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Abstract
Market intelligence (MI) forms the bedrock of the marketing concept, serving as a vital 
component in market-oriented strategic planning and execution. However, construction 
companies (CCs) have been criticized for not realizing the value of MI. Therefore, the 
objective of this study is to assess the current state of MI development within CCs in 
Ghana. Using a purposive sampling approach, the data was collected using a forced-
choice answer interview guide with a sample of 56 CCs. The results of the interview were 
assessed against ‘The World Class MI Roadmap’ to determine the current state of MI 
development within CCs. The overall result deduced is that MI development within the 
CCs is largely limited, informal, and ad hoc in nature and lacks dedicated resources. 
It is recommended that CCs should work on nurturing MI culture to keep MI activities 
more active to derive advantages obtainable from the utilization of MI. Further research 
is needed to explore the development of an MI-based framework to guide the effective 
utilization of MI by CCs.
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Introduction
The construction business environment is highly competitive and volatile. The industry tends to be among 
the first affected by economic downturns and the last to recover (Tummalapudi, et al., 2021). Unlike 
many other industries where marketing communication can effectively stimulate demand, CCs struggle 
to generate demand for their services, except in cases of speculative projects (Mokhtariani, Sebt and 
Davoudpour, 2017). As project-based entities, CCs rely on actual demand from clients for their business 
(Setiawan, Erdogana and Ogunlana, 2015). However, clients typically require CC services only once or 
twice in their lifetime (Drew, 2010), intensifying competition among CCs, compounded by numerous firms 
offering similar services (Bremer and Kok, 2000). Consequently, the incidence of business failure among 
CCs is remarkably high (Ogbu, 2018), making survival competition a constant reality and prompting 
firms to continuously seek innovative strategies to outperform competitors. To remain competitive, CCs 
must develop strategies aligned with the demands of the external business environment (Plaisance, 2023). 
Intelligence-gathering plays a crucial role in helping CCs better understand their business environment 
(Ameer and Othman, 2012). While there is no universally accepted definition for MI due to differing 
expert perspectives (Safa, et al., 2015), this study aligns with Kotler and Armstrong’s (2017) definition as the 
systematic gathering and analysis of publicly available information regarding customers, competitors, and 
market developments. As a result, MI enables CCs to identify business opportunities, optimize bid prices, 
minimize risks, and enhance client relationships (Mokhtariani, Sebt and Davoudpour, 2017; Asante, et al., 
2023).

However, despite the intense competition, market orientation, of which MI is a cornerstone, remains 
notably low within CCs (Ojo, 2011). Many CCs lack a comprehensive understanding of various marketing 
strategies, and in some cases, a coherent marketing strategy is absent (Ganah, Pye and Walker, 2008). 
Consequently, dedicated marketing personnel for MI activities are notably absent within CCs ( Jaafar, Aziz 
and Wai, 2008). Where marketing departments exist, they often focus more on the superficial aspects of 
marketing rather than substantial action (Cicmil and Nicholson, 1998). Task-oriented paradigm prevalent 
across the industry impedes the integration of MI into day-to-day operations (Dikmen, Birgonul and 
Ozcenk, 2005). CCs either do not understand or recognize the true value of MI (Erdis, Coskun and 
Demirci, 2015). Yet, to meet client expectations, CCs cannot be tardy in implementing intelligence-
gathering initiatives (Harrington, Voehl and Wiggin, 2012). Thus, the significance attributed to the 
marketing concept, including MI, in the construction industry has been on the rise (Erdis, Coskun 
and Demirci, 2015). Whereas many studies have criticized the extent to which CCs utilize MI to their 
advantage, other studies (Nicolini, et al., 2000; Mochtar and Arditi, 2001; Dikmen, Birgonul and Ozcenk, 
2005) have observed that CCs do utilize MI. Indicating contradictory evidence (Müller-Bloch and Kranz, 
2014).

