion of

knowledge between and within organizations (Easterby-Smith ef al., 2008); and

O enables the organization recognizing the “value of new external knowledge, [to]
assimilate it and apply it to commercial ends” (Cohen and Levinthal 1990, p.
128) by identifying, selecting and converting valuable new knowledge into

usable knowledge (Cadiz, Sawyer and Griffith, 2009).

Absorptive capacity involves two types of capabilities (Zahra and George, 2002): (a)
potential absorptive capacity, or the proficiency enabling organizations to value and
acquire external knowledge that can be assimilated internally, and (b) realized
absorptive capacity, or the organization’s capability to transform and exploit acquired
and assimilated knowledge. Absorptive capacity is a dynamic capability relevant to the
entire organization as the level of analysis, extending from the individuals to the entire

firm (Cohen and Levinthal, 1990; 1994). As absorptive capacity impacts any
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knowledge process across the entire organization, its influence is likely to manifest at

group and individual levels of analysis during the use of customer insight.

Three limitations prevent the literature on absorptive capacity from fully explaining
how organizations use customer insight as empirical studies on absorptive capacity.
This literature

1. investigates the phenomenon at an organizational level, except for rare
contributions like that by Matusik and Heeley (2005), who relate to the individual

level of analysis;

2. isdivided in how it conceives absorptive capacity, concurring with the
propositions of either Cohen and Levinthal (1990; 1994) or Zahra and George
(2002). None of these empirical studies in this domain consider absorptive
capacity as a process, but rather, they see absorptive capacity as a capability
underlying a firm’s competence in acquiring, creating, sharing and exploiting
knowledge. When relating to a knowledge process, empirical studies on
absorptive capacity consider knowledge processes to be constituted of four types
of behaviours: acquisition, assimilation, transformation and exploitation, each
conceived as a phase of a learning process (Zahra and George, 2002) without

explicating actions that happen at group or individual levels of analysis; and

3. treats absorptive capacity as a static property rather than a process. Studies
examine extra-organizational, inter-organizational and intra-organizational level
phenomena, treating absorptive capacity as a variable in quantitative cross-
sectional investigations that involve single-informants. These observations raise
concerns about how much absorptive capacity studies offer a true understanding

about a knowledge process;

4.  ignores the role of organizational memory in the knowledge processes, leaving
important gaps in our understanding about absorptive capacity and the

exploitation of knowledge owned by the organization.

By contrast, this study focuses on the knowledge processes involved in customer insight

and considers absorptive capacity an influencing factor at the individual manager level
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of analysis. Absorptive capacity is seen as a dynamic phenomenon happening within
and among individuals, justifying approaches that involve multiple informants as
opposed to single, key informants within an organizational setting. This study also
seeks to answer important questions that literature about absorptive capacity is unable to
resolve. For instance, how do individuals store and retrieve customer insight? How
does absorptive capacity interrelate with organizational memory in the context of
customer insight at individual and group levels of analysis? The next section seeks to

address these questions.
3.4 Market-based learning

MBL empirical studies draw from a management science perspective within
organizational learning theory (like Huber, 1991) to explain market orientation as an

organization-wide phenomenon. Market orientation:

1.  involves an organization-wide commitment to the generation, dissemination and
use of market intelligence to respond to current and emerging customer needs
(Kohli and Jaworski, 1990); and

2. drives organization-wide learning from the organization’s interaction with its

markets .

This section reviews current MBL thinking, relevance and capability to explicate how

organizations use customer insight in pursuing market orientation.

MBL relies on robust norms that guide information sharing and integration among
organizational members, exploiting customer and competitor analyses (Slater and
Narver, 1995). These norms are relevant to a process of inquiry initiation, information
dissemination, information utilization and evaluation of outcomes to feed into
organizational memory (Baker and Sinkula, 1999; Day, 1994; 2002; Huber, 1991, Slater
and Narver, 1995). MBL studies see organizations as interpretation systems dependent
on beliefs and assumptions about the environment, often concurring with Daft and
Weick's (1984) view that organizations choose how to engage in the interpretation of

their environment.

Emanuel Said 49



INSIGHT INTO ACTION: HOW FIRMS USE CUSTOMER INSIGHT
PhD Thesis

3. Conceptual Development

A systematic review of MBL empirical studies provides a perspective on how
organizations use customer insight (Table 3-1). Under this perspective, the key steps in
the organizational learning process start by (1) generating or acquiring the needed
customer insight. This insight is (2) disseminated among all organizational members,
who in turn, process information and construct a shared (3) interpretation (Slater and
Narver, 1995).

Lessons emerging from the firm’s response to market and customer realities that arise
are (4) shared or (5) imprinted into the organization’s memory. Organizational memory
is a critical asset, accumulating the firm’s market knowledge as well as facilitating
feedback mechanisms (Sinkula et al., 1997) and norms that guide information sharing

and integration among organizational members (Slater and Narver, 1995).

MBL literature also distinguishes between three uses of customer insight. The first is
instrumental use, where managers apply insight in direct ways (Beyer and Trice, 1982)
in marketing decisions that influence external constituencies (Moorman, 1995).
Instrumental use is specific, involving insight that helps solve a particular problem or
informs a particular decision (Maltz and Kohli, 1996) about an immediately exploitable
opportunity (Diamantopoulos and Souchon, 1996). By contrast, conceptual use
involves insight that influences actions in less specific, more indirect ways than
instrumental use (Beyer and Trice, 1982). Insight here changes the thinking processes
without any immediate concrete marketing action (Maltz and Kohli, 1996) that happens
at a strategy level (Moorman, 1995) but without “putting information to any specific,
documentable use” (Diamantopoulos and Souchon, 1996, p. 120). A third type of
insight application is symbolic use, where managers select or distort information to
justify or legitimate predetermined positions (Beyer and Trice, 1982) or to justify
decisions already made with retrospectively-acquired information (Diamantopoulos and
Souchon, 1996).

This systematic review of 43 MBL empirical studies notes that most studies conceive
insight use as a process involving between three and five steps. Almost three quarters
of the papers identify the acquisition (Step 1), with its importance particularly
emphasized in the works of Kohli and Jaworski (1990) and Moorman (1995).
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Table 3-1 Use of customer insight: A systematic review of empirical studies of market-based organizational learning (Source: Author)
Approach Sample size Informant Industry context Level of analysis Customer insight use process — steps studied
Quantitative Qualitative (n=) Single Multiple Y Individual Collective Acquire Disseminate Interpret Use Store
Deshpandé (1982) v 92 v Mfg v 4 v v
Lee et al., (1987) v 120 v NA v v v
Zaltman & Moorman (1988) v 170 v All v v v
Hill (1988) v 4 firms NPD, UK v v v
Diamantopoulos et al., (1990) v 33 v Design exporting v v v
Kohli & Jaworski (1990) v 62 v All v v v v
Sinkula (1990) v 195 v Various v v v v
Moorman et al., (1992) v 779 a All v v v v
Moorman et al., (1993) v 779 a All v 4 4 v
Hart, Webb, & Jones (1994) v 50 v UK exporters v v v
Moorman (1995) v 92 v All v v v v v b
Diamantopoulos & Souchon (1996) v 12 v Various v v 4 v 4 v b
Maltz & Kohli (1996) v 788 v High tech mfg. v v v v
Diamantopoulos & Horncastle (1997) v 50 v NA v v v v
Souchon & Diamantopoulos (1997) v v 39 v Export firms v 4 4 v b
Hurley & Hult (1998) v 9,468 (10 firms) v R&D firms v v
Diamantopoulos & Souchon (1999) v v 198 v Export firms v v v b
Perks (2000) v 4 firm dyads v NPD dyads v v v v 4
Low & Mohr (2001) v 421 v All v v v
Maltz et al., (2001) v 718 (265 firms) v High tech mfg. v v v b
Zaltman & Deshpandé (2001) v 176 v Cons. mfg / services v v v 4 v
Diamantopoulos & Siguaw (2002) v 71 v NA v v
Campbell (2003) v 14 (5 firms) v Canadian fin. servs. v v v v v
Souchon et al., (2003) v 992 v Exporters, 5 cntries v v v
Souchon et al., (2004) v 253 v NZ Mfg firms v v v b
Toften & Olsen (2004) v 125 v Seafood v v v b
Wills & Williams (2004) v 1 firm v Various v v v v v b
Atuahene-Gima et al., (2005) v 175 v Mfg v v v v
Ryals & Wilson (2005) v 3 firms v Services v v v v v
Toften (2005) v 125 v Seafood v v v v
Santos-Vijande et al., (2005) v 272 v Mfg v v v v b
Maltz et al., (2006) v 221 v All v v v v v
Citrin et al., (2007) v 150 v Software v v 4
Maklan et al., (2008) v 1 firms v Online betting v v v v b
Bailey, Baines, Wilson, & Clark, (2009) v 25 from 5 forms v Service firms v v v
Kim & Atuahene-Gima (2010) v 157 v Mfg v v v v
Cillo, De Luca, & Troilo (2010) Mixed 30 (qual), 143 (quant) v Fashion v v v v v b
Korhonen-Sande (2010) v 228 v Various Mfg v v v v
Sampaio et al., (2011) v 234 v All v v
Wei & Wang (2011) v 180 v Various v v v v
Hodgkinson, Hughes, & Hughes (2012) v 275 v Public leisure v v v v
Rollins et al., (2012) Mixed 114 firms v Various v v v v v
Smits & Kok (2012) v 21 (1 firm) v Chemical v v v v v v

a = dyads

b = treat “embedding” of lessons as conceptual use of customer insight
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Few studies investigate dissemination (Step 2) in the insight use process (as in Maltz
and Kohli, 1996, for example). Fewer than half of the papers discuss interpretation
(Step 3). The exceptions are Diamantopoulos and Souchon (1996), Moorman (1995)
and Sinkula (1994), all of whom accentuate the role that interpretation plays in the

insight use process.

All of the studies reviewed identify the use or exploitation (Step 4) of customer insight,
with papers like Deshpandé (1982), Menon and Varadarajan (1992) and Souchon and
Diamantopoulos (1996) making a special emphasis. Less than one fifth of the papers
reviewed deal with organizational memory (Step 5) as described by Huber (1991), with
rare studies like Perks (2000) and Toften (2005) making reference to insight storage.

Despite Kohli and Jaworski (1990) proposing market orientation and associated
customer insight use as a process as involving the entire organization, this review
identifies four key limitations in MBL studies in their relating to the use of customer
insight.

a)  The meaning of “use” is not free from ambiguity. “Use” is either undefined or
else presented tacitly if not implicitly assumed. This lack of clarity renders the
concept of “use”, “using” and “usage” an ontological oversimplification. Most
MBL authors deal with this oversimplification by specifying the type of use:
instrumental, conceptual and symbolic use. Instrumental use is a direct, short-
term outcome of customer insight, whereas conceptual use is an indirect, longer-
term outcome of customer insight, relying on organizational memory. By
contrast, symbolic use relies on customer insight to justify previously-held
positions/decisions. The distinction between instrumental and conceptual use is
often blurred or contended to be aspects of the same dimension of use (as in
Diamantopoulos and Souchon, 1999; Souchon et al., 2003; Toften, 2005; Toften
and Olsen, 2003).

b)  Most empirical studies in this review apply cross-sectional surveys using a single-
informant design (Seidler, 1974; see Table 3-1). This means that current
understanding of how organizations acquire and use customer insight is

incomplete (Rollins et al., 2012).
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c)  MBL studies typically relate to the explicit portion of customer insight, treating
knowledge as that fluid entity that organizational functions or members can
disseminate with relative ease. In contrast, studies rarely relate to customer
insights’ stickiness (after Szulanski, 1996) or viscosity (after Boisot, 1998) as well
as the processes relevant to tacit portions of customer insight across individual
users (potentially inspired by Nonaka and Takeuchi, 1995).

d)  Empirical MBL studies seemingly relate to four or five steps, where use of
customer insight ends with lessons being stored into organizational memory (see
Figure 3-4). However, only rarely do MBL scholars discuss the role of
organizational memory in customer insight use. Organizational memory

facilitates feedback mechanisms (Sinkula et al., 1997), enabling organizational

members to use preserved knowledge (Sinkula, 1994).

A IY Disseminate Interpret

generate
Instrumental
Conceptual
Symbolic

Figure 3-4 Customer insight use as implied in MBL empirical works (Source: Author)

Moorman and Miner (1997, 1998) propose that organizational memory augments
the levels of reliability and continuity of business decisions, especially when
decisions call for improvisation. This long-term effect of organizational memory
supports an organization’s competitive advantage as a result of sociocultural
memory relying on intra-channel relationships and cultures (Deshpandé and
Webster Jr., 1989; Lukas et al., 1996).

This systematic review finds that MBL studies typically identify the following
antecedents of the customer insight use process. A good proportion of these studies
look at how organizational level factors such as organizational culture (Maltz et al.,
2006; Moorman, 1995; Wills and Williams, 2004) and philosophy (Kohli and Jaworski,
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1990) influence an organization’s capability to acquire and disseminate customer
insight across the entire organization. Other studies focus on the effect of
organizational level factors like strategy (Citrin et al., 2007) , structure (as in
Deshpandé, 1982; Diamantopoulos and Horncastle, 1997; Kohli and Jaworski, 1990;
Zaltman and Deshpandé, 2001), change (Maltz et al., 2001) and trust (between
researcher and insight users, Moorman, 1995 and Moorman et al., 1993) on the extent
of acquisition, dissemination and use of customer insight in an organization. At yet
another level, other studies examine the impact of individual level factors like users’
characteristics (Kohli and Jaworski, 1990) and supplier-user interaction (as in
Deshpandé, 1982; Moorman et al., 1992; Wills and Williams, 2004; Zaltman and

Deshpandé, 2001) on the extent of individuals’ use of customer insight.

This review does not explain how individuals and groups store, access and retrieve
customer insight when relating to organizational memory. Nor does this review offer
answers about how absorptive capacity interrelates with organizational memory
mechanisms. A tentative conceptualization in the next section seeks to resolve these
gaps in our understanding about the role of organizational memory in customer insight

use.
3.5 Conceptualizing the customer insight usage process

The observations from the systematic review in Section 3.4 suggest that extant MBL
studies about customer insight use offer an incomplete construction. This limitation
justifies additional research to offer a better understanding about how multiple

individuals work together in customer insight processes.

This study starts by proposing a tentative conceptualization that is derived by matching
and aggregating partial explanations from the different theoretical domains reviewed in
Sections 3.2 and 3.3. More specifically, superimposing the key process steps in Figure
3-4 onto the behaviours and phases outlined in Figure 3-1 results in a tentative feedback

type of process for customer insight use, as set out in Figure 3-5.
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Figure 3-5 A tentative conceptualization of the customer insight process that merges the concepts from

organizational learning and market-based learning (Source: Author)

The conceptualization Figure 3-5 starts by closing the linear MBL customer insight use
process into a feedback loop type of process to match the propositions emerging from
organizational learning literature. The five different MBL process steps may be
matched with the four stages that Crossan et al. (1999) offer in their conceptualization
of organizational learning. For instance, interpreting, or “the explaining through words
and/or actions of an insight or idea to one’s self and to others” (Crossan et al., 1999, p.
525) matches the same “interpret” step in MBL’s customer insight process. This
“interpret” step is consistent with Nonaka's (1994) “externalizing” processes where
individuals render tacit knowledge explicit. Such is also the case of integrating® and
institutionalizing® processes (Crossan et al., 1999) that broadly match MBL’s
description of the instrumental and conceptual use of customer insight.
Institutionalizing is also consistent with MBL’s “store” step in customer insight use

process. Here, managers embed their lessons learned from marketing action in an

“developing shared understanding among individuals and taking coordinated action through mutual
adjustment” (Crossan et al., 1999, p. 525)

“ensuring that routinized actions occur... tasks are defined, actions specified and organizational mechanisms
put in place to ensure certain actions occur” (Crossan et al., 1999, p. 525)
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organization’s memory, consistent with the “internalizing” behaviours described in

Nonaka (1994).

There is difficulty in matching intuition®® processes (Crossan et al., 1999) with MBL
steps, although a tentative accord may relate to the “acquire” step in MBL’s customer

insight use process. This match is further supported by:

1.  Beyer and Trice's (1982) conceptualization of social science research utilization,
as sensing behaviours (manifest during the adoption phase) concur with the

“acquire” step in MBL’s customer insight use process;

2. Nonaka's (1994) conceptualization of the “socialization” process that relates to
organization members’ continued seeking, accessing and acquiring of tacit
knowledge from different sources, consistent with an aspect of the “acquire” step

in MBL’s customer insight use process that is relevant to tacit knowledge.

In a similar fashion, matching MBL’s customer insight process’s “disseminate” step
with organizational learning processes is challenging. Crossan et al. (1999) offer no
direct description of a process wherein members of an organization share insight,
skimming this mechanism when dealing with the “interpreting” process. Rather, it is
Nonaka (1994) that offers some support about the location of the “disseminate” step in
this tentative conceptualization, as that step is joining the “acquire” and “interpret” steps
within the MBL customer insight use framework. The “disseminate” step would
logically be located between the “acquire” and “interpret” steps, since interpretation is
likely to happen among multiple users. Dissemination happens through the interaction
between individuals in “communities of interaction” (Nonaka, 1994, p. 15)*! involving

both tacit and explicit forms of knowledge through:

10 “preconscious recognitions of the pattern and / or the possibilities inherent in a personal stream of
experience” (Crossan et al., 1999, p. 525)
u Note that Nonaka's (1994) “socializing” “externalizing” “combining” and “internalizing” behaviours do not

have a prescribed and fixed sequence, and a knowledge process may move between any type of behaviour
depending on the context. The process may accelerate to the extent that different behaviours may happen
concurrently across different individuals in the group or organization or across organizations, reflecting an
upward spiral process that moves from the individual level of analysis to the group and then organizational
levels.
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a.  Socializing, involving conversion or sharing of tacit knowledge through

interaction between individuals, and

b.  Combining, involving “social processes that combine different bodies of explicit
knowledge held by individuals” (Nonaka, 1994, p. 19).

