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Abstract. This paper deals with HR1 Management issues in a BI2 system. In a 
more precise way, we got interested in the motivational aspects of a BI system 
or how to increase employees’ motivation in such systems. The question asked 
in this paper is: which HR functions could play a role in enhancing BI 
activities? After a literature review we chose to focus on Hannon’s [10] model 
in order to answer this question. Results are discussed and illustrated through a 
field study in a big technological firm. 

1 Introduction 

Seeking information is part of executives’ life since like forever. They look for, 
analyze and diffuse huge amounts of information every working day. Managing this 
information appears to be central, especially nowadays with the IT3’s progress and 
development. Business Intelligence (BI) Systems, as a means of managing 
information and supporting decision appear to be essential in an organization [6, 21]. 
Hence, their implementation in an organization appears to be problematic in many 
ways. 

One of the most important BI issues highlighted by the literature concerns 
executives’ will and motivation for BI activities. Indeed, many authors stress the 
important role of individuals in a BI system (S.4 Amabile [3]) suggesting that their 
coordination and cooperation can have an influence on BI activities. Going further, 
other authors like [29] insist on the essential part played by the individuals’ will and 
participation while developing BI activities. Finally, it seems that a major part of the 
literature agrees on the importance of  executives’ motivation in a BI System but, at 
the same time, authors observe that the elements supposed to help HR managers in 
that context are rarely defined [10, 5, 25]. 

The aim of this paper is precisely to work on that point; trying to understand how 
HR managers can bring executives to participate and collaborate in a BI system. The 
idea is to determine the major elements that can be implemented and/or used by HR 
managers for that matter. The question here can be resumed by: What can HR 
managers do to enhance BI activities in their organization? 
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In order to answer this question, we made a literature review on that topic and then 
defined the elements that could play a part on executive’s motivation. First, we’ll 
briefly explain what BI systems are then we’ll expose some of the elements found in 
the literature concerning motivation in BIS5, and we’ll build up a model that we 
expose to reality by using a recent case study. 

1.1 What is a Business Intelligence (BI) System? 

Constant development of Information Technologies (IT) and globalization are the 
main factors that give an international aspect to competition. Today’s firms must deal 
with a complex perceived environment where unpredictability rhymes with 
uncertainty. 

Business Intelligence, as a practice of information management, falls under the 
general prospect to help managers acting and deciding in this complex context. In a 
more specific way, this practice tends to increase the reactivity and the 
competitiveness of companies, helping them to adapt more easily to a changing and 
dubious environment. 

More than twenty years ago, authors were claiming that scanning an enterprise 
environment is necessary [18, 27, 30, 16]. Using different nominations such as BI, 
business intelligence or strategic intelligence/watch, today’s literature highlights the 
importance of watching the firm’s environment [3, 6]. At the same time, the 
relationship between performance and BI has been widely discussed and reconsidered 
[3, 19]. Indeed, it seems difficult to determine in advance whether the information 
selected in an BI process will be useful or not. We believe that the exact impact of 
these activities on organizational performance is still to be discovered.  

Many research studies on BI explore the effect of situational dimensions, 
organizational strategies, information needs, and personal traits on scanning 
behaviour [6]. 

Thus, the BI often relates to strategic questions such as the axes of development for 
a firm, it also concerns information about the business activities and strategies 
pursued by competitors. It can be seen as a dynamic process [28] which consists in 
“the acquisition and use of information about events, trends, and relationships in an 
organization's external environment, the knowledge of which would assist 
management in planning the organization's future course of action” [6]. 

A BI system can be challenging according to the complexity of the process. Many 
aspects must therefore be taken into account and BI Systems appear to be complex. 
Hence, making models/representations of those systems seems to be problematic and 
the exact impact on firms’ performance is still to be found [28, 14, 3]. 

In a general way, authors [2] often relate BI System to a particular cycle called 
“information cycle”. That cycle can be defined over four specific phases [22, 3]: (i) 
the expression of needs phase where research and attention areas are identified, (ii) 
information seeking phase, which means exploring the research areas previously 
identified and selecting relevant information, (iii) exploitation phase where the 
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information is questioned, analyzed and evaluated, and finally, (iv) diffusion phase, as 
the result of the whole process is spread. 

This cycle starts all over again each time a specific demand comes out. Figure 1 
was adapted from previous works [17, 22, 13], it shows the different phases of a BI 
Process and their articulation in an elementary way. 

 

 
Fig. 1. The Business Intelligence System phases. 