Considering the pivotal role of MI in shaping effective strategy formulation and sustaining a competitive 
edge within the industry (Stefanikova, Rypakova and Moravcikova, 2015), it becomes crucial to explore 
how CCs are presently harnessing MI to their benefit. Particularly, when organization-wide generation, 
dissemination and responsiveness to MI remains a persistent challenge (Gebhardt, Farrelly and Conduit, 
2019). Therefore, a key question that arises is: what is the current state of MI development within CCs 
in Ghana? To the best of our knowledge, little or no study has explored this question particularly, in the 
context of a sub-Saharan country. Therefore, knowledge gaps persist concerning current MI activities, MI 
ethical awareness and attitudes toward MI culture development. The objective of this study is to assess the 
current state of MI development within CCs in Ghana. The significance of this study lies in establishing 
a baseline understanding of existing MI practices within these companies. This baseline will help identify 
areas where MI practices are lacking or inefficient. Additionally, it sets the stage for future investigations 
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into developing an MI-based framework to guide the effective utilization of MI. The paper is structured as 
follows: literature review, research methodology, results, discussion and conclusions.

Theoretical background

MI CONCEPT

In business-related intelligence literature, Market Intelligence (MI) has been delineated variously, 
encompassing terms such as competitive intelligence, marketing intelligence, competitor intelligence, 
corporate intelligence, strategic intelligence, or customer intelligence (Köseoglu, et al., 2019). These 
terminological variations arise due to differing conceptualizations of MI by scholars (Calof and Wright, 
2008). For instance, some scholars perceive intelligence as a process (Lutz and Bodendorf, 2020), a product 
(López-Robles, et al., 2019), a function (Maungwa and Fourie, 2018), a system (Cavallo, et al., 2021), a tool 
(du Toit, 2013), a program (Hedin, Hirvensalo and Vaarnas, 2014), a skill (Markovich, et al., 2019), or a 
discipline (Barnea, 2020). Furthermore, the terminology used for MI is influenced by the author’s country of 
origin (Lönnqvist and Pirttimäki, 2006). Additionally, the decision-making context with MI influences its 
description (Köseoglu Ross and Okumus, 2015). Recent studies (Søilen, 2016; Bisson and Dou, 2017) have 
revealed that MI and competitive intelligence are predominant terms within business-related intelligence 
literature due to their practical and substantive similarity (Søilen, 2016). Despite terminological and 
conceptual differences, there is a consensus that MI furnishes actionable information critical for informed 
decision-making (McGonagle and Vella, 2012). In this study, we adopt the term MI to encompass all other 
business-related intelligence concepts, as it is deeply entrenched in the theoretical framework of market 
orientation (Maltz and Kohli, 1996; Helm, Krinner and Schmalfuß, 2014). As posited by Kohli (2017), 
the extent of MI gathering by firms is dependent upon their market orientation. Market-oriented firms 
commonly harness MI, whereas non-market-oriented firms typically do not engage in similar information 
gathering (Kirca, Jayachandran and Bearden, 2005).