This conceptualization is, however, inadequate to fully explicate the use of customer
insight due to two important gaps. First, if customer insight users disseminate or share
insight across their communities in both tacit and explicit forms (Nonaka, 1994), then it
is likely that individuals engage in some insight transformation process to facilitate the
different forms of insight sharing behaviours. MBL’s process does not deal with users’
transformation of customer insight except for the “interpret” step. In response to this
observation, this study proposes a “transform” step that happens after the “acquire” step

and before the “disseminate” step.

Second, a rarely-mentioned phenomenon in MBL literature is the users’ reliance on
organizational systems for their own generation and application of customer insight.
Such systems are an explicit manifestation of organizational memory that individuals
access to acquire specific insight related to marketing decisions. Furthermore, the rare
examples that deal with organizational memory (Perks, 2000; Toften, 2005) refer to
insight storage but do not delve into the specific manifestation of such memory at
individual, group or organizational levels. This study proposes that individuals rely on
their access to organizational systems (and memory) as one way of acquiring customer

insight.

The above considerations lead to the proposition of a tentative, simplified customer

insight use framework, set out in Figure 3-6.
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Figure 3-6 A tentative simplified conceptualization of the customer insight process (Source: Author)

Users access and acquire pieces of information from different sources, including
information systems that are housed and maintained within the organization. In
developing a message that can be disseminated among colleagues, users transform these
pieces of information into one insight packet. An insight packet is an artefact made up
of meanings that users derive from encountered documentary evidence or other
knowledge users experience during their interaction with other individuals within and
outside the users’ organization. Users share customer insight packets with colleagues
who, in turn, engage in interpreting the content and context relevant to impending
(foreseeable or unanticipated) decisions. Users apply insight in specific decisions,
observing and embedding the outcomes of such decisions in their own and in their

organization’s memories.
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The tentative conceptualization is, nonetheless, limited in two ways because

organizational learning and KP literature:

a)  suggests that customer insight is composed of tacit and explicit portions (after
Polanyi, 1962). The proposed tentative conceptualization in Figure 3-6 does not
advance specific steps dealing with these portions of customer insight separately;
and

b)  distinguishes between individual-level and group-level behaviours. For instance,
Crossan et al. (1999) and Nonaka (1994) echo Daft and Weick (1984) in their
arguing that the “interpreting” step is a group-level phenomenon. This notion is
reflected in Day's (1994) conceptualization of the market-driven firm and
articulated in a small portion of MBL empirical works, such as Korhonen-Sande
(2010), Ryals and Wilson (2005), Santos-Vijande et al. (2005) and Wei and Wang
(2011). By contrast, there is support from KP literature for the “acquiring” step as
an individual-level manifestation (Crossan et al., 1999). The tentative
conceptualization in Figure 3-6 does not clearly distinguish between individual-

level and group-level behaviours.

The present empirical study of the use of customer insight addresses two important

questions that have emerged from this literature review:

Research Question 1. How do managers use customer insight?

Research Question 2.  What is the process of customer insight use in an organization?
3.6 Summary

A tentative conceptualization that explains the behaviours and sequences involved in the
use of customer insight is offered in this chapter, drawn from the combination of
concepts from four different, yet related, literature domains. The conceptualization is
only tentative, as it leaves a number of questions about individuals’ use of customer
insight unanswered. More specifically, these questions relate to individuals’ behaviours

in their engagement with customer insight, ranging from accessing and retrieving
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insight from organizational memory to the actual exploitation of customer insight in

groups.

The next chapter describes the philosophical underpinnings that this study assumes as

well as a detailed description of the method applied in answering these research

questions.
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4 METHODOLOGICAL CONSIDERATIONS

4.1 Overview

Part | of this thesis set out the following research questions:

Research Question 1. How do managers use customer insight?

Research Question 2.  What is the process of customer insight use in an organization?

The same chapters set out the research problem, demonstrating how MBL studies
inadequately explain how managers use customer insight. A tentative approach in
addressing some of these gaps is also offered in these chapters, borrowing ideas from
KP and organizational learning to tentatively conceptualize how managers engage with

customer insight in marketing decisions.

This chapter examines the ontological, epistemological and methodological assumptions
underpinning this study before moving on to explain the research strategy employed in
answering the research questions. Next, the chapter sets out an appraisal of the research

method’s validity and associated quality criteria adopted.

This chapter is followed by a description of the method employed in collecting and
analysing data as a core part of this thesis (Chapter 5), preceding the next section of this
thesis, in which the findings are reported (Chapters 6 and 7).

4.2 Philosophical perspective

While answering the research questions, this study aims to generate knowledge that has:

1. theoretical relevance to the academic world:;

2.  practical relevance to both customer insight supplying organizations as well as to
organizations that use customer insight in the design and implementation of

marketing strategies; and
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3. methodological relevance to the academic and practitioner worlds (Hodgkinson et
al., 2001; Pettigrew, 2001 and Van de Ven and Johnson, 2006).

4.2.1 The nature of the research questions

The research questions focus on managers’ use of customer insight as the phenomenon
of interest (Figure 3-6). Users’ engagement with customer insight is an organizational
learning process (Cohen and Sproull, 1991; Fiol and Lyles, 1985). Customer insight
engagement involves exploratory*? (Kang et al., 2007), exploitative® (Argyris and
Schén, 1978; Eisenhardt and Martin, 2000; March, 1991) and transformative'* (Garud
and Nayyar, 1994; Lane et al., 2006) actions. In essence, users’ engagement with
customer insight is a dynamic process, made up of events that require direct
examination in order to extract a theory (Pettigrew, 1992, Van De Ven, 1992; Van de
Ven and Huber, 1990).

Managers’ use of customer insight involves interactions at two levels, within and
between individual users, justifying this study’s focus on individual and group levels.
Individuals interact to co-create customer insight, resulting in a common understanding
about current and future customer behaviours (Huber, 1991; Sinkula, 1994) (Figure
4-1).

This study
L1 adopts a behavioural and social view in examining the users’ engagement with

customer insight;

[1  focuses on the processes involved in the use of customer insight from a temporal
development perspective® rather than through categories of concepts that explain

actions or causal relationships (after van de Ven, 1992), and

[0 involves multiple informants (using customer insight) within case organizations.

12
13
14

Exploratory actions involve the acquisition of external knowledge (Zahra and George, 2002)

Exploitative actions involve the application of acquired knowledge (Zahra and George, 2002)

Transformative action linking exploratory and exploitative actions, leading to the maintaining of knowledge
over time (Garud and Nayyar, 1994)

Where the CI usage process and value perceptions are considered as a sequence of events, where meanings
and perceptions change over time

15

64 Emanuel Said



INSIGHT INTO ACTION: HOW FIRMS USE CUSTOMER INSIGHT
PhD Thesis

4. Methodological Considerations

O
; /"

/ Individual
Customer Insight

User /
Y

Individual
Level
?_:/uella Interactions Customer
Interactions Insight
D
Indlwdual \

Customer Insight
User

\ =

Context: Organization

Figure 4-1 Cl users and interactions

4.2.2 Ontological assumptions and philosophical positioning

Two extremes characterize a continuum of different assumptions about the nature of

reality.

[l  An objective end that assumes reality is independent of human perception and
involvement. Reality has a concrete structure, guiding social science approaches

to construct positivist science (Morgan and Smircich, 1980);

[l A subjective end that assumes human bias itself generates reality or that reality is
a projection of human imagination. This ontology guides social science
approaches to obtain phenomenological insight and revelation (Morgan and

Smircich, 1980).

Each of these two extreme views of reality is linked with particular epistemologies that
lead to the contribution of accurate knowledge, dividing scholars as communities

calling themselves “positivist” or “social constructionist”, respectively.

In positivism, knowledge is scientific, outcome-based and the result of an information

process (Easterby-Smith et al., 2002), where
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[0 events are explained in the form of models articulating deductions about

relationships between variables, drawn from universal laws;

[J  generalizability and directly observable phenomena are emphasized, relying on
robust sampling procedures and statistical analysis of survey data (Hammersley

and Atkinson, 2009; Potter, 2000); and

[l approaches are incapable of supporting knowledge about process or meanings,
and they are thus inflexible, artificial and unable to generate theory (Easterby-
Smith et al., 2012), rendering them unfit for this study’s research questions’

requirements.

By contrast, social constructionism aims at creating theory (Easterby-Smith et al., 2012)
by recognizing the reflexive character of social research (or that the social researcher is
part of the phenomenon investigated). Unless experienced, an object of knowledge
cannot be generated. Experience is structured in the minds of researchers and formed
by the effects of time and space as a form of perception (Kant, 1787), turning things-in-
themselves into a world of experience. Social constructionist epistemologies dismiss
the notion that researchers are passive observers or knowers, suggesting that social
researchers make sense out of meanings, drawing from reflexive approaches to generate

understandings as a basis for theory creation (Easterby-Smith et al., 2012).

The implications of social constructionism are that objective and value-free research are
impossible to conduct. Social constructionism justifies the sufficiency of small samples
and qualitative designs with an emphasis on knowledge creation through understanding
and exploration (over explanation) of a phenomenon. Reflexivity thus becomes an
essential part of the research process, requiring the social constructionist to
acknowledge the researchers’ orientations as influenced by their socio-historical context
(Hammersley and Atkinson, 2007). Without reflexivity, social constructionist research

remains sensitive to the researchers’ own interests and values.

In answering the research questions, this study cannot ignore the need to offer
objectivity, as this is one key requirement for a quality contribution. Neither can the
study’s approach overlook the potential effect of the researcher’s own values and

interests in the phenomenon studied, as a result of his background and past experience
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(as an independent provider to customer organizations) and use of customer insight.
However, this study acknowledges that the use of customer insight is intrinsically
meaningful, justifying approaches that lead to the understanding of meaning rather than
measurement or counting meaning (Sayer, 2010). This objective fits the critical realist
position of the researcher or is a conciliation between the two extreme positions
described above (positivist vs. social constructionist) (Easterby-Smith et al., 2012).
Critical realism accepts the vulnerability of knowledge about reality when reality is
abstractly resolved and theory-laden (Easton, 2010) yet accentuates the need for
empirical evidence in the generation of theory (van de Ven, 2007). This position
rationalizes the need for criticality as an objective; generating an explanation and an
understanding about how individuals make use of customer insight involves a critical

evaluation of the phenomenon of interest (Sayer, 2010).

Mechanism _Context
/
[
| g
| e
\
\ ;
AN
L T~ _

- |

Regularity Outcome

Figure 4-2 Basic elements of a critical realist ontology (Pawson, 2006)

Indeed, by focusing on the process of knowing and the capability to act within the
socially-embedded context of practice rather than on knowledge per se (after Brown and

Duguid, 1991), this study acknowledges that customer insight use happens

1.  in a world that is differentiated and layered, consisting of objects and structures
that generate events. Structures are present even where events do not follow a

regular pattern (Easton, 2010);

Emanuel Said 67



INSIGHT INTO ACTION: HOW FIRMS USE CUSTOMER INSIGHT
PhD Thesis

4. Methodological Considerations

2. as aresult of actions, texts and institutions that are concept-dependent, requiring
the researcher to read and interpret their meaning as well as what produces them

and their effects (Easton, 2010) as a basis for theory creation;

3. through the involvement of “objects” and “entities”, exemplified by the customer
insight (such as reports, customer data, market information and other such
“objects” described in section 2.1), systems (such as sales systems, customer
feedback systems and market research databases, among others) and sources (such
as third-party research organizations, customer insight sources or departments
within the firm and any other such “entities”). This consideration is in stark
contrast with positivist approaches (that relate to variables) (Sayer, 2010). Causal
analysis is thus focused on recognizing processes and mechanisms that generate

the objects, actions and events (Blaikie, 2007); and

4. involving events and outcomes. This study focuses on the external and visible
behaviours of users as well as the customer insight and systems with which they

interact.

The causality in point (2) above implies that this study takes an explanatory focus on the
mechanisms that generate processes, relations and events that characterize the use of
customer insight at the individual user and potentially, at the group of users’ level.
Interacting with other generative mechanisms, the mechanisms investigated are
embedded in socially and temporally dynamic situations (Reed, 2009). Thus, the
generation of theory from a critical realist position relies on a continued iteration that
involves moving from theoretical model generation and empirical data collection in

order to expose the phenomenon’s mechanisms, processes and structures (Sayer, 2010).
423 Methodological fit

A valid contribution to theory and practice also requires methodological fit as “an
overarching criterion for ensuring quality field research” (Edmondson and McManus,
2007, p. 1155). Methodological fit is the consistency of research design with the state
of prior relevant theory. This study’s research design needs to be consistent with the

maturity of two key theoretical domains: market-based learning and knowledge process.
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While both MBL and KP theoretical domains are still evolving (Easterby-Smith, Lyles,
et al., 2008; Easterby-Smith, Graga, et al., 2008; Morgan, 2004 among others), a level
of maturity is evident from the increasing attention scholars devoted to this area since
the late 1980s (Easterby-Smith et al., 2000; Easterby-Smith and Lyles, 2005; Rashman
etal., 2009). The use of customer insight is thus an intermediate concept in terms of
maturity (according to Bacharach,1989), justifying a hybrid approach that draws from
separate bodies of literature to propose new constructs and/or provisional theoretical

relationships (Edmondson and McManus, 2007).

Research for intermediate theory typically integrates qualitative and quantitative
evidence as a means of triangulation. Triangulation enables the ascertainment of
external and construct validity from a critical realist point of view (Easterby-Smith et
al., 2012). Often, investigating intermediate theory involves a reinvestigation of some
aspect of theory in order to challenge or modify prior work (Edmondson and McManus,
2007). To answer the research questions, this study challenges the customer insight
process characteristics as proposed by MBL by drawing from organizational learning
and KP theory. In so doing, this study attempts to generate theoretical propositions as

an output (as in Eisenhardt, 1989).
4.3 Research strategy

To answer the research questions posed earlier, this study adopts a research strategy that
reconciles choices relating to three strategic dimensions:

1.  Method of discovery about the phenomenon of interest;
2. Research design, or, the approach involved in collecting and analysing data; and
3. Generating theory about the customer insight use process.

4.3.1 Method of discovery

To investigate the use of customer insight is to consider the users’ interpretation of a
social world, their understanding, their experiences or their constructions. These

constructions lie in a context outside the researcher’s control, yet they require a focus on
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contemporary events, justifying a case study technique (Yin, 2009). Of the four
different research strategies (Blaikie, 2009, pp. 81-92 — see Table 4-1), a retroductive

strategy is preferable because

l it relies on continued iterations between theoretical models and empirical data to
expose fundamental mechanisms, structures and mechanisms in defined

contexts;

] structures and mechanisms are unavailable to the observer; therefore, a

conceptual model is constructed for eventual explanation of causality;

O models are tested for their existence and relations, with observers working on
further consequences of the models conceptualized; positive tests offer support

for existential claims; and

C repetition of the above steps are intent on explaining structures and mechanisms

uncovered (Blaikie, 2007).

Table 4-1 A comparison of research strategies (adapted from Blaikie, 2009)

Inductive Deductive Retroductive Abductive
Aim To establish universal To test theories, to eliminate false ~ To discover underlying mechanisms To describe and understand social
generalizations to be used as ones and corroborate the survivor  to explain observed regularities life in terms of social actors’ motives
pattern explanations and understanding
Ontology Cautious, depth or subtle realist Cautious or subtle realist Depth or subtle realist Idealist or subtle realist
Epistemology Conventionalism Falsificationism, Conventionalism Neo-realism Constructionism
Start Accumulate observations of data  Identify a regularity to be explained  Document and model a regularity Discover everyday lay concepts,

meanings and motives

Produce generalizations Construct a theory and deduce Construct a hypothetical model of a  Produce a technical account from
hypotheses mechanism lay accounts

Finish Use these “laws” as patterns to Test the hypotheses by matching Find the real mechanism by Develop a theory and test it
explain further observations themw ith data observation and/or experiment iteratively

Questions answered (purpose)

What (exploration) ik hiad

What (description) ik i

Why (explanation) * hiad ik

What (prediction) * hiad

Why (understanding change) hiad

How (understanding change) * o hd

What & w hy (evaluation) o hd o hd

What and w hy (assess impacts) * hd * hd

The close examination of particular cases thus leads to the development of explanatory
or theoretical ideas (Dawes Farquhar, 2014) through continued movement between
evidence and theory (Dubois and Gadde, 2002), or a “recursive cycling among the case

data, emerging theory, and later, extant literature” (Eisenhardt and Graebner, 2007, p.
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25). This continued movement is at the basis of the systematic combining where
“theoretical framework, empirical fieldwork, and case analysis evolve simultaneously...
[employing] matching theory and reality... [and] direction and redirection” (Dubois and
Gadde, 2002, p. 554) and is also consistent with the critical realist positioning of the

researcher.