IMPORTANCE AND APPLICATION OF MI

MI plays a crucial role in helping firms understand their competitors’ strengths, weaknesses, strategies, 
objectives, market positioning and expected behaviours (Bose, 2008). It allows businesses to monitor 
market dynamics, develop effective marketing strategies, tackle specific marketing challenges and assess 
market performance (Mehmet, 2008). By leveraging MI, firms can better meet customer needs, foresee new 
business opportunities and exploit competitors’ weaknesses (Adidam, Banerjee and Shukla, 2012). MI aids 
in making informed decisions about the marketing mix, including what, why, where and how to market 
(Navarro-Garcia, Barrera-Barrera and Villarejo-Ramos, 2013). Beyond identifying market opportunities 
and threats, MI provides deeper insights into competitors, helps prevent competitors from gaining an 
advantage and supports effective marketing decisions (Li and Li, 2013). Integrating MI into executive 
information systems enhances customer responsiveness, fosters collaboration and identifies market trends 
(Yin, 2015). Essentially, MI enables businesses to identify and analyse competitors, mitigate unforeseen 
events and discover new growth opportunities (He, et al., 2015). According to Köseoglu, Ross and Okumus 
(2015), MI empowers firms to manage risks, convert knowledge into profit, reduce unnecessary information 
and secure data for strategic decision-making. It also benefits firms by enabling effective pricing and 
strategy differentiation ( Jamil, Santos and Jamil., 2018). Insights from MI help firms offer desirable services 
to customers (Mandal, 2018). Recognizing the critical role of MI, the Global Intelligence Alliance has 
developed ‘The Roadmap for Developing World-class MI,’ (Appendix I) which outlines six key success 
factors (KSFs) and five stages of MI maturity, ranging from ‘firefighters’ to ‘futurists’ (Hedin, Hirvensalo and 
Vaarnas, 2014).
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MARKET INTELLIGENCE IN CONSTRUCTION

In the context of construction, the significance of MI utilization by CCs has long been underscored. For 
instance, it has been emphasized that a key to successful bidding lies in CCs’ knowledge of their competitors 
(Moctar and Arditi, 2001). Thus, Soh (2003) accentuated the potential of MI acquisition through 
interactions with market participants to uncover new opportunities. Langford and Male (2001) highlighted 
MI’s potential in assisting CCs to identify and capitalize on valuable business prospects. Morgan and 
Morgan (1991) underscored the importance of structured MI practices, indicating its centrality to CCs’ 
marketing success. Mochtar and Arditi (2001), in their study, examined the role of MI in CCs’ pricing 
strategies and found that most CCs gather information conducive to their daily business practices. Dikmen, 
Birgonul and Ozcenk (2005), in a similar vein, discovered in their study that selecting which international 
markets to enter necessitates CCs to conduct extensive intelligence-gathering to ascertain their strengths 
and weaknesses. In a study investigating how quantity surveying firms internationalize their services, 
Ling and Chan (2008) established that firms excelling in market penetration strategies heavily rely on MI 
gathering. They further noted that firms predominantly utilize internal sources rather than relying solely 
on published information. Vuori (2007) identified research institutes, consultancy firms, investment banks 
and client interactions as various reliable sources of MI in the construction industry. Segarra-Ona, Peiró-
Signes and Cervelló-Royo (2015) found that CCs relying on information from suppliers, competitors and 
clients for innovation are more inclined to orient their innovation towards product or process enhancement, 
thereby enhancing their competitiveness. Hayes, Sourani and Sertyesilisik (2016) investigated issues of the 
private finance initiative tendering process and CCs’ bidding strategies, discovering that decisions to bid and 
the adoption of strategies are largely informed by MI. If confronted with excessive competition or intense 
competitive pressure, CCs have the option to withdraw from the competition. Such intelligence-gathering 
enables them to abstain from bidding for projects characterized by intense competition, thereby minimizing 
resources and time expended on bidding preparations. Demirdöğen and Işik (2019) affirmed that CCs 
engaging in MI comprehend opportunities and threats, consequently devising strategies accordingly, 
as they investigated the effects of environmental factors on CCs’ innovation and technology transfer 
performance. In a study aimed at ascertaining whether elements of MI impacting competitive advantage 
are pertinent to the construction industry, Somiah, Aigbavboa and Thwala (2020) found that gathering MI 
enables CCs to identify competitors, industry opportunities and clients’ bargaining power. Ng, et al. (2017) 
emphasized MI’s strategic value in identifying and evaluating overseas business opportunities. This collective 
insight underscores the critical importance of intelligence-gathering for effective strategy formulation 
and the cultivation of sustainable competitive advantage within the industry (Stefanikova, Rypakova and 
Moravcikova, 2015).