Customer insight’s use is an everyday phenomenon, explained by concepts that relate to
individuals’ behaviour. Managers’ behaviours are guided by their motivations and the
meanings they draw from their context and customer insight experiences. Retroductive
strategies are relevant to every day lay phenomena, capable of generating theory by
explaining the mechanisms that produce observed outcomes and regularities (Pawson,
2006). Users’ customer insight experiences constitute the empirical domain, whereas
users’ encounters with other users and customer insight exemplify the actual domain of
reality as advocated by Bhaskar (2009). Mechanisms that generate the outcomes

represent the domain of the real.
4.3.2 Research design

This study answers two key questions that are open in nature and that are related to a
phenomenon where knowledge is still evolving. There are five research designs
(Bryman, 2012) that may assist in maximizing learning about a researched
phenomenon: experimentation, cross-sectional, longitudinal, case study and

comparative designs.

While restricted in nature, experimentation and cross-sectional studies answer specific
research questions and are thus suited for research that builds on mature theoretical
foundations (Edmondson and McManus, 2007). By contrast, a case study approach is
flexible in nature, accommodating a variety of data collection methods and different
sources of data, and it can envelope longitudinal as well as comparative approaches
(Bryman, 2012; Robson, 2011). A case study approach thus best suits the requirements
of the “how” and “what” exploratory type of questions that guide this study.

Indeed, various scholars claim that case-study approaches can maximize the learning

from the generation of theory (such as Dawes Farquhar, 2014; Eisenhardt, 1989; Yin,
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2011), particularly where existing knowledge and theory are still evolving, and where
phenomena happen in complex contexts (Yin, 2009; 2011). The phenomenon studied in

this thesis is one such instance, as the use of customer insight is a process that

a)  happens in a complex context governed by organizational factors and its

surrounding environment;

b) is poorly understood, partly due to the difficulties that researchers encounter in
accessing organizations and partly because the MBL assumes that knowledge is a

fixed asset.

Indeed, both research questions require a longitudinal approach when investigating the
processes and associated steps that describe the use of customer insight. Moreover, the
“what” question (Research Question 2) also justifies the adoption of exploratory
approaches, aiming to generate theory for further research (Yin, 2009; 2011). These
reflections justify a case study approach involving longitudinal exploration, intended to
refine existing theory about how individuals use customer insight.

Further, this thesis proposes a conceptual framework about managers’ use of customer
insight in Chapter 3 (see Section 3.5). Investigating this conceptualization empirically
justifies substantiation in a real-life context. Asa minimum, Yin (2009) proposes the
single-case design (as opposed to multiple-case designs) for such purposes (that he calls
“representative” or “typical” cases), where the study captures the “circumstances and
conditions of an everyday or commonplace situation” (Yin, 2009, p. 48). In satisfying
the requirements posed by the research questions, this study undertakes an intensive
examination (Easton, 2010) of the case by looking at different customer insight packets
and different customer insight users within the same case organization rather than
relying on large-scale surveys and statistical analyses. This approach is equivalent to
what Yin (2009) identifies as the “embedded” single-case design, which would contain
different embedded units of analysis that support this study’s subsequent engagement in

theoretical analysis and analytic generalization.
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4.3.3 Theorizing strategy

This study generates theory by aggregating a picture composed of observations and

conversations with customer insight users, who reflect and share thoughts by

[0  providing accounts in their own language, containing concepts that participants

employ to structure their world and interpret what goes on;

[J  accounting for much of their routine activity that they conduct in an “assumed”

unreflective manner; and

[l consciously searching for or constructing meanings and interpretations about the

users’ behaviour when their social life is disrupted or ceases to be predictable.

This study considers the seven sense-making strategies (Langley, 1999) as alternative
approaches to generate theory about a process. Langley (1999) distinguishes between
two extreme types of process data and associated data. The first involves “coarse-
grained” longitudinal time series and associated event-history methods, addressing
process dynamics by testing a priori process theories. The second involves the
collection of fine-grained qualitative data (often in real time), intended to support theory
building from the “ground up”, producing a true understanding of how and why events
occur over time. Table 4-2 appraises these strategies’ suitability to answer this study’s

research questions.

Whilst acknowledging a strong element of overlap among these strategies, Table 4-2
shows that none of these strategies can be an exclusive approach for theorizing how
managers use customer insight. Rather, this analysis suggests that a balance between
simplification of data and accuracy of representation relies on fine-grained data
collection, enabling the answering of the research questions through grounded theory,
guantification and visual mapping approaches. A graphic representation of the overall
suitability and granularity of these approaches to answer the research questions of this

study is set out in Figure 4-3.
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Table 4-2 Suitability of sense-making strategies for use in theorizing processes (Source: Author)

Suitability to answer research questions?
Granularity requirements and

fitting time horizons Applicability for this study

Strategy
How do individual managers use

customer insight?

What is the process of customer insight
use?

Narrative Moderate

Addresses individuals' motivations and
objectives for their use of customer

insights

Quantification High

Addresses need to establish sequences
of behaviours in customer insight use
lifecycle and associated patterns

Alternate Moderate
templates

lifecycle
Grounded theory High

Addresses individuals' motivations and
objectives of their behaviours in using

customer insight

Visual mapping  High

Addresses the need to establish a
sequences of behaviours in a customer

insight use lifecycle

Identifies most probable sequence of
behaviours in a customer insight use

Moderate

May address contextual aspects that
impact on users' engagement w ith
customer insights

High

Addresses need to establish sequences
and stages of actions in customer
insight trajectories across individuals
and functions

Moderate

Identifies most probable sequence of
actions customer insight trajectories
across different users and functions

High

Addresses contextual aspects that
impact on customer insight trajectories
across individuals and functions

High

Addresses the need to establish
sequences of actions in customer
insight trajectories across individuals
and functions

Coarse
Fits long duration phenomena

Fine
Fits short duration phenomena

Variable
(from moderate to fine)
Fits long duration phenomena

Variable

(from moderate to fine)

Fits phenomena of medium to long
durations

Variable

(from coarse to fine)

Fits phenomena of medium to long
durations

Moderate

Needs complete, detailed process and
contextual data about particular
customer insight use processes at
individual and group levels

Moderate

Relies on detailed event data and
statistical simplification to generate
patterns.

Moderate

Requires one extremely richly described
case - fitting theory generation at
organizational level

High

Requires fairly large number of
comparable incidents that are all richly
described. Theory generated at
individual and group level

High

Requires many observations of similar
processes, making visual mapping
suitable for analysis of multiple holistic
or embedded cases.

Temporal Low Low Variable Moderate
bracketing May address individuals' sequence of May address the sequence of actions  (from coarse to fine) Transforms process data into a series
behaviours in a customer insight use that customer insight packets encounter Fits long duration phenomena of more discrete but connected blocks.
lifecycle if this process is complex while traversing individuals in an Generates theory at group or
enough to allow bracketing approaches —organization, only if encounters produce organizational level
enough complexity to allow bracketing
approaches
Synthetic Moderate Moderate Fine Moderate
Focuses on the variation of individuals' Focuses on variation of actions Fits phenomena of medium to long Provides "variance" theories and causal
sequence of behaviours in a customer  customer insight packets induce in durations models that explain process
insight use lifecycle traversing individuals and functions characteristics at group and
organizational level
High
Grounded Theory
Visual Mapping
Narrative Quantification
Overall

suitability to

answer research
questions

Low

Temporal
Bracketing
[ ]

Alternative Templates
[ J

Synthetic
(]

Low

Figure 4-3

Granularity

High

Suitability of process theory strategies and associated granularity (Source: Author)
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4.4 Quality criteria governing this study

This study aims to generate a quality contribution to a theory, method and practice. In
so doing, the design of the study’s research efforts considers a set of methodological
safeguards to ensure that the resulting contribution resonates with readers’ life

experiences in their engagement with customer insight (after Corbin and Strauss, 2008).

This study considers a limited literature review of the fifteen best-cited'® research
methods contributions that deal with empirical qualitative social research (see Table
4-3).

Each of these contributions takes a naturalistic or social constructionist point of view at
qualitative inquiry. Scholars traditionally pin quality of empirical qualitative research
to three key constructs: validity, reliability and objectivity. Largely “overrated” (van
Maanen, 2011a), these constructs address research quality within a “rationalistic
paradigm” (Guba, 1981; Guba and Lincoln, 1982) and are potentially detached from the

scope and purposes of a naturalistic inquiry.

Table 4-3 Quality criteria in qualitative empirical research (Source: Author)

Quality criteria addressed

=2
= 5
£ 5_‘-‘? = KT} '%
25 2 3 § & £
z 2z % 8 2 ¢ & &
- s 88 =2 E, @ 2 S - = -
Qualitative research methodology § . > Z N = £ [ 3 < = = £
works Jimes cited s £ E § 3 2 £ £ £ £ %
(Google scholar in T &2 < 9 [ 8 L 2 k=) = N
= ] [} ) < = =} = = [7) =
Nov 2012) S U5 o O O T = o o4 >
Bryman (1988) 2,500 v v v v
Bryman (2008) 6,873 a v v v v
Charmaz (2006) 5,744 v b v
Corbin and Strauss (2008) 18,942 v v v v
Glaser and Strauss (1967) 47,605 v v v v v v
Guba (1981); Guba and Lincoln (1982) 572/30,172 v v v v v
Gummesson (1991) 2,473 v v v v v v
Hammersely and Atkinson (2009) 7,903 v v v v
Kirk and Miller (1986) 2,532 v v v v
Miles and Huberman (1994) 34,779 v v v v v
Morse et al (2002) 1,040 v v v
Shipman (1997) 277 v v v
Silverman (2009) 5,318 v v v
Steinke (2004) 70 v v v v a
Stenbacka (2001) 248 v v v v
van Maanen (2011) 4,089 v v v v
Wolcott (1999) 719 v v v v v v
Yin (2009) 65,403 v v v
Key
2 authenticity; ° usefulness; ° resonance

16 As reported on Google Scholar in November 2012.
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This is view about validity, reliability and objective that Corbin and Strauss (2008),
Glaser and Strauss (1967) and Steinke (2004) echo by noting the “quantitative
implications” of such terms (Corbin and Strauss, 2008, p. 301).

The above review suggests that “trustworthiness” is an overarching quality
characteristic, comprising four dimensions: “credibility”, “transferability /
generalizability”, “dependability” and “confirmability”. These traditional yet
encompassing quality criteria are not free from criticism. If trustworthiness is the
encompassing factor, composed of “variables” that largely find their roots in positivist

work, what qualities truly emerge from a social constructionist stance?

In answering this question, this thesis considers a simplification and refinement of the
above quality dimensions through a thematic analysis of the methodological safeguards
that each of the above fifteen works propose for each of the dimensions listed in Table
4-3. This thematic analysis involved two key steps. First, the quoted safeguards were
distributed across the four relevant phases of the research process: research design, data
collection, data analysis and theory building. Second, an analysis of the themes
revealed nine alternative quality characteristics that describe a good qualitative
investigation. Defined in Table 4-4, these nine properties are relevant to the different
phases of the research process in specific ways.

Table 4-4 Alternative dimensions that govern quality in qualitative investigations (Source: Author)

Total observed

Alternative quality “themes” Definition: a study that... suggestions /
recommendations*

Comprehensiveness addresses all aspects of a set of specific research questions 56

Consistency / coherence features converging contributions resulting from logical consistency of 55
derived theories and employed approaches

Objectivity presents contributions from investigations with minimum and 52
acknowledged researcher bias

Logic follows a rational approach in devising a research method leading to data 43
and associated theory generation that answers the research questions

Conformity features results obtained through a pre-outlined approach as “promised” 35
to the audience

Audience oriented presents a contribution that convinces the reader by offering 34
interpretations that relate to the readers’ everyday world

Variation attempts to capture maximum variation within a sample of research 32
participants and settings

Clarity presents arguments and contributions in an unambiguous manner 20

Originality presents a contribution that is unique and different from any previous 13

contribution related to the subject matter investigated

*  frequencies do not add up to 167 as some suggestions/recommendations related to one or more research process phases
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For instance, methodological suggestions relating to data analysis most often are
relevant to the study’s consistency, coherence and conformity characteristics.
Methodological safeguards targeting a study’s explicit and clear methodologies are
most relevant to a study’s research design. Precautions relevant to data collection most
often have implications for a study’s comprehensiveness and logical flow, whereas
specific methodological suggestions to improve a study’s theory building most often
affect the study’s comprehensiveness, logical flow, clarity, originality and orientation

towards the target audience.

This analysis helped this study adopt various measures intent on executing a good
quality study. For instance, addressing the study’s consistency calls for the concurrent
collection and analysis of data (Corbin and Strauss, 2008; Morse et al., 2002). Such a
measure allows the systematic comparison of observations and categories (Charmaz,
2006), enabling dynamic interpretations and motivating purposive sampling (Morse et
al., 2002). The end result of this process is meaningful parallelism across data sources

(Miles and Huberman, 1994) and maximized comprehensiveness.

Explicit, detailed and complete accounts about a study’s methods and procedures
(Glaser and Strauss, 1967; Miles and Huberman, 1994; Steinke, 2004) also allow
researchers to make systematic comparisons between observations and categories
(Charmaz, 2006).

Presenting a fully-studied phenomenon relies on the capture of a wide range of
empirical observations (Charmaz, 2006). Capturing extensive observations relies on a
research process that encapsulates maximum variation within a sample’s participants
and settings. Variation assists in the generation of rival explanations (Yin, 2009) that in
turn justify their plausibility testing through further theoretical sampling (Corbin and
Strauss, 2008; Glaser and Strauss, 1967).

A further relevant note here is that mixed methods render the cycling of research tasks?’
more effective in capturing maximum variation while reducing the study’s dependence

on continued sampling until theoretical saturation is attained (Glaser and Strauss, 1967).

e From collection to coding to analysis over a period of observation.
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Mixed methods help capture categories that portray the fullness of the studied
experience (Bryman, 1988; Charmaz, 2006).

Ensuring variation in the sources of information and convergence of emerging findings

(Miles and Huberman, 1994) relied on a number of different strategies, including

O the appropriate sampling of people who best represent or have knowledge about
the phenomenon of interest (Morse et al., 2002); ideally, this would involve the
sampling and comparison of two or more groups of participants (Glaser and

Strauss, 1967);

O exploiting researchers’ lived experiences in making comparisons (Glaser and

Strauss, 1967); and

O advancing formal theory through use of field and literature data (Glaser and
Strauss, 1967).

Employing analytic induction (Steinke, 2004) where generated theory is constantly
subjected to falsification'® is one important way to address the study’s logic in
generating theory. Analytic induction in this study required detailed strategies for
collecting, coding, analysing and presenting data (Glaser and Strauss, 1967,

Gummesson, 1991) by

O relating findings to prior literature and theory (Glaser and Strauss, 1967; Miles
and Huberman, 1994),

O justifying observations and deduction with solid support (Morse et al., 2002),

and

O subjecting the research process and findings to peer reviews (Miles and

Huberman, 1994).

A logical study also requires theoretical / purposive sampling (Glaser and Strauss, 1967,
Guba and Lincoln, 1982, 1985) to be consistently aligned with the research objectives

and questions. In this study, this consistency was possible through:

18 By refuting assumptions against data (Silverman, 2009)
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O constant theoretical thinking during data collection and analysis (Corbin and

Strauss, 2008; Morse et al., 2002);

l continued systematic comparison between observations and categories

(Charmaz, 2006); and
O continued linking between larger institutions and individuals (Charmaz, 2006).

Equally important were the steps that address this study’s objectivity. Minimizing and
acknowledging bias is challenging, and complete removal of bias is impossible
(Bryman, 2012). Making explicit the researcher’s values, assumptions, biases and
affective states, as well as any changes in these over the course of the research, is an
important aspect of explicit application of researcher reflexivity (Guba, 1981; Guba and
Lincoln, 1982, 1985; Gummesson, 1991; Miles and Huberman, 1994; Steinke, 2004).
Minimizing bias relies on scrutinizing data (field and literature) before using it in
analysis (Glaser and Strauss, 1967) as well as on employing peer reviews of the
research process and findings (Miles and Huberman, 1994). To address bias, the author
adopted approaches to remain conscious of his own biases throughout the entire
research process (Alvesson et al., 2008; Harley et al., 2004), exercising reflexivity by

constantly reminding himself about
1. his motivation to engage in this research;
2. the underlying assumptions that he brings to the study, and

3. the effects emerging from the connection between the author and the study from a

theoretical, experiential and emotional perspective.

This study’s appeal to an audience depends on the presentation of a sufficiently general
account that applies to a diversity of daily situations (Glaser and Strauss, 1967).

Appealing studies (Miles and Huberman, 1994) emerge from accounts that

O are intellectually and physically accessible to potential users;
O stimulate “working hypotheses” on the part of the reader as guidance for future
action;
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O impart a sense of empowerment or sense of increased control, if not new

capacities among users; and
l deal with context of explicitly stated value-based or ethical concerns.

These precautions were in turn entrenched in the method designed to answer the

research questions of this study, described in the following chapter.
4.5 Summary

This chapter reviewed the two opposing ontological assumptions that this study may
adopt in answering the research questions set out in Chapter 3. An appraisal of the
nature of the research questions justifies the adoption of a social constructionist

ontology in building a processual view about how managers use customer insight.

Managers’ uses of customer insight as well as the influences impacting such a process
justify an approach that is sensitive to the actors’ interpretation about a social world,
their understanding, their experiences or their constructions. A case study approach
adopting an retroductive strategy (Blaikie, 2009) best addresses the capture of these
constructions in the form of process data. These constructions lie in a context that
cannot be controlled by the researcher but that requires a focus on contemporary events
(Yin, 2009). Equally, a case study approach (involving multiple informants and mixed
methods) best enables associated theory-building on a phenomenon that currently can
only be explained by evolving theory (Edmondson and McManus, 2007). Grounded
theory, quantification and visual mapping approaches are most appropriate for the
generation of new theory from process data about the use of customer insight (Langley,
1999).