Methodology

SAMPLE FRAME

The study population was financial class-one registered members of the Ashanti Region branch of the 
Association of Building and Civil Engineering Contractors of Ghana (ABCEC), which serves as the 
umbrella body of indigenous CCs. The Ashanti region is the second largest administrative region in terms 
of population size and commercial activities is strategically positioned in the middle of the country and is 
also endowed with major transit and commercial activities after the national capital administrative region of 
Greater Accra. Regarding the suitability of respondents, the study followed the approach outlined by Calof 
(2017), where questionnaires are answered by respondents regardless of their familiarity or practice of MI, as 
the aim was to gain insight into current MI practices within CCs.
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SAMPLING TECHNIQUE AND SIZE

Yin (1994) emphasizes the importance of interviewing key informants within an organization to obtain 
valuable insights and accurate data for research purposes. Purposive sampling techniques were employed 
to identify 87 CEOs/top managers representing CCs based on two main criteria: 1) the firm had to have 
been operating for more than ten years (Peters, Subar and Martin, 2019), and 2) they had to be working on 
a project at the time of the study. Out of the 87 identified CCs meeting the criteria, 56 agreed to participate 
in the study. This sample size was considered satisfactory based on earlier studies (Groom and David, 2001; 
Wright, Pickton and Callow, 2002; Priporas, Gatsoris and Zacharias, 2005; Munoz-Canavate and Alves-
Albero, 2017), which used similar or smaller sample sizes.

DATA COLLECTION

For data collection, a simple closed-ended interview was deemed appropriate following similar techniques 
used by Calof (2017) and Munoz-Canavate and Alves-Albero (2017). This method was efficient in terms 
of time, minimized subjectivity and bias and facilitated easier coding, comparison and analysis of data 
(Holloway and Wheeler, 2010). An interview guide, based on previous studies (Priporas, Gatsoris and 
Zacharias, 2005; Munoz-Canavate and Alves-Albero, 2017), was adapted and divided into four sections: 
demographics, current MI activities, MI ethical awareness and attitude toward the development of MI 
culture. The interviews were conducted via phone between May 2023 and December 2023. With prior 
consent from the interviewees, the interviews were audio-taped. The results were analysed with frequencies 
and the results were assessed against five KSFs of ‘The World Class MI Roadmap’ to determine the current 
state of MI development within CCs.

Results

BACKGROUND OF THE RESPONDENTS

Among the fifty-six respondents, 37.5% of the respondents were top management staff and 62.5% were 
senior management staff. Forty-two-point nine percent had a bachelor’s degree, and 57.1% had a master’s 
degree. 8.9% had less than ten years of working experience, 55.4% had between ten and twenty years, and 
35.7% had more than twenty years. 25% of the respondent’s firms had been in business for between 10 and 
20 years, and 75% had been operating for more than twenty years. 51.8% of them said that public entities 
make up their clientele, while 48.2% reported having both public and private entities in their customer base.

CURRENT MI ACTIVITIES

To gain insight into the current MI practices of CCs, a series of questions were asked. These questions 
aimed to explore various aspects of MI utilization.

Firms’ experience in intelligence-gathering

Initially, respondents were asked if they had ever undertaken any form of intelligence-gathering. All the 
firms interviewed acknowledged having engaged in intelligence-gathering activities at some point in the 
past when asked about their firms’ experience in this area.

Current intelligence-gathering activities

Subsequently, they were asked to specify the most common intelligence-gathering activities they undertook. 
100% reported ‘studying project requirements,’ 12.5% mentioned ‘researching competitors,’ and 1.8% 
indicated ‘investigating client payment history.’ Figure 1 provides a concise overview of these responses.
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Figure 1.	 Current intelligence-gathering activity

Frequency of intelligence-gathering

Regarding the frequency of intelligence-gathering by firms, 57.1% reported doing so sometimes, 33.9% 
often, and the remaining 9% always.