This chapter also reviews the quality characteristics that a good contribution needs to
feature. These characteristics are, in turn, addressed through a number of safeguards and

measures that are embedded in the method that is developed in Chapter 5.
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5 METHOD

5.1 Overview

After analysing the nature of the research questions and this study’s philosophical
underpinnings, this chapter develops an operationalization of the study by describing a
method that captures data for interpretations that answer the research questions. In
choosing the elements of operationalization, this study focuses on individuals’
behaviours as well as the meanings they construct when interacting with customer

insight.

This chapter starts by defining the units of analysis and observation, moving on to
describe the key phases of the employed retroductive research strategy. This chapter
then moves on to describe how this strategy was operationalized in terms of types of
data required as well as how this data was collected from the two sampled organizations
and the individuals from those organizations. A description of the quantitative and

qualitative analyses is also described.
5.2 Units of analysis

Customer insight is the result of members’ abstraction and processing of customer,
market and competitor information from different sources. In a market-oriented
organization, customer insight is located across the entire firm (Kohli and Jaworski,
1990). Individuals exchange insight pieces to help peers augment their understanding
of customer needs, potential customer behaviours and competitor response. Because
insight is tacit and resides in the individual managers’ minds, it poses various
challenges when examining how individuals build and use customer insight in

marketing decisions.

In addressing this challenge, this study focuses on the customer insight packet as the
simplest unit of analysis. A customer insight packet is constituted of meanings, drawn
from explicit and tacit knowledge. As tacit knowledge is differentially distributed

across an organization in layers or circles, customer insight is bound to carry different
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meanings across different individuals in an organization. Equally, as tacit knowledge is
influenced by the unfolding of events and changes in an organization’s circumstances,
customer insight may purport different stimuli and associated interpretations within and
across different individuals as events unfold. This description points at the temporal

nature of customer insight.

In engaging with customer insight, users participate in objective events like meetings,
workshops and presentations. Agendas, hand-outs, meeting notes and other artefacts
provide documentary (empirical) evidence of experiences as do databases, reports or
other hard-copy correspondence provided by the customer insight supplier. These
artefacts constitute the most straightforward units of observation: customer insight in
the form of an insight packet. This insight packet is relevant to the second research

question.

From another perspective, this study also examines how individuals engage with
different customer insight packets as a further level of analysis—the individual

manager—and addresses the requirements of the first research question.
5.3 Approach

Operationalizing a retroductive strategy requires engaging in an iterative approach
between theory generation and empirical evidence collection until theoretical saturation
is achieved. In this study, two case studies were conducted sequentially, as set out in

Figure 5-1.

The first case study served as a testing ground for the method before the actual
implementation in an organization as the key case study that answers the research
questions. The key case study allowed the testing of alternative and tentative
predictions generated in the first case. Equally, the second case study enabled the
detailed exploration of the variation in meanings and behaviours of individuals using
customer insight. This approach addresses the variation requirements of this study to

produce a quality contribution.

82 Emanuel Said



INSIGHT INTO ACTION: HOW FIRMS USE CUSTOMER INSIGHT
PhD Thesis
5. Method

No one sense-making strategy suffices to provide a comprehensive view about temporal
patterns and mechanisms involved in the use of customer insight. The generating
theory in each case study may thus involve quantification, grounded theory and visual

mapping of sense-making strategies (Langley, 1999) (see Table 4-2).

Company 2: Case study Corroboration of theory
investigation —» with study participants 3| Closure
(Key investigation) (Validation seminar)

Pre-study
interviews and pilot

Company 1: Pilot case

Study design | study investigation

Figure 5-1 Phases of the study’s retroductive approach (Source: Author)

To capture maximum variation of categories, meanings and processes, this study
employs methodological and data triangulation. Triangulation is also a key requirement
for the generation of theory from a critical realist perspective (Easterby-Smith et al.,
2012). In this study, methodological triangulation involved the concurrent use of
quantitative and qualitative data capture approaches from specific people in different
situations across the case study organizations. Data triangulation involved the

concurrent examination of different customer insight sources, participants and settings.

In answering the research questions, this study adopts a longitudinal approach to
determine the nature of the emerging meanings qualitatively and the behaviours and
motivations that drive managers at each step of the customer insight use process. This
longitudinal investigation established the meaning, temporal patterns and mechanisms
that drive managers in their engagement with customer insight, and it is tantamount to
an ethnographic inquiry (Hammersley and Atkinson, 2007; Miles and Huberman, 1994;
O’Reilly, 2005). There are four objectives that guide ethnographic inquiries (Table 5-1)

yet collectively address the research study’s two objectives.

The data requirements for answering the study’s research questions suggest that no
single data type suffices. In ethnographic approaches, data capture ranges from fully-
immersed, direct observation of research participants engaging with customer insight to
less-immersed approaches, where research participants complete diaries or participate in
interviews. Firms participating in the study oppose the application of direct observation
methods, largely as a result of concerns about confidentiality. From a different

perspective, direct observation also means that study participants may change
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behaviours as a result of social desirability bias. Social desirability bias also impacts
the validity of methods relying on self-completion surveys as well as self-initiated web

diary approaches where participants discuss their engagement with customer insight.

Table 5-1 Research focus and ethnographic objectives for this study (Source: Author)

. - This study’s research objectives
Ethnographic method objective

(after Brew er 2000; Hammersley and Atkinson 2007; O'Reilly 2005) . .
Meanings Temporal patterns Mechanisms

Direct and sustained contact w ith research participants to give a longitudinal
view about changes in (pre-existing) know ledge

v v

Appraise research participants’ context (daily lives) at w ork including language
and interactions w ith each other in sourcing, selecting, structuring and v v )
exploiting customer insights

Produce a rich account about “w hat goes on” v v

Interpret research participants’ meanings and perspectives 4 4

By contrast, participating firms accept researcher-initiated evidence collection methods
such as in-depth interviews and periodic surveys. Social desirability bias impacts
periodic surveys, whereas in-depth interviews remain sensitive to participants’

willingness to discuss issues and rely on participants’ memories.

A mixed methods approach mitigates the different weaknesses that characterize each of
the above data collection approaches, whilst offering an opportunity to collect data that
answers the research questions concurrently. Real-time experience tracking (RET) was
the ultimate choice. RET involves the collection of a mixture of participant-initiated
text messages and diary submissions (Baxendale et al., 2015; Macdonald et al., 2012).
RET is used widely in research about consumer encounters with brands as an everyday

experience (Macdonald et al., 2012).

Combining RET and qualitative interviews addresses the study’s theory generation and
quality requirements in terms of temporal patterns and mechanisms. The
complementarity of both approaches means that RET captures the behaviours managers
adopt in their engagement with customer insight as well as the counterparts with whom
they interact during their engagement with insight. Through the corroboration of RET
findings, qualitative interviewing addresses RET’s limitations by providing data that

enables a first-hand understanding of
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[0  meanings of customer insight as it is received, shared, modified and talked about

by users in the organizations studied;

[J  the reasons and motivations that drive customer insight users into specific types of

behaviours; and

[l  the sequence of stages and steps involved in the customer insight usage process

(temporal patterns) at micro and macro levels (Bryman, 1988).

Table 5-2 summarizes the ways in which the two types of field inquiry employed in this
study support the three process theory sense-making strategies used in generating
theory. RET provides quantitative data enabling visual mapping of processes, as well as
quantitative theory-building strategies, focusing on temporal patterns and mechanisms.
Qualitative interviews support grounded-theory theory-building strategies addressing the

meanings dimension of the research questions.

Table 5-2 Study’s sense-making strategies, field inquiry type and associated focus (Source: Author)

Field inquiry type

Focus Sense-making strategy ) )
o . Real-time experience
Qualitative interview s .
tracking

Meaning Grounded theory v
Temporal patterns Grounded theory v

Visual mapping v

Quantitative v

Mechanism Quantitative v

5.4 Sampling

This section considers the various aspects of sampling involved in this study. It
considers the choices involved in adopting theoretical sampling (after Glaser and
Strauss, 1967), and describes how the study addresses the sufficient diversity (Miles and
Huberman, 1994) requirements in terms of research participants who best represent or
have knowledge about the phenomenon of interest (Morse et al., 2002). This section
also sets out the sampling strategies adopted in this study that consider organization

routines (Glaser and Strauss, 1967).
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Four considerations shape this study’s sampling approaches (after Creswell, 2012):

1. The levels and dimensions of sampling;
2. The participants in the sample;
3. The sampling strategy best fitting the research inquiry approach; and

4.  The size of the sample to be studied.
Levels of sampling

This study relies on three levels of sampling that include (a) the customer insight-using
organization, (b) the individuals engaged with customer insight, and (c) the customer
insight packets themselves. As this study proposes a theory about a process involving
multiple units of analysis and actors, two further sampling dimensions are relevant to

the research questions. These are (1) time and (2) context and are discussed below.

First, users’ attitudes and activities vary over time in ways that are significant across the
lifetime of a customer insight (after Hammersley and Atkinson, 2007). This study
samples users’ organizational lives during different times of activity and different forms
of interaction while encountering customer insight. The nature and frequency of users’
encounters with customer insight are likely to vary across the different phases of the

business year.

Second, individuals’ behaviours vary across different organizational settings and
contexts. Formal (offices or meeting rooms) and informal (coffee areas or
canteen/restaurant areas) settings may impact individuals’ behaviours during their
engagement with customer insight (after Bryman, 1988). This study’s RET assists by

encouraging participation across all settings.

Sampling at these levels is less concerned with statistical criteria and more oriented
towards the adequacy of the study’s theoretical framework (Bryman, 1988; Glaser and
Strauss, 1967). This study thus involves as many individuals and customer insight

packets as required to achieve “theoretical saturation” (after Glaser and Strauss, 1967).

86 Emanuel Said



INSIGHT INTO ACTION: HOW FIRMS USE CUSTOMER INSIGHT
PhD Thesis
5. Method

Study participants

Study participants qualified for recruitment and participation provided they conformed
to two key criteria. The first required individuals who had experienced customer insight
and who were thus able to contribute to theory generation (after Corbin and Strauss,
2008; Creswell, 2009). The second criterion required participants to be involved in

marketing decisions.

Selecting individuals relied on information provided by key informants approached at
the beginning of each case study. Whilst being acquainted with most members of a
group (Creswell, 2009; Hammersley and Atkinson, 2007), key informants helped
identify individuals for RET and interview participation. A variety of participants was
desirable to ensure that the study moved away from homogeneity and accounted for a

range of customer insight usage behaviours and users’ held meanings.
Case study organizations

Organizations participating in this study were required to conform to four qualifying
criteria. The first required organizations to be engaged in markets with different levels
of turbulence, dynamism and complexity (thereby maximizing variation within the
sample) (after Kohli and Jaworski, 1990; Slater and Narver, 1995; Souchon and
Diamantopoulos, 1996). The second criterion required participating organizations to be
involved in providing services in domestic markets (rather than export-oriented firms
that are the subjects of extant literature on CI use; e.g., Bierly et al. (2009);
Diamantopoulos et al. (1990); Maltz et al. (2001); Souchon and Diamantopoulos
(1997)). The third criterion required organizations to rely on multiple users of customer
insight, located in different functions within the organization, while the fourth meant
that organizations needed to depend on multiple sources of customer insight. The

organizations participating in this study are described in Chapter 6.
Sampling types

A purposeful selection of insight packets, individuals and sites/organizations for this

study best addressed the requirements of the research questions.
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In the pilot (exploratory) case study, the nature of the phenomenon was still to be
determined, justifying a criterion sampling approach in selecting customer insight
packets, as well as snowballing in selecting study participants (after Creswell, 2012).
Selecting study participants relied on the undertaking of initial interviews of 8 to 10 key
informants in the organization that were initially named by the organization’s key

representative (project champion) (after Bryman, 2012; Paulhus, 1991).

The key case study focused on the explanation of processes, mechanisms and structures.
These objectives meant that a maximum variation sampling approach was required in
selecting customer insight packets to appraise the typical processes, users and meanings
(after Miles and Huberman, 1994). By contrast, selecting customer insight users in the
organization justifies a stratified purposeful selection intended to illustrate manager
subgroups and to facilitate comparisons across individual users (Miles and Huberman,
1994).

Sample sizes

To answer the research questions, this study required a balance between the variation
and depth/detail that describes the use of customer insight (after Creswell, 2012) as well
as recruitment of suitable numbers of individuals who experience sufficient encounters

with a sufficient number of insight packets from different sources.

Because this study is about customer insight users who form part of a limited pool of
subjects and constitute groups that are difficult to discern (owing to lack of explicit
characteristics), small sample sizes (n = 12 to 20) allow for effective grounded-theory
approaches (after Adler and Adler, 2012 in Baker and Edwards, 2012). By contrast, a
sample of n = 100 ~ 200 RET responses supports adequate quantitative treatment (like
latent class modelling) in investigating temporal patterns and mechanisms relevant to
users’ engagement with customer insight (Nylund et al., 2007; Vermunt and Magidson,
2002). Larger samples (ranging between n=500 and n=1,000 observations) do not allow
for any improvement in solution stability or do not lead to deterioration of acceptance of
tests (Nylund et al., 2007). A more detailed account about the sample size

considerations above is set out in Appendix A (page 304).
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5.5 Data and collection methods

Data collection involved the design and administration of a sequence of activities for
each case organization, intended to establish the customer insight users, sources and the
insight packets they encounter. This sequence of activities also needed to establish
access to customer insight users as well as capture core evidence and data, enough to
determine how managers use customer insight. The collection methods also need to
ensure ways to validate the observations and findings about managers’ use of customer

insight.

These goals justified a sequence of four different types of encounters between the

researcher and this study’s units of analysis:

1. qualitative interviews with organization members involved in customer insight

processes;
2. self-initiated simple text (SMS) messaging responses;
3. self-completion online diary (complementing the SMS responses); and
4.  validation seminar with customer insight users.

Figure 5-2 summarizes the above data collection sequence, showing how each case
(pilot and key study) started with initial qualitative interviews, intended to establish a
direction for the rest of inquiry as well as rapport with study participants. Participants

in these initial qualitative interviews included

1.  akey representative and project champion of the case organization (involving a
key customer insight user and member of senior management) who can promote

the project throughout the case study organization, and

2. key customer insight users leading their own departments or teams where

customer insight use is a core aspect of the departments’ functioning.

RET data collection work followed, gathering and analysing data that in turn was used
as material for validation through further qualitative interviews at a third stage. In this

third stage, participants corroborated on

Emanuel Said 89



INSIGHT INTO ACTION: HOW FIRMS USE CUSTOMER INSIGHT
PhD Thesis
5. Method

1  processes and stages involved in the use of customer insight, and

[l  motivations that guide behaviours and meanings emerging from the use of

customer insight.
These considerations are particularly relevant, as they are framing the entire case study

field work in a way that keeps all data collection approaches specific to the research

questions.

Pilot case study: EDU Key case study: SOFT
—_— e, e e e e e e e e e | e e e e e e e ———
I Phase Procedure 4 I Phase Procedure I
L e B \
g e I !
e »  Exploratory interviews I Qualitative data «  Exploratory interviews I I
| £ ¢ n =9 participants collection « n =9 participants |
o
\-r_ 1, ,,,,,,,,,,,,,,,,,,,,,,,,,,,,,,,,, 1, 7

RET Instrument «  SMS & web-based diary |
design «  Purposeful participant selection I

«  SMS & web-based survey |
« n=9 participants I

Data screening
Froquendes |
Time series I
Social network analysis (user clusters, user linkages)

I v I
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Figure 5-2 Sequence of data collection and analysis phases for each case organization (Source: Author)
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5.5.1 Confidentiality

This study conforms with various confidentiality commitments towards the case
organizations and their members. Thus, all names of companies and individual
participants were changed. The pilot case organization is hereafter termed EDU, and its
members participating in this study are named EDUQ1, EDUO2 and so on. The key case
organization is hereafter termed SOFT, and its members participating in the study are
named SOFTO01, SOFT02 and so on. A description of the case study organizations and

their participating members is set out in Chapter 6.
5.5.2 Qualitative interview protocols

Each case study involved four different types of interviews, carried out with three types

of participants. Table 5-3 summarizes the objectives of each interview type.

Table 5-3 Interview objectives in this study (Source: Author)

Participants

. . Key users
Key representative / champion
Pre-case Post-case

Objectives Identify Explore Corroborate on

Key customer insight sources and  Role of participant and associated Key customer insight user
providers colleagues (roles, numbers) types/patterns

Customer insight packets as

) Organization’s key customer insight Sequence of steps in customer
know n or referred to in the 9 y 9 9 P

L roviders insight usage processes
organization P 9 gep
Organizational functions/groups Engagement of participant w ith Motivations for engagement w ith
engaged in customer insight use customer insight packets customer insight

Meanings emerging from customer

Members of each function/group insight engagement

Duration (mins) 60 mins 60 mins 60 mins
Audio recording? Upon consent by participant Upon consent by participant Upon consent by participant

Pre-RET Interviews

Requiring about 60 minutes and held at a time and location selected by the participant,
all interviews were digitally audio-recorded up to a point participants allowed.
Participants were also allowed to withdraw from the interview at any point, in

accordance with Cranfield University ethics. All interview recordings were transcribed
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verbatim following Du Bois et al. (1993). Appendix B (page 307) outlines each pre-
case interview protocol used in this study.

During the first case study (EDU), nine managers participated in interviews. One, a
senior manager at the central administrative function, acted as project champion and key
representative for the rest of the case study work. Each interview took an average of 44
minutes. None of these interviews were recorded or transcribed, but notes taken during

the interviews allowed for subsequent analysis.

In the second case study (SOFT), nine managers were interviewed. One of the
participants occupied a senior management role in the marketing function and acted as
champion and key representative for the rest of the case study work within this
organization. Interviews lasted an average of 39 minutes (ranging from 1% hours to
around 25 minutes) and produced 151 pages of transcribed text. Transcribing was
commissioned to an external transcribing service provider that was engaged to follow
Du Bois et al.'s (1993) transcription guidelines. Each transcript was in turn verified by

comparing it with the original audio recordings before its eventual use in analysis.
Post-RET interviews

This stage involved the exploration of meanings, perceptions and interpretations that
organization members hold in their engagement with customer insight. Using semi-

structured or unstructured interviewing to allow participants to

[0 (jointly with researchers) reflect on life-world issues and discuss insights

(Cunliffe, 2011; Kvale, 2007),
[l  corroborate RET findings (which include process maps at individual, group and
organizational levels).

This study employed an interview guide that just outlined the topics covered in post-
case interviews (after Kvale, 2007) (see Figure 5-3), rather than limit the interview to a

92 Emanuel Said



INSIGHT INTO ACTION: HOW FIRMS USE CUSTOMER INSIGHT
PhD Thesis
5. Method

sequence of questions.!® This guide assisted in keeping interviews at this stage as close

to normal conversation as possible. Semi- or un-structured interviews

L]  helped to access people’s “meaning-endowing capacities”, producing rich, deep
data that came in the form of “extracts of natural language” (Brewer 2000;, p. 21);

and

[l are fit for use in nascent theory studies (Edmondson and McManus, 2007;
Maznevski and Chudoba, 2000), although they follow a pre-determined direction,
like structured interviews (Davies, 1999).

Any insight packets you were provided and not shown here?

Is this an accurate reflection of

INITIATION N
your experience?

Any insight packets you requested and not shown here?

Anything missing?
Any insight packets you shared with other people not shown here?
Why have you scored a “1"? Any insight packets you used and not shown here?
Why have you scored a “5"?
Any insight packets you applied in your work and not shown here?
Any insight packets you put away or stored and not shown here?
PARTICIPANT'S
ENCOUNTERS Individual map

?
Outcomes of specific Joyour

encounters? To your department?

\\ Specific encounters

Intentions? WHY?

Did insight help you achieve
your goals? To you?

Useful for you?

POST RET \ To your department?

Interview

Anything missing?
Is this a true reflection of how
- ihien
Role and insights’ use you make use of insights?

Would your colleagues agree
with your view on this?

Process Is there anything that you Specific insight
observe? packets
Is there anything that surprises
you?

Initial reactions

DEPARTMENTAL

MAP Anything missing?

Is this a true reflection of your organization’s use of insights?

What is the use of the insights you see here?

What are the outcomes of use of insights you see here?

=

Appendix C appraises the questions’ relevance to the research questions.

19
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Figure 5-3 Post-case qualitative interview guide

A total of eleven managers participated in these interviews at EDU. Each interview
lasted an average of 57 minutes, was entirely audio-recorded and was then transcribed
following the transcription guidelines of Du Bois et al. (1993). All transcribing was
commissioned to an external transcribing service provider and verified by comparing
texts with the original audio recordings before eventual use in analysis. A total of 244

pages of transcript were produced.

A further twenty managers participated in post-RET interviews at SOFT. As in EDU,
each interview was audio-recorded and transcribed by an outsourced transcribing
service provider, following the same transcribing guidelines of Du Bois et al. (1993).
On average, interviews lasted 55 minutes (ranging from a maximum of 2% hours to a
minimum of 28 minutes) and produced a total of 503 pages of transcript. All transcripts

were verified before use in analysis procedures.
5.5.3 Real-time experience tracking

RET relied on closed-ended data collection approaches involving SMS and an online
diary in a sequence, as set out in Figure 5-4 below. Both SMS and online diaries
captured a view of the participants’ engagement with customer insight packets during

specific “encounters”.

Lo 2 | B4

DIARY END OF PARTICIPATION SURVEY

|

« Satisfaction with insight providers

REGISTRATION SURVEY THREE-CHARACTER FEEDBACK

Customer Insight Provider ~ Action atisfie
A)_Company A A) Requested n a scale fro
B) Company B B) Received I B “How.sailsfied are you wi
C) Other provider C) Reviewe d

. y D) Other provider D) Tvansmrmed/changedl |

-  provider

o ® >

E) Other provid E) Shared
F) Stored

« Participant

+ _Satisfaction with insight providers G) Applied

+ Participant inputs reflections on encounter
H) Other with customer insights

Describes ent

Figure 5-4 Sequence of RET data gathering tasks (Source: Author)

Here, research instruments elicited responses about customer insight users’ experience.
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Appendix D sets out a description of the SMS and online diary instruments
administered in this study. A third-party firm was hired to administer the collection of
all text messages and online diary data. Appendix E includes a sample of screen shots

that show how participants experienced the RET instruments administered in this study.

Both SMS and online diaries captured a longitudinal view of the participants’
engagement with customer insight, helping plot specific “encounters” on a four-week

timeline map.
5.5.4 Validation seminar

In the last phase of the data collection process, a workshop was organized to validate
findings emerging from the study with practitioners involved in the use of customer
insight. The workshop was held during one of a series of fora organized by the

Cranfield Customer Management Forum in February 2014.

The workshop started with a 30-minute presentation about the key findings emerging
from the study. This presentation included key points about the process stages of

customer insight use, as well as key influences that block or facilitate this process.

Participants were separated into five groups, each including five or six participants.
Each group selected one employing organization represented by each of the members
within that group as a case, and they discussed the process steps and associated
conditions that hinder or facilitate the use of customer insight. Members annotated
points on a purposely prepared AO-size poster (see Appendix F, page 324), provided to
each group by the forum organizers.

All groups were invited to make a short presentation on their own discussions, with four
groups making a presentation about their selected case. The entire session was audio-
recorded and transcribed. The case studies’ “completed posters” were photographed

and annexed with transcripts for eventual qualitative analysis.
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5.5.5 Recruiting participants and encouraging participation

To attract and motivate research participants’ engagement with the study, a series of
recruitment and stimulating efforts were undertaken for each of the RET and qualitative

interviewing phases.

In engaging subjects with the RET phase, each case study’s project champion circulated
an invitation email among identified customer insight users who fit the criteria set out in
Section 5.4. Invited participants were required to answer the email invitation,

confirming their intent to participate in the study for a period of four weeks.

A purposely developed presentation setting out instruction on how participants could
participate in RET data collection was produced for each case study. This recorded
presentation (in the form of a short video clip) was made available online to all
confirmed participants, who were then invited to log on to a purposely built website
(that eventually hosted the web diary). Weekly text message reminders were sent to all
registered participants by the RET administering firm to encourage participants to send

text message responses as well as to visit their respective online diary.

Consistent with common RET practice (in consumer research), some incentives were
offered for participants. At EDU, the five participants who sent the most text messages
were offered a bottle of sparkling wine. A final drawing of a monetary voucher
redeemable at one of the organization’s own cafés was offered to one participant at the
end of the RET data collection phase. At SOFT, participants were entered into a weekly
drawing, winning a bottle of champagne and a final award of dinner for two at a

restaurant.

As in the RET phase, post-RET qualitative interview participants were also invited by
each of the case study’s project champion. Upon confirming their intention, direct
contact with participants was made to agree on a convenient time and place for the
interview. No incentives were offered for interview participation, but all interview
participants were invited to attend the validation workshop described in Section 5.5.4.

Of the 31 post-RET interview participants, two participated in this workshop.
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5.6 Data analysis

The following paragraphs summarize the approaches applied to develop an
understanding of the data that answers this study’s research questions. The analysis
process included a series of iterations between field data collection and analysis steps,
involving the sequence set out in Table 5-4, consistent with the retroductive strategy

planned.

The process in Table 5-4 is also consonant with Miles and Huberman's (1994)
recommendation for the investigation to cycle back and forth between mulling over
collected data at each step and the strategies to be adopted in forthcoming data
collecting steps to generate better data. Indeed, initial analysis from RET data helped
identify the data requirements to be collected during the post-RET interviews to fully

answer the research questions guiding this study.

Table 5-4 Sequence of preparation, field work and analysis steps involved in this study

Field work Field data

Step ; -
preparation collection

Analysis

01 Developing exploratory interview protocol for use in intenviewing the organization's key representative and v
project champion, as well as key customer insight users

02 Intenviewing the organization's key representative and project champion as well as key customer insight v
users, with the inteniew audio recorded and transcribed (where permitted)

03 Initial coding of transcripts identifying emerging (initial) themes and patterns v
04 Devising RET instrumentation and participant briefing material v

05 Piloting of RET instrumentation v

06 Recruiting and briefing RET participants v

07 Administration of RET instrumentation for four weeks v

08 Compiling RET data to produce visual rendition of customer insight encounters across individual v

research participants, functions and organizaton

09 Deweloping corroborative inteniew protocol for use in inteniewing customer insight users (both RET v
participants and not)

10 Recruiting intenview participants v
11 Inteniewing customer insight users (using protocol in 09 above) with internview audio recorded and v
transcribed
12 Initial coding of transcripts identifying emerging (initial) themes and patterns v
13 Devising a presentation of findings for validating seminar along with other stimulus material in the form of v
Al posters
14 Delivering a presentation of findings during the validating seminar and encouraging participation v

15 Recording and transcribing participant contributions in validating seminar v

16 Coding of validating seminar transcript and merging with previous coding v
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The following two sections summarize the quantitative and qualitative analysis
approaches adopted in this study, with the results obtained discussed in the next part of

this document.
5.6.1 Quantitative data analysis

At a descriptive level, data captured through RET approaches (both SMS and online
diary approaches) was collated to produce a visual map of the encounters customer
insight users experience on a timeline (see Figure 6-2 through Figure 6-7). These maps
provided a picture of the journey of customer insight at the insight packet, individual
manager and group levels of analyses, and helped answer, in part, the research questions
of this study (see Table 5-5).

Table 5-5 A summary of the analysis techniques and relevance to research questions studied (Source:

Author)

Research question

What is the process of
customer insight use in
an organization?

Howdo managers use
customer insight?

Temporal Unfolding of user/insight encounters v v

Aspect of patterns Actions involved in use of customer v v
phenomenon studied insight at individual and group levels
and focus of approach Mechanisms  Typologies of customer insight usage v

behaviours

Stimuli that trigger customer insight v

usage steps

Timeline visual mapping v v
Quantitative analysis step Cluster analysis v v

Social network analysis v

At a more detailed level, the three text message data variables describing each customer
insight encounter (insight source, action and satisfaction level) were subjected to
clustering approaches intended to segment individuals or customer insight sources
according to the types of behaviours reported, producing a view at the individual

managers’ level of analysis.

A final approach involved the use of the online diary data, particularly data relating to
the other persons involved in the encounter along with the individual participant, to
build a network view of the paths of different customer insight packets. Using

NodeXL™ add-on application on MS Excel™, this study involved social network
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analysis (Hansen et al., 2010; Smith et al., 2009) to cluster the different organizational

functions in their engagement with customer insight.
5.6.2 Qualitative data analysis

Qualitative data from online diaries, interviews (formal or casual) and other
observations in this study were translated into document formats and compiled into one
NVivo™ 10.0 project file for subsequent coding and analysis. Analysis involved a total
of eleven coding steps as described below, with each step leading to a partial
interpretation of data.

Initial analysis of qualitative data captured from exploratory interviews was coded into
three major units of social organization (after Lofland et al., 2006) that included
practices (like routines and tasks), individuals’ roles and social relationships between
individual across functions and with customer insight providers. A further step
involved adopting an open approach to the coding of exploratory interview data
(Charmaz and Mitchell, 2001; Charmaz, 2006; Corbin and Strauss, 2008; Glaser and
Strauss, 1965; Strauss and Corbin, 1994) with a particular focus on users’ description of

the content or attributes of specific customer insight packets.

A third step involved adopting a focus on process (after Charmaz, 2006; Corbin and
Strauss, 2008; Saldana, 2009) in analysing users’ accounts of their engagement with
specific customer insight packets described during the exploratory interviews that
preceded the RET phase. This coding step led to the creation of nine process categories,
each describing different types of observed behaviours users imply when talking about

their engagement with customer insight.

The interpretations emerging from the above analysis helped not only in the design of
the RET data collection instrumentation but also in the development of the qualitative
interview schedule used during the third phase of fieldwork (in-depth corroborative

interviews).

Interview data collected after the RET phase was treated differently from the interview

data collected during the pre-RET phase. Initial analysis of post-RET interview
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transcripts involved a template approach (after King, 2004) by coding users’ accounts of
their engagement with customer insight onto the previously developed customer insight
use process step categories. Despite its relative flexibility, template coding remains
highly structured in approach, as developed themes remain relatively stable (Miles and
Huberman, 1994). However, template coding assists in the grounded theory process as
it opens opportunities for further detailed coding structures (Corbin and Strauss, 2008;
Strauss and Corbin, 1994) through iterations of coding. Indeed, during a further step of
coding, the polyvocality of data (King, 2004) in each insight use process step category

allowed the same pieces of data to be further coded into three types of themes:

[l the level of analysis (customer insight packet, individual or group), or the

ontology of the process (after Lam, 2000),

L1 the explicit or implicit conditions impacting the users’ engagement with customer

insight; and

[l  the attributes that describe the organizational context of the conditions that impact
users’ engagement with customer insight. These attributes were largely inspired
by the 7S framework (after Peters and Waterman, 1982; Venkatraman and
Camillus, 1984; Waterman, 1982; Waterman et al., 1980).

A look at the emerging codes demanded further analysis of the behaviours observed in
each of the process step categories. A focused coding approach was adopted in
searching for the mechanisms that research participants made implicit in their
descriptions of behaviours, following the suggestions of Charmaz (2006) on grounded
theory approaches. This step expanded the original set of nodes (within the nine
process categories) from 102 to 268 nodes. As a way of interpreting this multitude of
nodes, pattern coding of all nodes within the process categories (after Miles and
Huberman, 1994) helped pull together most of the nodes into a more meaningful and
parsimonious collection of 49 major themes. Pattern coding also resulted in the
aggregation of four process categories into two more meaningful process categories,

ending in a structure comprising seven process categories.
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In validating the sequence of process steps emerging from RET data analysis, process
category data was further pattern coded for links between specific steps. For instance,
participants’ description of “receiving insight as part of a massive amount of incoming
information that they have to filter through” implied an “acquire — and — filter”

sequence linking the “acquire” and “filter” process Step categories.

A final step of axial coding (Charmaz, 2006; Glaser and Strauss, 1967; Strauss and
Corbin, 1994) helped bring out the dimensions and properties relating to different types
of behaviours, motivations and influences affecting the customer insight use process.
This approach resulted in the creation of three different levels of nodes within the

process categories.

The gradual organization of nodes into categories and sub-categories at different levels
also indicated a relative ripening in abstraction and interpretation of data (Miles and
Huberman, 1994).

Further analysis involved the creation of queries (in NVivo) that uncovered the
occurrence of behaviours at different levels of analysis (individual vs. implied or
explicit groups) and the distribution of the different influences impacting the customer
insight use process at different process steps. Table 5-6 summarizes the above

qualitative analysis process account.

Table 5-6 Summary of coding steps, analytic approaches and data (Source: Author)
. Data used
Step th; ?;Qg Categories in focus (description) Pre-RET RET Post- Validating
Diary RET seminar
1 Open (Initial coding) v
2 Open Practices, roles and social relationships v
3 Open Insight content and attributes v
4 Open Process behaviours v
5 Template Process behaviours v v v
6 Open Level of analysis, explicit/implicit conditions of engagement , v v
organizational context (7S)
7 Focused Process behaviours — mechanisms v v v
8 Pattern Process behaviours v v v
9 Pattern Process behaviours sequence v v v v
10 Axial Process behaviours, explicit/implicit conditions of engagement v v v
11 Axial Distribution of process behaviours across levels of analysis, v v v
Distribution of influences across process behaviours. v v v
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The final hierarchical coding structure allowed an interpretation of behaviours and
influences along different dimensions, such as the role of the individuals, process step,
organization and level of analysis. This interpretation is discussed in the next part of

this document.

Were it not for constant reminders about the research questions (in the form of a highly
visible print-out of the research questions), it is likely that this analytic process would

have lost focus and a level of parsimony would not have been attained.
5.7 Summary

This chapter analysed the implications of the research questions in terms of units of
analysis and relevant research approaches. The study’s research approaches are
consistent with the philosophical positioning of this study as well as its methodological
fit in an evolving theoretical domain. Indeed, this chapter translates these implications
into a feasible research design, described in terms of sampling and approaches in data
collection. The latter involved a sequence of four phases where quantitative and
qualitative data supported three process theory generation approaches. Generating
theory also meant the utilization of various quantitative analyses on RET data collected
during the second phase of research, coupled with various qualitative data analyses on
interview and observation data collated during the first (exploratory) phase, the third

(corroborative) phase and the fourth (validating) phase of data collection.

The next chapter describes the case organizations from which the data was gathered.
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6 THE CASE ORGANIZATIONS

This chapter sets out a description of the pilot and key case studies in which the use of
customer insight was investigated. An outline of each organization is set out, along
with a description of the individuals participating in this study. An appraisal of the key
customer insight packets tracked in the RET data collection phase follows. Apart from
describing the key outcomes from each case study, this chapter also accounts for the key
methodological observations emerging from the pilot case study that helped in the

optimization of approaches implemented in the key case study.