Focus of intelligence-gathering

In terms of the focus of their intelligence-gathering efforts, 12.5% reported focusing on the pre-project 
phase, with all respondents (100%) specifying the bidding phase, 7.1% focusing on the delivery phase, and 
3.6% on the post-delivery phase.

Name given to intelligence-gathering

When asked about the terminology used for intelligence-gathering, 37.5% referred to it as ‘market 
research,’ 7% as ‘market intelligence,’ and 5% as ‘competitive intelligence,’ while 26.7% used other terms. 
Figure 2 illustrates the terminology preferences indicated by the respondents.
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Figure 2.	 Terms used for intelligence-gathering.
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Resource allocation for intelligence-gathering

Furthermore, respondents were questioned about whether their firms designated someone to oversee MI 
activities, with all respondents (100%) answering ‘NO.’ Similarly, when asked if their firms allocated a 
specific budget for this activity, again, all respondents (100%) replied ‘NO.’ In terms of the presence of 
requisite intelligence tools to support their intelligence-gathering efforts, 3.6% stated ‘YES’ and 96.4% 
responded ‘NO.’

MI ETHICAL AWARENESS

Two questions were posed on this matter. These questions aimed to determine the extent to which CCs are 
aware of and adhere to ethics in their intelligence-gathering activities.

Use of competitors’ employee

Initially, respondents were asked about the practice of utilizing competitors’ employees to gather information 
about said competitors. 85.7% did not perceive this approach as unethical, while 14.3% deemed it unethical.

Job interviews

Regarding the use of job interviews as a guise for intelligence-gathering, 71.4% expressed no ethical 
concerns, 12.5% considered it unethical, and 16.1% were uncertain about its ethical implications.

THE ATTITUDE OF CONTRACTORS TOWARD IMPROVED MI PRACTICES

These questions aimed to assess the firm’s awareness of the importance of a strong MI culture and its 
commitment to fostering such a culture.

Improving existing MI practices

Regarding the necessity of improving the existing MI practices, 100% of the CCs interviewed agreed with 
the suggestion for the need for that.

Continuous intelligence-gathering

But when quizzed about the need for continuous intelligence-gathering by their firms, 37.5% said ‘YES,’ 
28,5% replied ‘NO,’ and 34% were unsure.

MI Personnel

Regarding the relevance of appointing someone to oversee MI activities, a significant majority, 87.5% 
expressed support, while a minority of 12.5% remained uncertain.

MI Budget

As for the requirement of allocating a dedicated budget for MI activities, 75.0% favoured the proposal, 
whereas 12.5% dissented, and 12.5% were undecided.

Discussion

CURRENT MI ACTIVITIES

Currently, there exists some level of awareness of MI among CCs in Ghana, which is very reassuring. This 
finding confirms the earlier study by Polat and Donmez (2010), which shows that CCs do gather some form 
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of intelligence but largely focus on traditional sources. For instance, most of their intelligence-gathering is 
concentrated on the bidding phase, indicating a primary focus on winning more bids (Smith, Wright and 
Pickton, 2010). This is logical, as bidding for construction projects is a strategic move that significantly 
impacts a CC’s business sustainability within the industry ( Jarkas, Mubarak and Kadri, 2014).

It also appears that CCs recognize the limitations of relying solely on experience and intuition for 
bidding decisions. By emphasizing intelligence-gathering activities, they incorporate insights from market 
conditions, as argued by Soo and Oo (2014). This shift is reflected in the emphasis on studying project 
requirements, rated 100% by the CCs when asked about their MI activities. This emphasis is understandable 
given the well-established knowledge that risks in construction projects frequently lead to time and cost 
overruns (Thuyet, Ogunlana and Dey, 2007). Furthermore, by investigating project requirements (client 
needs), CCs can deliver superior service, enhancing customer satisfaction, which is crucial for customer 
retention in this industry (Othman, 2015).