The descriptive nature of this chapter is intent on outlining some key differences of the
two organizations in their engagement with customer insight. This chapter also shows
how the selection of these organizations complies with the case selection criteria set out
in Section 5.4 (page 87). A description of the customer insight users and their
organizations participating in the validation workshop is also presented at the end of the

chapter.
6.1 Case 1 - EDU

EDU’s study addressed two key objectives. First, the case study helped appraise the
feasibility of RET data collection in an organizational environment as well as RET’s
ability to answer the research questions. Second, the EDU’s study was also intended to
help develop initial answers to the research questions. These initial answers enabled

further testing and refining during the key case study investigation.

A private institution, EDU provides higher education through five colleges. Figure 6-1
sets out a summary of the organizational structure of EDU.

EDU’s income comes mainly from tuition and education services as well as research in
different areas. EDU largely serves UK public and private organizations, ranking

among the top five UK-based institutions that serve this specialized market.
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EDU

— VCO
EDUM EDING EDUS EDUH EDUD
|__Marketing |__Marketing |__Marketing |__Marketing |__Marketing
|__Researchers |__Researchers |__Researchers |__Researchers |__Researchers
|__Educators | __Educators | __Educators | __Educators | __Educators
L_Administrative L_Administrative L_Administrative L_Administrative L_Administrative
Figure 6-1 Summary organizational structure of EDU (Source: Author)

EDU’s marketing activities target funding for research projects as well as attract
individuals to participate in a diversity of training programmes. A central
communications business unit (VCO) provides a supporting and coordinating role,
especially during initiatives targeting key customers that involve different colleges
within EDU concurrently.

These observations suggest that EDU is fit for this study, as it satisfies all selection
criteria in Section 5.4. Indeed, EDU:

[0 is engaged in a competitive market featuring its own level of turbulence,
dynamism and complexity;

[0  provides services to largely domestic customers (although a portion of its

revenues are sourced from education services to international customers);

[0 relies on multiple users of customer insight, located in different business units

across the organization; and

[l relies on outsourced customer insight from a number of providers. Outsourced

customer insight is shared by a number of users across the organization.
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6.2 Addressing the comprehensiveness requirements

Developing a quality contribution involves observations and data interpretations that
answer the research questions comprehensively. In so doing, interpretations need to
feature a rich account that emerges from the variation within the sample of units of
observation and units of analysis. The following paragraphs offer an account of EDU’s
participants as well as the customer insight packets they encounter in this study,

underscoring the variation within the sample.
6.2.1 Participants — A brief description

Table 6-1 describes the 17 insight users participating in this case study across the
different data collection phases.

Table 6-1 Summary description of case participants: EDU (Source: Author)
Participant Function or Age Gender Role Education He-REr .R.ET . Post-l_?l:—l'
College Interview Participation Interview
EDUO4 EDUM 35-44 Male Service /operations  Undergraduate degree v v 4
(or equivalent)

EDUO05 EDUM 35-44 Female Marketing / Undergraduate degree v v
communications (or equivalent)

EDUO6 EDUM 25-34 Female Marketing / GCSEs (or equivalent) v v
communications

EDU07 VCO 45-54 Male Marketing / Postgraduate degree v v v
communications (or equivalent)

EDU08 VCO 55-64 Female Marketing / Undergraduate degree v v
communications (or equivalent)

EDU09 EDING 35-44 Male Marketing / Postgraduate degree v v v
communications (or equivalent)

EDU10 EDUM 55-64 Male Other Postgraduate degree v

(or equivalent)

EDU11 EDUM 35-44 Female Marketing / Undergraduate degree v 4
communications (or equivalent)

EDU12 EDUM 65+ Female Marketing / Undergraduate degree v v
communications (or equivalent)

EDU13 EDING 45-54 Female Marketing / Undergraduate degree v v
communications (or equivalent)

EDU14 VCO 45-54 Female Marketing / Undergraduate degree v
communications (or equivalent)

EDU16 VCO 25-34 Female Marketing / Postgraduate degree v
communications (or equivalent)

EDU18 EDUD 45-54 Male Marketing / Postgraduate degree v
communications (or equivalent)

EDU24 EDING 45-54 Female Marketing / Undergraduate degree 4
communications (or equivalent)

EDU27 EDUM 35-44 Female Marketing / Undergraduate degree v
communications (or equivalent)

EDU28 EDUH 55-64 Male Marketing / Postgraduate degree v v
communications (or equivalent)

EDU29 EDUM 35-44 Male Marketing / Postgraduate degree v
communications (or equivalent)

Participants varied in terms of gender, age, education, roles (senior or middle executive

levels) as well as their engagement with different business units within EDU.
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This spectrum of participant types meets the variation requirements of this study in

terms of roles (particularly orientation and goals) as well as associated contexts/settings:

[J  VCO (engaged in organization-wide marketing) and

1 EDUM, EDING and EDUH (where marketing activities target college-specific

participant recruitment and research funding).

Marketing activities across these business units involve different types of individuals,
ranging from established researchers (acting as key “touch points” coordinating research
projects) to media executives who design and coordinate web communications targeting

prospective programme participants.
6.2.2 Customer insight packets tracked (RET)

Initial qualitative (and informal) meetings/interviews explored the different types of

customer insight sources and packets that were eventually tracked through RET.

Table 6-2 Summary of customer insight sources and packets tracked in RET along with frequency of

encounters (n=9 active participants)

Source Description Customer insight Description Total
packet tracked encounters
ESP1 external agency specialising in online ESP1 Periodic Update email update relating to social media, online and print 40
media and communication data communication statistics/analytics
ESP1 Database w eb supported database service. Users access data about
social media and print communication analytics directly from their
location
ECD a team specialising in Opportunities data relating to funding opportunities for research and training 40
communications at a University wide database
EDUAS a department facilitating the smooth  Participant A survey about the perceptions and experiences of programme 5
progress of the student experience  recruitment report participants before engagement into various programmes
at Cranfield University. It collects administered by EDU
student recruitment and experience
data as part of this role Participant survey A survey about the perceptions and experience of programme
participants during their studies at EDU. Administered annually.
EDUWS a central function to provides IT ESP2 Insight Web analytics data available on request through subscription. 2
support services to all University Information is about site traffic, traffic sources and usage
schools
ESP3 Insight Web analytics data available on request through subscription.
Information is about site traffic, traffic sources and usage
Ow n College The participant's ow n school as a Focus Group Research Research about programme participants’ experience at the 6
source of customer insights respective college w hile pursuing studies
Participant Recruitment Research about programme participants’ decision to join EDU and
Survey the respective college.
Prospect Decline Survey  Research about prospective participants’ decision to refuse an
offer for studies at EDU
Other Other sources and customer insight packets encountered by the participant 1
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These discussions suggested that ten different customer insight “packets” from five
different sources (Table 6-2) were most commonly in use. Of these, two key sources

(ESP1 and ECD) accounted for over 85% of the encounters reported by participants.
6.2.3 Participation in the project

The RET data collection attracted nine participants who would submit text message and
online diary accounts about their engagement with different customer insight packets.
However, overall participation remained modest, warranting an evaluation after the

four-week data collection period expired (see Section 6.4.2).

Interviewing involved nine exploratory meetings with key customer insight users
(including the project champion) between October and November 2012 prior to the
administration of RET study. Between 19 June and 8 September 2013, eleven
qualitative interviews, each about 60 minutes long, were conducted with various
customer insight users (including both RET participants as well as others). These
interviews relied on the use of anonymized demonstration material depicting timeline
maps at three levels of analysis: (1) customer insight source, (2) individual participant
and (3) participants’ group level as defined by their business unit or function. These
timeline maps are described in the following section.

6.3 Representing encounters in maps

The customer insight encounters captured in the RET method were mapped out on
timelines in three ways (Figure 6-2 to Figure 6-7), each representing a different level of

analysis:

a. At customer insight level, where different packets from one source are
encountered by different research participants across all business units and

locations (see Figure 6-2 to Figure 6-4);

b. At the individual participant’s level, where the participant’s encounters with
different customer insight packets are set out on a single timeline, representing the

individual’s experience over the four-week period (see example in Figure 6-6);
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19/11/2012

User Team/Function

/

/
y /
/
/ /

/

23/11/2012

ENCOUNTER'S ACTION

Requested of pocoieq Analyzed/  Transformed/

30/11/2012

(Number) in encounter

shows level of satisfaction:

\ \
VCO 02 X N
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EDING Y
7/ /7
Shédred Sm%d Applied in Other
a decision
Figure 6-2

ESP1 Insights
Team iodi
ESP1 Periodic ™
ESP1 Database reportiupdate Unspecified Total
VCO01 3 10 2 15
EDING 1 1
EDUM 19 4 23
Totals 22 10 7 39
“ESP1” (7)
/
/
/
/
/
/
/
/
07/12/2012

Customer insight encounters’ trajectory at insight level of analysis: ESP1 insight packets (Source: Author)

14/12/2012
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ECD Insights
Team .
Opportunities -
VCO 02 (6) Database Unspecified Total
VCO 02 (6) VCO02 1 28 29
EDING 2 2
EDUM 7 2 9
Totals 8 32 40

19/11/2012

“Opportunities DB” (6)

23/11/2012

30/11/2012

VCO 02 (6,7)

07/12/2012

User Team/Function

VCO 01

VCO 02

ENCOUNTER’'S ACTION

Requested or i Analyzed/ Transformed/
queclﬂed Received | ierpreted Changed
\ N
\ N\
\ \

(Number) in encounter

shows level of satisfaction:

1 = very dissatisfied
7 = very satisfied

14/12/2012

\, .
. o
V4 /
7/ /
o
Shdred Stored Applied in Other

a decision

Figure 6-3 Customer insight encounters’ trajectory at insight level of analysis: ECD insight packets (Source: Author)
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Customer insight encounters’ trajectory at an individual participant level: An example (Source: Author)
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Figure 6-5 Customer insight encounters’ trajectory at an individual participant level: A second example (Source: Author)
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C. At the customer insight users’ group level (defined by business unit), where
different insight sources encountered by the group are represented on one timeline

in the same fashion as (b) above (see example in Figure 6-7).

Each map depicts all relevant encounters on a timeline (orange arrow in each diagram)
spanning the entire RET study period. Encounters are divided as “above” or “below”
the orange line. Above the line encounters represented events where participants
received, requested for or analysed or transformed the customer insight packet involved.
Below the line encounters represented events where participants shared, stored or

applied the customer insight packet involved.
6.4 Initial findings from the pilot study

The observations made during the pilot study not only provided initial picture about
users’ engagement with customer insight but also offered some important
methodological issues that needed to be addressed before undertaking the key case

study.
6.4.1 Empirical observations

RET observations supported the existence of all the seven steps proposed in Section 3.5
(see page 58) for customer insight use process. Twenty-eight percent of the encounters
were about participants applying customer insights that they had received earlier. A
further 25% of encounters related to participants receiving insight from different
sources while another 21% of encounters related to participants engaging in analysing

or interpreting insight.

Just over 12% of the observed encounters involved users sharing customer insight
packets with other colleagues, while a further 6% of encounters related to users’
producing further messages to pass on to colleagues or people with whom they would

be dealing.

Participants generally felt more satisfied about customer insight provided by external
contractors than about customer insight generated internally within EDU. Participants

tended to express more positive feelings when they used customer insight as a means to
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interact with other colleagues, with responses tending to evidence stronger (perceived)
relationships with colleagues as well as a generally clearer direction to reach and

execute decisions.

RET observations also offered evidence for all the three types of use reported in earlier
empirical studies (see Section 3.4). Customer insight users tend to define and seek
specific information for immediate decisions (instrumental), evident from the reliance
on self-initiated queries for data from databases. Similarly, conceptual use featured as
“food for thought” or past information was kept in mind for eventual use. As for
symbolic use, the observations from this pilot study offered support through

participants’ reflections in their web diary, suggesting:

a)  social use (or visible use of customer insights to consolidate relationships with

information providers), and

b) legitimating use (or use of customer insights to justify decisions made on the basis
of intuition or preconceptions prior to objective analysis) (Sabatier, 1978).

The use of the timeline maps shown earlier helped uncover other aspects of customer
insight use among EDU’s study participants during subsequent qualitative
(corroborative) interviews. For instance, on acquiring customer insight, users discuss
how they subscribe to digital feeds or request specific pieces, particularly from specific
providers like ESP1. However, a few of the users lamented the deluge of customer
insight in terms of quantity and variety of sources. As one participant put it, some
insight users acted as a “filter” for colleagues, shielding them from this informational

deluge:

During the banking crisis when there was literally hundreds of articles on it... would our

faculty or finance experts appreciate hundreds of articles? That’s when we would sort of

summarize... and it depends what’s going on that day (EDU11, Middle Manager).
“Finely-tuned” individuals like EDU11 above would filter incoming information to
select the “nuggets” from known and trusted sources and then share those pieces of

information with colleagues. Users talked about how they aggregate pieces of

information from different sources to transform them into a refined message to share:
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I think this was taking customer information from some of our management systems here
and... and from the financial package and that kind of stuff and putting it together in a way
that reflects our activity... (EDUO7, Senior Manager).

Other individuals would regularly share with others to “close off” their task:

I won’t bother modifying... | would just give them as I... got them. (EDUO04, Senior

Manager).
The sense that there are blockages to insight sharing was a theme in some interviews.
Users see it as detrimental to customer insight use across the organization.
Organizational structures hamper the ability of customer insight users to question,
interpret and engage in sense-making as a group. For instance, one individual reported

that she felt her efforts to share insight were unwanted:

Some managers might perceive that as quite irritating... like a fly in a windscreen... “She's
making the noise again. Just stop it.”(EDUOQ5, Middle Manager).

Another participant believed that the organizational will for genuine sharing was

lacking because, even if individuals genuinely desired to share insight, competitive

processes render sharing uncertain:

...sharing information. Why are you doing that? Why are we doing that? But it becomes
quite competitive because of how [colleges] are set up because they are business units. So,
they will say, “well, we need to get more [participants]. | am sorry, I don’t care... I don’t
care really about your targets... | need to get mine am going to get mine”. So then it
becomes a competitive situation within the [colleges]. That’s the culture. (EDU13, Senior
Manager).

Participants mentioned the pivotal importance for teams of forming a common

understanding in order to lead to effective action

So, we kind of work around the team, have a lot of discussions around it, wipe forward
some information... So, once we have kind of gone through that process then it kind befalls
into an ice berg. We are not going to do it at this stage... no use for it. Or it falls into that
"yeah we can take that forward" and begin doing something with it with one of the clients
(EDUO04, Senior Manager).

The importance of using insight in decisions was evident in participants’ discourse —

particularly with respect to reaching informed decisions:
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So, using this information helps us to do that [deal with prospective customer] as
effectively as we can and to try and pull together all of the relevant bits of activity to help
us to do that more realistically. (EDUQ7, Senior Manager)

Of course you need all the information to act efficiently, make correct decisions to be able
to decide what’s the best thing to do. And if you are missing a piece of information... we
are talking about sharing of information... then you could make the wrong decision
because you don’t know the full facts of whatever it maybe. (EDU13, Senior Manager)

As for storing, participants’ discourse offered three key observations. First, a
dominating theme that emerged in most interviews was the personal character of insight

storage approaches adopted by participants:

I’m going to keep that and put it into my good ideas folder... (EDUO05, Middle Manager).

I would only store emails that I can’t access from somewhere else. So, mainly emails
between individuals. If I get something that is coming of a database then no. So if | had
someone in my own school email me... | will store it 9 times out of 10 but if it comes from
a database which I can log in and get, no (EDUOQ9, Senior Manager).

EDU09’s words also reflect a second theme, where organizational level systems and

individuals acted as repositories of insight for future use:

Definitely we just tend to rely on the materials that we have got to kind of reuse. So if
somebody asks for something and you know... [when] we have got a case study... we
would send the case study (EDUO04, Senior Manager).

The last observations also meant that users rely on stored insight that they would access

and acquire at a later stage, starting the insight use process all over.
6.4.2 Methodological observations

The study’s RET collected a total of 87 text message and 2 online diary submissions

from nine participants (see breakdown in Table 6-3).

The relatively poor RET response did not permit any of the multivariate analysis or
clustering approaches initially planned for this method. A social network analysis
intended to appraise how customer insight use happens at a group level could not be
effected, as this pilot study captured only a small number of complete RET encounters

as reported by participants. This small number of RET observations, however, offered
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support for the existence of all seven steps describing the customer insight use process,
but it did not offer a complete appraisal of the sequence of these steps.

Table 6-3 Participants and experiences reported (Source: Author)

Experiences reported
Respondent P P

SMS Diary Total
EDU04 1 1
EDUO5 1 1
EDUO06 26 26
EDUO7 31 31
EDU08 16 16
EDU09 8 8
EDU10 1 1
EDU11 3 1 4
EDU12 1 1
Total 87 2 88

An examination of the participation suggested that individual participants discontinued
their submission of text messages or online diary reflections during and after the second
week of the observation period. Diminishing participation is a common aspect in RET
field work, with consumer RET studies reporting as much as 50% of original
participants discontinuing their participation within the first week of study (Macdonald
etal., 2012).

An equally important observation was that, out of the 24 originally recruited
participants, only 9 effectively participated in the RET phase during any of the four
weeks of observation. A series of post-hoc telephone discussions with 14 individuals
originally recruited for RET phase suggested that the study:

1. wasill-timed. Happening between mid-November and mid-December 2012, this
phase of field work coincided with the annual planning period that requires most
marketing people to engage in the completion of budget and marketing plans for
the following academic year. Such engagement usually required most participants
to devote additional hours daily to their planning duties (often outside the normal
work routines) and divert any attention that may otherwise have been devoted to
the RET study. Another three participants originally recruited for this phase of

field work were away from work for most of the time;
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2.  related to customer insight not in use at the time of study. Participants who sent
only a small number of text messages or online diary submissions claimed that the
observations related to customer insight packets that were not used during the

time of study, leaving them with nothing to report;

3. was poorly promoted after the start. Participants who sent only a small number of
text messages or online diary submissions observed that reminder calls or text
messages were received after they had left work for home (usually while driving).
Also, a small minority (two participants) claimed that they had lost the link to the

online podcast that contained instructions for participation.