Regarding the terminology for intelligence-gathering, the findings are consistent with Calof (2017), who 
noted that organizations brand their intelligence activities differently. Notably, among the thirteen names 
suggested, 37.5% of the CCs referred to ‘market research’ as the generic term for intelligence activities. As 
Köseoglu, Ross and Okumus (2015) indicated, the variance in terms is linked to the specific purposes for 
which intelligence is gathered. Consequently, the name chosen by the CCs may have influenced why only 
9% consistently engage in intelligence-gathering. Market research focuses on a specific marketing strategy 
while MI has a broader focus on understanding market opportunities and threats, facilitating well-informed 
decision-making (Inha and Bohlin, 2018).

Insights into resource allocation for MI activities revealed a consistent pattern across all CCs. Admittedly, 
having someone responsible for MI activity is the first step toward establishing an intelligence-oriented 
organization (Hedin, Hirvensalo and Vaarnas, 2014). Firms with departments for MI are more likely to 
utilize it effectively (Hattula, et al., 2015). The number of marketing staff is an indicator of the importance 
CCs attach to marketing efforts (Polat and Donmez, 2010). MI cannot offer answers if the right personnel 
are not in place to manage these activities. Until the right person(s) is in place to lead MI activities, its 
full potential will not be reached (Priporas, Gatsoris and Zacharias, 2005). Yet, the results found that 
none of the firms had a designated person in charge of MI. This finding confirms Jaafar, Aziz and Wai’s 
(2008) observation of a lack of dedicated personnel for marketing activities within CCs, corroborating the 
argument that many CCs do not pay sufficient attention to marketing activities (Nobre and Faria, 2017).

Firms with dedicated budgets for MI activities are more effective in exploring different sources for MI 
collection and techniques (Cacciolatti and Fearne, 2013). Similarly, none of the firms have a budget for 
MI activities indicating a potential missed opportunity for optimizing their intelligence-gathering. While 
intelligence-gathering tools would help CCs easily search for necessary information and ensure successful 
intelligence-gathering activities (Hedin, Hirvensalo and Vaarnas, 2014), currently, the CCs do not have 
dedicated software to support organizing and managing the intelligence process as a searchable database 
of structured and relevant information. The results indicate a potential lack of recognition within CCs 
regarding the fundamental value of MI initiatives (Erdis, Coskun and Demirci, 2015). Another contributing 
factor could be a prevailing perception within CCs that MI capabilities do not constitute a substantial 
source of competitive advantage (Dikmen, Birgonul and Ozcenk, 2005). They may be unaware that 
consistent investment in marketing results in improved competitive advantage (Srinivasan, Rangaswamy and 
Lilien, 2005). This affirms the finding that intelligence-gathering activities within CCs are often conducted 
in an ad hoc manner without coordination (Morgan and Morgan, 1991). Earlier findings show that instead 
of the marketing function being seen as complementary, it is often relegated to the background (Cicmil and 
Nicholson, 1998).
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MI ETHICAL AWARENESS

Despite repeated emphasis on the feasibility of ethical intelligence-gathering (Nasri, 2011), some firms 
still resort to unethical methods for collecting MI. Therefore, when asked whether it is ethical for a firm 
to use its competitor’s employees to obtain information about the competitors, the overwhelming majority 
(85.7) did not consider such practices unethical, while few deemed it unethical. On the use of job interviews 
as a pretext to gather MI about competitors, the majority of 71.4% did not see anything unethical about 
that, while the rest deemed either unethical or were unsure. The results confirm a recent study by Chan, 
Chan and Au (2020), that some firms persist in using questionable intelligence-gathering techniques, 
such as using competitors’ employees to obtain information about the competitors. These results are an 
indication that CCs might not be aware of the differences between MI and business espionage (Crane, 
2005). They might be also unaware that 90% of the information they require to understand their markets 
and competitors and make critical decisions is already available to the public (Yin, 2015). In the context of 
construction, project pressures such as low profit and intense competition which lead to unethical contractor 
behaviour (Liu, Zhao and Li, 2017), could be accountable for resorting to such questionable intelligence-
gathering techniques.