The observations helped optimize the approach used during the second and key case

study.
6.5 Case 2 — SOFT

SOFT’s study served as the key case for this investigation. Indeed, this case study
sought to answer all research questions that relate to the use of customer insight as well

as to determine the influences that impact insight usage process.

A private firm, SOFT is the UK subsidiary of a multinational software developer and
publisher, headquartered in the USA. The multinational firm earned just under £2
Billion and employed in excess of 13,000 people in over 50 countries during 2013. Of
these employees, just over 50% are located in North America. Banking and
governmental bodies are the key sectors that SOFT targets for its products and services.
The multinational prides itself with outstanding working conditions, recognized across
the world through a collection of workplace awards, which are likely the cause of the

low turnover of employees that is characteristic of SOFT.

In the UK, SOFT operates a site in South East England, with some 500 employees. The
UK arm focuses operations on the customization of software solutions for large UK
corporate customers (typically banking, finance and retail businesses) as well as the
provision of training and consulting services to these firms. The majority of the

employees at SOFT are engaged in customer relationship management roles, involving

Emanuel Said 119



INSIGHT INTO ACTION: HOW FIRMS USE CUSTOMER INSIGHT
PhD Thesis

6. The Case Organizations

identification of sales leads, prospecting, software needs analysis, offer development,
sales and after sales tasks. SOFT’s customer-oriented strategy is reflected in its
organizational structure (summarized in Figure 6-8) that comprises a strong marketing

and communications team, a large sales function and a robust operations team.

SOFT Top Management

Marketing Sales Sales Support Finance
& Operations
Marke_tlng Profes_smnal Sales Operations
—| Communications — Services —

Marketing . Information
Education
— Strategy — —| Management
Corpqratg Sales Imegra}ed
'—| Communications — — Marketing

Alliances

Database
'—| Management

Participating in Study (n = 29)

Figure 6-8 Summary organizational structure of SOFT (Source: Author)

The conduct of this study involved the implementation of improvements that
counteracted the weaknesses evident in the EDU study. For instance, the administration
of the RET field work happened at a time that was just between busy periods for the
firm.2° RET data collection also followed a more inclusive approach in dealing with a
bigger diversity of customer insight packets than EDU’s case, in order to keep the data
collection process relevant to most of the participants as possible. The administration of
the RET also included augmented promotional efforts. One such effort meant that the
transmission of reminder text messages happened every other day at around 15:00 (or
before participants would leave the workplace), rather than having messages sent twice

weekly at around 19:00. Reminder text messages also contained a link to the online

20 Typically about the end of each quarter, with the busiest times of the year happening around the end of
November until end of December
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podcast that set out instructions for participation. On a weekly basis, an email message
was sent to all recruited participants, encouraging them to submit text message and

online diary reports while reminding them about the incentives offered.
6.5.1 Participants — A brief description

Table 6-4 summarizes the customer insight users from SOFT participating in this case
study. This summary shows how participants in this case study varied in terms of
gender, roles (type and level in the organization) as well as the functions they were
engaged in. Participant variation is also evident from the participants’ educational

background (ranging from GCSE A-level to Doctoral qualifications) and ages.

Table 6-4 Summary description of case participants: SOFT (Source: Author)

Participant Business Unit Age (years) Gender Managment Level Education Ir’::r-\?:/rv Parti':il;i\tion PaF::t)iitip:It:—izn
SOFTO1 Finance 45 -54 Female Middle A level (or equivalent) v v
SOFT02 Sales 45 - 54 Female Middle Undergraduate degree (or equivalent) v
SOFT03 Marketing 35-44 Male Middle Doctoral degree (or equivalent) v v v
SOFT04 Sales 35-44 Male Senior Master's degree (or equivalent) v v
SOFT05 Sales 45 -54 Male Middle Undergraduate degree (or equivalent) v
SOFT06 Sales 55-64 Male Middle A level (or equivalent) v v
SOFT07 Sales 45 -54 Male Senior Other - Please Specify v v
SOFT08 Sales 35-44 Female Middle Undergraduate degree (or equivalent) v
SOFT09 Sales 35-44 Male Senior None of these v v v
SOFT10 Marketing 45 - 54 Male Senior Undergraduate degree (or equivalent) v
SOFT11 Sales 35-44 Male Middle Undergraduate degree (or equivalent) v
SOFT12 Sales 35-44 Female Middle Undergraduate degree (or equivalent) v v
SOFT13 Sales 45 -54 Male Middle Master's degree (or equivalent) v v
SOFT14 Sales 35-44 Female Senior A level (or equivalent) v
SOFT15 Sales 45 -54 Male Senior Undergraduate degree (or equivalent) v v v
SOFT16 Sales 55 - 64 Male Middle GCSEs (or equivalent) v v
SOFT17 Sales 35-44 Male Middle Master's degree (or equivalent) v v
SOFT18 Sales 45 -54 Female Middle A level (or equivalent) v v
SOFT19 Sales 45 -54 Female Middle Master's degree (or equivalent) v v
SOFT20 Sales 25-34 Female Middle Master's degree (or equivalent) v
SOFT21 Sales 45 -54 Male Senior Undergraduate degree (or equivalent) v
SOFT22 Sales 45 -54 Male Senior Undergraduate degree (or equivalent) v
SOFT23 Sales 45 -54 Male Middle Master's degree (or equivalent) v
SOFT24 Sales support 35-44 Male Senior Undergraduate degree (or equivalent) v v
SOFT25 Finance 35-44 Male Senior Master's degree (or equivalent) v v
SOFT26 Marketing 35-44 Female Middle Undergraduate degree (or equivalent) v
SOFT27 Sales support 35-44 Male Senior Undergraduate degree (or equivalent) v
SOFT28 Marketing 45-54 Male Senior Undergraduate degree (or equivalent) v
SOFT29 Marketing 45 - 54 Female Senior Undergraduate degree (or equivalent) v

As in the pilot case (EDU), this variety of participant types met the variation
requirements for this study in terms of roles, contexts and settings. Participants in this
case study also featured a strong customer management focus largely as a result of their

sales and service operations roles. However, a proportion of participants were
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particularly engaged in purely marketing roles involving a range of decision areas
exemplified by campaign sizing and budgeting, campaign content, new product
development, software customization, marketing or business alliances and customer
feedback.

6.5.2 Customer insight packets tracked (RET)

Table 6-5 summarizes the types of customer insight tracked during the RET phase of
the SOFT case study.

Table 6-5 Summary of customer insight sources and packets tracked in RET in SOFT (Source: Author)
Customer insight source Description Location of Insight packets Encounters Customer insight packets reported
source tracked Reported

SOFT Corporate Communications Corporate updates about new customers, industry HQ 20 69 Daily sales new sletter,
statistics, customer strategies, customer service Industry new sletters,
policies, new product development and specific SOFT social media,
product updates Product new sletters

SOFT Operations Department Updates on sales prospects and sales agreements,  SOFT UK 8 22 Sales pipeline,
customer service and product utilization Project status reports

SOFT Finance Department Updates on costs and revenues, outstanding debt, SOFT UK 16 10 Monthly revenue reports
budgetary comparisons (overall and by function)
and order cancellation analysis

SOFT Marketing Department Updates on marketing campaigns, product launch SOFT UK 3 14 Different reports
and update plans, customer intelligence

External Insight Providers Various reports sourced from external agencies External 23 7 Various industry trends updates,
about market segment trends, industry Various customer trend updates,
developments and specific customer developments. Various customer specific updates,
Includes periodic monitor update on social media LinkedIn, Tw itter

SOFT Professional Services Updates about customer product utilization, SOFT UK 12 9 Project resourcing updates,
customer projects, bids and contracts, project Service pricing changes
resourcing

Other sources Other information not identified above Varied 8 Internally generated reports not

identified above,
External sources not identified above

In total, 82 different customer insight packets (from six different sources) were tracked
during this RET phase, all previously identified during qualitative exploratory

interviews with eight key customer insight users.
6.5.3 Participation in the project
RET participation

RET participants reported a total of 209 customer insight encounters during the four-
week monitoring period starting 27 February 2013. In total, 19 participants (from the
originally recruited 29) submitted text message and online diary reports about their

encounters with customer insight. The 209 submissions included 75 complete online
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diary reflections about the customer insight and colleagues involved during the
encounter. From these complete online diary submissions, 52 “paired” encounters
could be extracted, with a complete identification of the source from where the
participant acquired or received the insight as well as the destination involved when

participants shared or transmitted specific customer insight packets.

Participation peaked during the second week of the RET phase., with submissions
increasing from a total of 60 in the first week to 99 in the second week, dropping off to
just over two dozen encounters in each of the ensuing weeks. Although participants in
the RET investigation were located in five different functions across SOFT, participants
within the marketing function reported the highest number of customer insight
encounters (n = 83). The encounters were largely related to insight arriving from
external sources or SOFT’s corporate headquarters in the USA. Indeed, SOFT’s daily
sales newsletter was the most often encountered customer insight packet, followed by
updates about specific products also issued by the corporate headquarters.

Encounters mostly related to the receipt of specific customer insight packets (103
encounters), followed by analysis and interpretation actions (54 encounters). Customer
insight packets most often travelled across SOFT in email form, and chat or phone
discussions were the least-reported form. Table 6-5 summarizes the format of customer
insight packets encountered as well as the actions involved during the encounter, as

reported by participants.

Table 6-6 Reported encounters, action involved and customer insight packet formats (Source: Author)

Format of Insight packet

Format not

Action rin n nter .
ction during encounte disclosed

Electronic File

Online Info
+ |Phone Call

B ™~ =

g =
Requested or specified the insight needed 4 5 17
Received insight 31 1 33 70
Analyzed or interpreted the insight 3 15 1 19 35
Transformed / Changed (used insight) 1 2 3 1
Shared insight with someone else 2 1 4 7
Put it away/stored it 3 4 2
Applied insight to a recommendation/decision 3 1 4
Other (deleted) 3 3 2
Total 5 63 3 2 2 75 134
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Qualitative interviews

There were two phases of qualitative interviewing in this case study. The first,
involving exploratory qualitative interviews with key insight users at SOFT (including
the project champion), were conducted in two waves: the first one happening in April
2012 and comprising four interviews and a second wave during the first week of

February 2013 and involving four interviews.

The second phase of interviewing involved 20 corroborative interviews with customer
insight users across a diversity of SOFT functions and levels (see Table 6-4 for a
summary description). These interviews were held on SOFT’s premises between 5
August 2013 and 16 September 2013.

As in EDU’s case, these interviews relied on the use of anonymized demonstration
material, setting out timeline maps at customer insight source, individual participant and
participants’ group levels, as described by the participants’ business unit or function. A

sample of these timeline maps are set out in Figure 6-9 through Figure 6-15.
6.6 Using RET data to build an organizational picture

The text message and online diary data enabled the construction of a picture of how
customer insight travels across SOFT in three different ways. The first approach
involved a cross tabulation of the different users as described by their location in the
firm (business unit or department) and the sources of customer insight these users
encounter. The first approach involved the construction of various frequency cross
tabulations (using MS Excel™ software) to identify focal interests in specific types of
insight across the different functions at SOFT (see Table 6-7). This analysis showed
that members of the sales team most often encountered insight from external providers,
contrasting with users in the service/operations function, who most often encountered
corporate communications relevant to their roles. A second approach involved the use
of the 52 paired encounters as reported in the text message and online diary submissions
(see description in Section 6.5.3) to construct an organization-wide view of customer
insight trajectories between and within functions/departments. An example of this view

appears in Figure 6-15.
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Figure 6-9 Customer insight encounters’ trajectory at insight level of analysis: SOFT corporate communications insight packets (Source: Author)
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Figure 6-11  Customer insight encounters’ trajectory at an individual participant level: An example (Source: Author)
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Customer insight encounters’ trajectory at an individual participant level: An example (Source: Author)
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Figure 6-14  Customer insight encounters’ trajectory at a user group (business unit) level: An example (Source: Author)
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Table 6-7 Summary of distribution of encounters across customer insight users (by department/function)

and source (Source: Author)

Insight provider

0 = N
& & 2
Participant's Function @ g s § Grand Total

g5 o S =

35 8 o £ 3 = 2

L 0§ g £ & 5 &

88 & & s 3 i 5
Sales department 11 10 7 8 5 41 2 84
Service /operations department 32 7 2 2 3 17 3 66
Marketing/communications department 14 1 2 7 24
Managing Director/Chief executive/General Manager 5 3 1 2 1 6 2 20
Other 7 1 6 1 15
Grand Total 69 22 10 14 9 77 8 209

A final approach involved the analysis of the 52 paired encounters using social network
approaches (using NodeXL™) to build a social network view of how the different
functions share customer insight. This analysis meant that every participating function
in this study was treated as a “vertex” of its own, whereas each of the 52 paired

interactions was treated as an “edge”.

Figure 7-2 sets out a key output from this social network analysis. The use of the
Clauset-Newman-Moore (2004) algorithm revealed how three functions in SOFT (sales,
top management and service/operations) played a core role in the generation and sharing
of customer insight across the entire UK firm. This analysis also helped in identifying
three customer insight using clusters, each composed of different functions based on
various measures of betweeness and closeness centralities. A more detailed discussion
of these observations appears in Chapter 7, which provides an account of both

qualitative and quantitative findings.
6.7 Initial findings from SOFT case study

Concurring with the results emerging from the pilot case study, the RET results above
also supported the existence of all the seven stages in the customer insight use process.
However, in SOFT, results showed that receiving or acquiring insight is a far more

common encounter (compared to other actions) than in EDU. Indeed, receiving or

132 Emanuel Said



INSIGHT INTO ACTION: HOW FIRMS USE CUSTOMER INSIGHT
PhD Thesis
6. The Case Organizations

acquiring insight accounted for almost 6 out of 10 encounters reported by participants
(59.8%), whereas analysis or interpretation accounted for just over one quarter of the
encounters observed (25.8%). Of the encounters reported by participants, 5.3%
involved participants sharing the insight with colleagues, while a further 1.9% involved

participants using the insight in some marketing decision.

While participants generally felt satisfied about their experiences with customer insight,
there was a generally higher level of “satisfaction” about an encounter when participants
actively interacted with the customer insight or colleagues, such as when participants
requested specific insight, shared the insight or applied the insight in a marketing
decision (see Table 6-8). No significant differences in perceived satisfaction could,

however, be noted across the different sources of insight encountered.

Table 6-8 Summary of mean response and variation in satisfaction across the different types of customer

insight encounter (Source: Author)

Action during encounter Satisfaction

Mean N Std. Deviation
Requested / specified insight needed 5.18 22 1.532
Received insight 3.96 103 1.455
Analyzed or interpreted insight 4.72 54 1.188
Transformed / changed 5.00 4 .816
Shared insight 5.55 11 1.440
Putitaway/ stored 5.50 6 1.517
Applied insightin recommendation / decision 6.50 4 577
Other 3.80 5 2.588
Total 4.48 209 1.523
F Sig

ANOVA Between (Combined) 5.727 .000

Groups  Linearity 7.193 008

Deviation from 5.483 .000

Linearity

The timeline maps (set out earlier) as stimulus material during the corroborative
interviews helped to unearth new themes, in addition to those that had emerged from the
pilot case study. A full comparative account of the themes emerging in both studies is

set out Chapter 7.
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6.8 Validation workshop with practitioners

This workshop involved the participation of 29 senior and middle managers coming

from a range of organizations and industries:

25 (86%) participants occupied senior roles in their organization;
15 (52%) were women;

10 (34.5%) were employed in banking/financial services firms. Another 5
(17.2%) were engaged in marketing services, while a further 3 (10.3%) were

employed in healthcare services.

Following a brief presentation about the key findings emerging from the two case
studies, participants were invited to form groups of five or six participants and discuss a

case organization chosen from the organizations represented in each group.

Groups discussed the customer insight use processes within the selected organizations
as well as the impacting conditions and mechanisms. Four groups then delivered short
presentations, aided by a self-completion poster to illustrate specific points. All of these
interventions were audio-recorded and transcribed verbatim for further qualitative

analysis.

Intent on protecting the identities of these organizations, the following paragraphs set
out descriptions of the organizations, presented with the original names screened,
named AGENCYO01, BANKO1, BANKO02 and LOCAL COUNCILO1, respectively.

AGENCYO0L1 is a full-service customer insight provider that works with clients to
establish and maintain “strong and enduring” relationships with current and prospective
customers. The B2B firm operates worldwide with a relative focus in Europe, North
America and Australia. AGENCYO01 offers customers advisory and insight services
that lead to the optimization of customer firm customer relationship centres, customer
experience design and social media. As a core part of these offerings, AGENCYO01
provides customers with customer loyalty and experience metrics, as well as ongoing

analysis, reporting and advice.
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A significant multinational bank, BANKO1 employs a large workforce spread out over
7,500 offices in over 80 countries worldwide. In the UK, the bank has over 1,800
offices that offer a range of banking services like commercial banking, private banking,

consumer finance and investment banking.

By contrast, BANKO2 is one of the oldest banks in the UK, employing over 140,000
employees in a network of 700 offices in its domestic market. One of the bank’s senior
executives described how the bank relies on a small specialist team of experts that help
different divisions within the bank to generate, share and use customer insight. This
team employs its own diagnostic tools to analyse and interpret different metrics about
customer experience, as well as to devise recommendations for action to the bank’s

different divisions.

Providing local government services in the mid-west of England, LOCAL COUNCILO01
manages a budget of £500 million in an area that is home to 250,000 people. A senior
executive at the council discussed how her organization is fraught with challenges that
affect the use of customer insight as described by BANKO2 executives, adding themes
like employee accountability, alignment between vision and systems (that support
accountability and rewards), acquisition of wrong metrics (rendering insight irrelevant)

and a silo culture that prevents insight sharing.
6.9 Summary

This chapter described the key features of both case studies. EDU is large domestic
British institution characterized by a divisionalized organizational structure where
customer insight use is dispersed across a small proportion of employees located in the
different business units. Customer insight is employed in a variety of research funding
and programme participant recruitment campaigns. By contrast, SOFT is the UK arm
of a US-based multinational software firm, employing a relatively smaller work force
that is almost entirely engaged in the marketing, sales and servicing of large corporate
software users. SOFT’s workforce is largely concentrated in a central location at the
heart of a region in the UK renowned for its concentration of technology firms. In
SOFT, customer insight is relevant to virtually all employees and is used across the

entire sequence of customer experience phases, ranging from the designing and
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implementing of communications campaigns and events to the prospecting of
customers, the development of customer specific offers and the execution of after-sales
service like professional training and continued consulting. SOFT’s insight users rely
on relatively open systems that support the generation and sharing of customer insight,
which is typically created internally or acquired from third-party sources like formal

industry reports or informal insight on media or customer developments.

Apart from describing the key tasks and outcomes of both case studies, that chapter also
set out an account of how methodological lessons emerging from the pilot case study
enabled the optimization of the methodology employed in the key case study. The
account set out in this chapter also shows how the quality criteria set out in Chapter 4
are addressed. For instance, variation is addressed through the use of mixed methods as
well as by involving a variety of participants, contexts and customer insight sources.
The concurrent collection and analysis of data, as well as the validation workshop,
helped this inquiry address the consistency/coherence quality requirements. The use of
documented procedures before the undertaking of field work, as well as the strict

compliance with such procedures, ensured conformity with the study’s quality criteria.

An important step in this inquiry was the validation workshop, intended to address
various quality considerations. An appraisal of the organizations participating in this
validation workshop suggests that the key findings of this thesis are relevant and
experienced by different customer insight using organizations in different sectors.
These observations suggest that the contributions of this thesis, whilst difficult to
generalize for all customer insight relying organizations, offer an interpretation that is

relevant to the readers’ everyday engagement with customer insight.

The following part addresses the findings emerging from this study, offering a

comparative view of the two case studies to answer the research questions.
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7 FINDINGS

7.1 Overview

This chapter sets out the findings emerging from the analysis of the pilot and key case
studies. Adopting a retroductive strategy (see Chapter 4), this analysis exploited
methodological and data triangulation from a critical realist perspective. Producing a
theoretical contribution about customer insight users’ behaviours and motivations
involved various iterations between empirical data collection, analysis and associated
theory generation. Saturated theory generation employed grounded theory, visual
mapping and quantitative sense-making schemes, leading to the construction of a
processual framework of customer insight use. This processual framework (set out in
Section 7.2) makes it possible to offer a structured description of the behaviours and
motivations relevant to each of the seven steps involved in the use of customer insight.
These behaviours, motivations and associated activity are, in turn, described for each

step in the ensuing sections.
7.2 A processual framework of customer insight use

This study’s analysis of the case studies finds evidence of the existence of the five
stages of insight previously identified in the MBL literature (acquisition, dissemination,
interpretation, and use or storage). However, due to the longitudinal and in-depth
nature of this study, this inquiry offers more granularity of understanding of the sub-
processes within each of these stages. For instance, this analysis identifies additional
stages and sub-processes, including a stage of data filtering that previous research
appears to have missed (Table 7-1). The observations reported in this study also
involve the categorizing of managers as “senior” or “middle” managers. This
categorization follows an appraisal of the organization’s reporting lines (organizational

chart) and was confirmed by discussions with participants during in-depth interviews.

Because the employed method includes tracking of insight use over time and across
multiple users, it finds evidence of the actioning of insight in marketing decisions.

While the focus of this research is customer insight, in examining the stages of insight
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use, the gathered data touches on a multitude of issues related to the core building

blocks of management strategy, including processes, resources and systems, skills and

competencies, culture, leadership, structure and policy. The emergent framework of

customer insight use in Figure 7-1 will be the basis of this discussion in the following

sections.
Table 7-1 Stages of insight use in each case study (Source: Author)
Case 1: EDU Case 2: SOFT
RET Post-RET RET Post-RET
Interview s Interview s
Participants n=9 n=19 n=19 n=27
Accessing and acquiring
Accessing Accessing data on competition, markets and customers 4 7 4 14
fromdifferent sources
Acquiring Acquiring or retrieving competitor, market and customer 5 15 17 20
data fromdifferent sources
Filtering Selecting competitor, market and customer data fromthe 4 2 20
overload of information received
Transforming Transforming information into a deliverable - a customer 3 10 4 18
insight "packet” or a message
Distributing and Distributing customer insight to colleagues and other 5 14 6 18
sharing customer insight use process participants
Analysing and Analysing and interpretating shared customer insight 5 11 17 15
interpreting
Acting Applying customer insight in marketing decision 5 7 15
Storing Storing of information and customer insight 5 5 13
Group
Transforming Sharing
/ i \ .
Filtering \( Stogng \\ Analysing /
Organizational i
\\ Seim // Interpreting
External . . R
insiaht Acquiring Acting /Key \
Insig | ——»> Individual |
Individual * Group |
Figure 7-1 Emergent framework of customer-insight use process (Source: Author)
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The following sections discuss the each stage individually by relating each stage to the
themes that emerge at the individual manager level. The reporting of these observations

starts with managers accessing and acquiring customer insight.
7.3 Accessing and acquiring customer insight

This section discusses the themes emerging from the observations made about managers
accessing and acquiring customer insight. It starts by noting how managers recognize
their customer insight needs and respond by seeking different sources from which they
can acquire insight. This section then moves on to describe how managers access and

acquire insight, discussing some conditions that impact on these behaviours.

Managers respond to emerging special needs (such as new customer solutions or special
marketing decisions) by exploiting the available sources of customer insight. At an
individual level, managers in both organizations rely on various sources, to acquire
pieces of customer insight. Sources accessed ranged from public, open systems (using
the internet) to internal, exclusive systems maintained by the organization or individual
managers themselves. Observations from interviews also suggest that senior managers
have wider levels of access to customer insight sources, which they often exploit to
share insight with middle manager colleagues who would otherwise have no access to

such insight.

So... to my line managers what I think is pertinent to them | will pass on electronically, but
then go through verbally at a monthly team meeting (SOFT07, Senior Manager).

I can go and find out what a specific area is... so I can go and disseminate that amongst the
guys (SOFT09, Senior Manager).

Access to customer insight varies across the two organizations, largely as a result of the
different levels of openness of systems in each of the organizations. There is a relatively
“open system” in SOFT where managers access the customer insight they need when
required. Systems employed at SOFT assume a social media character as different
portals encourage managers at SOFT to share insight. Openness of systems is further
evident in the RET data, which suggests that at least half of the managers’ encounters
with customer insight involve the “receipt” of insight in SOFT. By contrast, at EDU,

RET data suggests that “receiving” insight accounts for only about a quarter of
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managers’ encounters with customer insight. EDU’s systems do not offer such a high
level of openness, and managers have access to a narrower range of customer insight
sources, often relying on colleagues for access to specific pieces of customer insight.
These observations suggest that organizational culture is a key determinant to insight
access, epitomized by the character of the different systems that an organization

employs.

Two sub-categories of acquiring of customer insight emerged from the analysis of RET
and interview data. The first of these is where managers receive insight. Receiving is a
passive in nature and involves obtaining regular updates from typically external

providers (e.g., via ad hoc reports or regular alerts). A second observation is that where

managers actively seek insight in response to specific queries.

So, then at that point we then have to dive into the data and statistics and say okay, “Can
we get access to the information we need and can we provide that response in the timescale
they want effectively?” Usually, the answer to that is ‘Yes’ but that then sometimes relies
on us having to deal with you know people from [EDU] and other areas to say, “Well,
actually, we haven’t got access to this information, can you provide it to us?” (EDU04,
Senior Manager)

But | had to go online to find it. No one told me about it. | was not informed about it. | had
to go online to find that (SOFTQ9, Senior Manager).

A more salient issue is the identification of skills and competencies, in oneself or in

one’s colleagues, to quickly and efficiently acquire insight.

I used to subscribe to a lot of information. | used to have a lot of stuff coming into my
inbox so I couldn’t make decisions on funding stuff like that. I don’t have time for those
emails anymore. | have had to unsubscribe to everything or pull it all in my junk and just
ignore it (EDU16, Middle Manager).

RET and interview data further reveal another important difference between senior and
middle managers in that they rely on different mixes of systems and individuals as
sources of insight. In both case studies, senior managers are more likely to rely on
“tagged” reference individuals (peers or subordinates) as their key sources of insight,
whereas middle managers are more likely to rely on systems (whether internal or

external).
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One important observation is that SOFT’s open system is designed to capture and
collate insight for use across the organization; however this open system can become a
barrier to insight acquisition due to the volume and difficulty in accessing information
once it enters the system. This complication arises in two key ways. First, the social
media character of SOFT’s systems impacts the temporal character of customer insight.
Insight “packets” sink in the volume of information hosted in these media, requiring
managers to mount search-and-retrieve efforts to assemble customer insight from older

pieces of information.

I guess the [SOFT] culture is fairly open... there is a lot of information that’s shared. We
have something that is called the [named system], which is where most of the stuff goes...
When it first comes out, it’s visible. So if you haven’t caught it in the first week then it
could disappear off the radar .... Once it’s disappeared ...then you'd have to go hunting for
it. And if you don’t know what you're hunting for, you’ll never find it. (SOFT15, Senior
Manager).

In summary, the observations about managers’ access and acquisition of insight suggest
that there are two types of insight-acquiring behaviours: active and passive. Managers’
roles are also related to the sources managers access, and that organizational culture
(reflected in the systems the organization provides for manages to access and share
insight) impacts managers’ access to insight. An open type of system (as at SOFT) may
easily encourage too much information generation and transmission, resulting in

managers’ exposure to information overload.
7.4 Filtering

An emergent finding from this study, which seems to be missing from existing MBL
frameworks, is the stage of data filtering. This process has been recognized in KP
theory since the 1960s (Eppler and Mengis, 2004) and involves managers selecting

those pieces of insight that offers utility to the organization or the managers themselves.

Research participants talk about their “filtering” activities concurrently while discussing
at length the challenges “information overload” creates for them. When discussing
challenges, they make a particular reference to their inability to make effective

decisions and the confusion they experience in dealing with overload.
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Indeed, this study observes a number of related phenomena that collectively are referred
to as ‘overload’, with managers’ discussions offering five key themes about the nature
of ‘overload’. First, overload is perceived to be caused by receipt of too many

irrelevant information messages:

A good example | guess is... the very small [named insight] for very minor customers. So,
you know... tiny customer X has paid 20,000 pounds to do this that or the other and that’s
probably not relevant (SOFT23, Senior Manager).

A second theme is that relating to duplication of content (often from different sources),
while a third theme is about conflicting messages that jeopardize the data’s validity and
credibility. A fourth theme related to the nature of overload is about unprocessed data

that is not distilled enough to be of any use.

And it’s conflicting!... So we get conflicting, confusing, not-always-believable
information...

...I asked her for a simple synopsis of the — of a piece of research. She sent me a
spreadsheet, which was a thousand columns by eight thousand rows of numbers....

Now, clearly | need to do lots of pivot tables — and kind of stuff like that. This is not
the question I asked (chuckles). I didn’t say, “Send me the raw data.” I just wanted to know
a quick answer to what | thought was a relatively quick question (SOFT10, Senior
Manager).

I think it is a very much a part of working in the 21st century... that the amount of
information that you receive is gone up, massively therefore... the process of filtering
deciding what to do with that information it’s become more critical to everyone’s daily job
(SOFT23, Middle Manager).

A final theme that transpired from the discourse of a proportion of managers was that
about colleagues who thoughtlessly shared information, which others link to
organizational systems that need to be improved in order to collate information more

usefully.

You have so little time, generally speaking, to think about modifying filtering things. So,
the easiest thing to do is just to say, “Here is the information. I know I have got that. I know
how to put that across to people and I won’t bother modifying it. I would just give them as I
kind of got” (EDUO04, Senior Manager).

The excerpts above suggest that some new skills are necessary to deal with increasing
data inundation. An analysis of managers’ discourse identifies four different types of

filtering behaviours where managers select information that is relevant, timely, accurate,
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accessible, scarce and which offers guidance (particularly about specific problems and
related solution). Evidence suggests that managers deal with overload individually
through two types of behaviours. The first involves managers dealing with the source,
by unsubscribing from the source. This option carries no effect on colleagues within the
same organization. An alternative behaviour observed in both RET data and interviews
Is where a proportion of managers harness the work of colleagues who act as buffers
from overload or undertake the role of protecting colleagues from overload. In both
organizations, individuals would only pass information that is seen as “useful” to their

colleagues, especially if such customer insight is not available to them.

We are selective and we are aware that the people are busy and they can't read
everything...we would be selective ...just select a sentence or a paragraph and then you put
the hyperlink in. So it’s at their discretion if they want to read more, they can click on the
link and read more (EDU11, Middle Manager).

I try to be a filter in terms of what is going to be useful to them, what is going to be of
interest to them, what would help them in their day-to-day activities and the last thing |
want to do is forward them all of the junk that | was getting at one point. So, | try to
provide that filter (SOFT17, Middle Manager).

I don’t need the hoodoop stuff, I need the stuff that’s filtered out of the doop and staged in a
data warehouse (SOFT21, Senior Manager).

Two further behaviours involve managers who deal with the information coming in
rather than the source itself. Managers would choose between deleting or storing the

information immediately upon receipt, depending on the value they perceive.

Selecting between “deleting” or “storing” strategies involves managers following
guidelines or rules that they construct through experience. On the one hand, managers
reported employing “headline”, source or content criteria against which they assess

pieces of customer insight they receive:

I suppose for me when | get a customer insight thing it would be... do the first few words do
enough catching... my interest to go further with it. I think on balance most probably the
majority of them I would delete but occasionally | would keep them because there is
something in there that is captured and | have thought that | would need that or potential
want that and probably 1 in 50 I would forward on (SOFT01, Middle Manager).

There are so random and I get some bloody many of them that | would generally ignore
them unless it has got a title and then it’s going to affect me (SOFT09, Senior Manager).

Emanuel Said 145



INSIGHT INTO ACTION: HOW FIRMS USE CUSTOMER INSIGHT
PhD Thesis
7. Findings

I tend to speed read things and... decide at that point okay do I need to action this, do 1
need to store this for future reference and I am quite an organised person... Or if I feel like
it’s just not relevant I will put it in the ‘deleted folder’ (SOFT19, Middle Manager).

A small subset of managers who appeared to be more confident than the norm in their
knowledge management skills reported adopting personal information strategies that

they found relatively easy to automate.

I guess for the emails, the stuff that’s coming in, | tend to use a lot of filters and stuff that |
don’t want to get into the details but I try to be a bit more — | try to filter the stuff out into
certain folders so that it automatically pops in there and then I'll go in...
...anything that I am copied on, I filter into a CC box... CC folder. And... I used to have
an automatic reply, which will go back to the person that sent to me to say, “Thank you for
the email. Because you have cc’d me on it, it means that you don’t want me to respond. It’s
just something for reference and I will read it later... [you know] And if you need me to act
upon it, then you need to send it in my In Box” (SOFT15, Senior Manager).
But a general theme that emerged in managers’ discourse about filtering is the strong
sense of anxiety that deciding to delete or process information evokes. In this context,
managers would rather store information (sometimes in their deleted email items

folder), hoping it might become useful someday, rather than risk ignoring it completely:

So, again it’s that "what do I really need to know from it" because I think absolutely the
hardest thing as you progress through your career is being out to let go (SOFTO07, Senior
Manager).

The anxiety related to missing important pieces of insight when filtering information

was evident in managers’ discourse in both organizations at different levels in the

organizational structure.

You don’t want to miss that golden nugget which could inevitably lead to a poor customer
experience (SOFT07, Senior Manager).

...and if you are missing a piece of information ... then you could make the wrong decision
because you don’t know the full facts of whatever it maybe (EDU13, Senior Manager).

In each of these behaviours, evidence suggests that managers follow largely tacit
guidelines or rules that they construct through experience or from the feedback they
receive from their peers with they share information and insight. These guidelines are
cumulative (shaped by managers’ continued interaction with peers) and individual in the

sense that managers have unique rules that they follow in filtering unprocessed
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information. Because these are manifestations of organizational memory, these
individual guidelines will be dealt with later in Sections 7.9 (memory) and 7.10
(feedback).

Dealing with overload and filtering unprocessed data is a theme MBL literature
overlooks, possibly because single-informant approaches that typify this domain are
unable to expose filtering behaviours reliably. However, this study offers some
explanation about the filtering behaviours observed in organizational learning literature,
such as Day (1994a, 1994b), who talks about mutually informed mental models (or the
tacit guidelines this study observes) that are formed as a result of individuals interacting

together as communities.

In summary, managers face overload as a commonplace reality and respond to it by
dealing with either the source or the information involved. Managers employ tacit r