ATTITUDES TOWARD IMPROVED MI PRACTICES

Considering that for any firm to be successful in its MI activities, certain requirements must be fulfilled 
(Helm, Krinner and Schmalfuß, 2014), there was a need to understand how the CCs are willing to put 
measures in place to enable them to obtain the ultimate benefits of MI utilization. Therefore, four questions 
were asked concerning this issue. First, they all believed that current practices need to be improved. 
However, there was a split in the opinion on the need for regular intelligence-gathering. While 37.5% 
accepted the need for continuous intelligence-gathering, 28,5% did not see the reason for that, and 34% 
were unsure of continuous or ad hoc intelligence-gathering. Notably, none of the firms rejected the idea 
of having someone responsible for MI activities within their firms considering the many benefits of 
MI. So, about 88% believed that having someone in charge of MI activities would improve the current 
practices. This finding aligns with the literature that assigning specific staff to oversee MI activities can 
help the organization identify the right information and sources that are most relevant to decision-making 
(Cacciolatti and Fearne, 2013). As explained by Priporas, Gatsoris and Zacharias (2005), designating 
somebody to oversee the MI function is necessary for the effective implementation of an MI system, as the 
system itself does not provide answers. On the need for budgetary support for MI activities, the majority of 
75.0% endorsed the idea, corroborating Cacciolatti and Fearne’s (2013) account that committing sufficient 
financial resources to the MI function empowers firms to better identify their information needs compared 
to companies without dedicated resources. The favourable attitude towards MI activities suggests that CCs 
may have realized they need for new and distinct skill set to set themselves apart from competitors. The 
findings are in line with the indications that the MI function is being recognized as an important function 
in organizations compared to other support functions (Hedin, Hirvensalo and Vaarnas, 2014).

CURRENT STATE OF MARKET INTELLIGENCE DEVELOPMENT

To determine the current state of MI development within CCs, five KSFs drawn from ‘The World Class MI 
Roadmap’ were assessed: scope, process, tools, organization, and culture, based on the responses provided. 
Regarding the MI scope, which measures the focus of intelligence activities, 12.5% focused on the pre-
project phase, 100% on the bidding phase, 7.1% on the delivery phase, and 3.6% on the post-delivery phase. 
This indicates that the current MI has a limited scope and is largely focused on the bidding phase. The MI 
process assesses the frequency at which firms gather intelligence; 57.1% reported doing so occasionally, 
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33.9% often, and the remaining 9% continually. This further indicates that the current MI tends to be 
a reactive, ad hoc process that addresses issues as they emerge. Regarding MI tools, which assess the 
availability of dedicated intelligence software, only 3.6% reported availability, while 96.4% indicated non-
availability. This suggests that CCs are in the informal firefighting stage. In terms of MI organization, which 
evaluates how various resources are integrated to facilitate the intelligence process, currently, there are no 
resources specifically allocated to MI, indicating that CCs are conducting MI activities in a non-structured 
manner. Concerning MI culture, which analyses the mechanisms within CCs aimed at ensuring the 
sustained efficacy of intelligence-gathering, there is some awareness of MI, but the organizational culture 
overall is still neutral towards MI as there are no supporting structures in place.

Conclusions and recommendations
This study assessed the current state of MI development within CCs in Ghana against the recognition that 
MI forms the bedrock of the marketing concept, serving as a vital component in market-oriented strategic 
planning and execution. However, despite extensive research on MI in various industries and countries, 
there remains a notable scarcity of studies on MI within Ghana’s construction sector. The findings reveal 
that CCs do engage in MI activities, albeit with a significant reliance on traditional sources. Presently, 
their MI focus predominantly centers around securing bids, with comparatively less attention given to 
maintaining client relationships. Undesirably, CCs do not allocate sufficient resources to MI activities. The 
CCs are either unaware of unethical intelligence-gathering techniques, or they are not hesitant to employ 
such methods to acquire MI. Despite the absence of dedicated resources, CCs exhibit a positive attitude 
toward enhancing existing MI practices. The current MI development stage within Ghanaian CCs can 
be described as the ‘firefighters’ stage of MI maturity. The overall result deduced is that MI development 
within the CCs is largely limited, informal, and ad hoc in nature and lacks dedicated resources. This implies 
that current MI activities are conducted without dedicated resources, primarily on an extempore basis 
with minimal coordination. While the investigation primarily focused on CCs in a specific administrative 
region of Ghana, the insights gained serve as a reference point for CCs in other developing countries, or 
even developed countries. Given the myriad advantages associated with MI, it is recommended that CCs 
recognize MI as a strategic and complementary function to core activities of CCs like engineering and 
estimating, thereby investing in its development. They should transition from reactive intelligence-gathering 
to proactive intelligence-gathering, which aligns with the core of MI. Reactive intelligence-gathering 
typically involves responding to immediate needs or issues as they arise, which may limit the company’s 
ability to anticipate market shifts or capitalize on emerging opportunities. In contrast, proactive intelligence-
gathering involves systematically collecting, analysing, and interpreting information to anticipate market 
trends, competitor actions, and customer preferences. This proactive approach empowers CCs to stay ahead 
of the curve, make informed decisions, and adapt their strategies accordingly.

Implications and future studies
The findings highlight the need for industry-wide standards and best practices for MI activities. Sharing 
best practices and benchmarking against more mature MI practices from other industries can help CCs 
in Ghana and similar contexts improve their MI capabilities and achieve better business outcomes. Future 
research should delve into the specific information monitored by CCs for MI analysis. Another study 
could explore the possibility of developing indicators to assess the effectiveness of MI utilization by CCs. 
Moreover, future studies could explore the development of an MI-based framework to guide the effective 
utilization of MI by CCs.
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Appendix I: The World-Class MI Roadmap

Levels

KSF

Informal MI 
“Firefighters”

(Level 1= 
Very poor)

Basic MI 
“Beginners”

(Level 2= 
Poor)

Intermediate 
MI 

“Coordinators”

(Level 3=Fair)

Advanced MI 
“Directors”

(Level 4= 
Good)

World Class MI 
“Futurists”

(Level 5=Very 
good)

Intelligence 
Scope

Ad hoc needs 
drive the scope

Limited scope 
and seeking 
quick wins

Wide scope Comprehensive 
monitoring of 
the operating 
environment.

Covers topics 
outside the 
immediate 
operating 

environment

Intelligence 
Process

Reactive ad hoc 
process puts 

out fires as they 
emerge.

Needs analysis 
made.

Well-established 
primary info 

collection and 
analysis.

Advanced 
market 

monitoring 
and analysis 
processes 

established.

MI fully 
integrated with 

key business 
processes

Intelligence 
Tools

Folders as the 
primary means 

for sharing 
and archiving 
information

Central
storage for 
Intelligence

output

Web-based 
MI portal 

established that 
provides access 

to
structured MI 

output.

Sophisticated 
channelling of 

both
internally and 

externally 
produced MI 

content to the 
MI portal.

Integration of 
the

MI portal to 
other relevant IT

tools. L

Intelligence 
Organisation

No resources 
specifically 

dedicated to MI.

One person 
appointed as 

responsible for 
MI.

A fully dedicated 
person 

manages MI 
and coordinates 

activities.

Dedicated 
resources in 

business units 
for collecting 
local market 

info.

MI team has 
reached the 

status of trusted 
advisors to 

management.

Intelligence 
Culture

No awareness of 
the benefits of 
MI operations.

Some awareness 
exists of MI

MI awareness 
at a moderate 

level.

MI awareness is 
high.

A strong MI 
mindset

Asante et al.

Construction Economics and Building,  Vol. 24, No. 4/5  December 2024113