This representation shows the BI System as quite simple and linear. It doesn’t 
illustrate all the interactions between phases and provides no detail on their 
realization.  

It only helps to understand the whole process in a basic perspective. A BI system 
involves the participation of various actors and a multitude of interactions inside and 
outside of the organization. HR managers are highly concerned here.  

HR Managers are the ones who have to handle the issues related to the 
motivational/organizational aspects of a BI System, answering questions such as: how 
employees do collaborate/cooperate in those systems? How to enhance their 
participation to a BI System and how can they be involved? Etc. 

Many departments are concerned in a direct way by BI activities and are therefore 
a part of the BI system of the firm. [10] suggests that sales, strategy and R&D 
departments are often very concerned with BI issues and we can understand why by 
considering the importance of competitiveness and reactivity in those particular 
departments. Of course, this doesn’t explain why and how those activities take place. 
Why do executives in a general way have BI activities, is it a part of their jobs? If not 
then why do they have such activities? 

Motivational aspects appear to be very important as far as BI is concerned. Many 
authors claim that BI activities widely depend on executives’ will and motivation [10, 
14, 9].Indeed, a BI System is often informal [26, 28], it is hard to determine the way it 
works in an organization. Consequently, quantifying BI activities is not obvious as we 
cannot really know whether an executive is really searching for BI information or not. 
HR Managers have to deal with those issues in order to enhance executives’ 
collaboration and participation to the BI system and to support their global BI 
activities.  

3. Information exploitation 

4. Results diffusion       

2. Information seeking/ acquisition 

 1. Expression of information needs    

Decision    
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1.2 The Importance of Motivation for BI 

As we previously mentioned, BI happen to be strongly related to the will/motivation 
of executives. [14] explains that basically, BI is about perceiving information that is 
not obvious to perceive, BI has therefore a pro-active dimension and it is actually 
important to take into account the will of individuals in this specific context. Here, we 
can assume that BI systems depend in a direct way on the behavior of its members: 
their acceptance, participation, and interest on the BI system. [10] says that the more 
interested members are the ones who can catalyze and develop the efforts for the BI 
activities. In fact, [15, p. 16] stresses that “what really matters in organizations is the 
management of motivations, especially in organizations where efforts in terms of BI 
are required for an adaptative behavior”. This means that this motivation appears as 
essential in a changing environment where executives must constantly learn and adapt 
and BI is a changing process. It is in permanent evolution, depending basically on the 
targets defined by the organization and these targets are not static as they evolve as 
the environment is changing. According to that, [25, p. 59] stress that the tough, 
complicated part which is frequently overlooked or ignored when it comes to 
changing processes, is getting organizational members to accept, exhibit and sustain 
news ways of behaving. 

Moreover the effective participation of executives in BI activities is often hard to 
quantify. First because those activities are often informal and their identification in an 
organization is not simple [3]. Indeed, BI activities are different from other classical 
activities in a firm that can be quantified such as sales, purchasing or production for 
instance. Secondly; executives do have, most of the time, other responsibilities in 
addition to their BI activities and one cannot really say if executives are having BI 
activities during their work or not.  

Furthermore, choosing the BI System members appears to be related to its success 
[24, p. 82]. Indeed, the members must be “open to change” in order to adapt their 
schemes of interpretation to the circumstances. Exploiting information and making 
sense of it is strongly related to cognitive process of individuals and cannot happen 
unless the individual is ready to adapt his reference schemes, question his certitudes 
in order to build up new reference schemes with different concepts and references 
[20, p. 276].Consequently; BI members are as important as their motivation. For all 
the reasons developed above, it appears complicated for HR managers to deal with BI 
motivational issues; the next paragraphs will determine how HR can work on that 
particular point. 

1.3 What Leverage for BI Executives’ Motivation: What can HR do? 

The lack of elements in the literature about enhancing BI activities makes this study 
exploratory. As we seen previously, the importance of motivation in a BI System 
appears as essential but only a few authors made some advanced researches about this 
question. 

Some of them [14, 12] suggest the participation of a BI manager in the BI system 
who will be responsible for enhancing the participation of BI system members. This 
manager can also be responsible for all BI activities in the firm according to Romani 
and Bournois [5]. 
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In a more specific way, [12] propose a system in order to encourage and stimulate 
some specific BI executives: information seekers. The model is based on 5 forms of 
feedback (FB5): Moral award; Work valorisation; Developping BI executives 
curiosity; Invitation to new researches; Giving possibility to BI executives to realize 
their own efficiency. 

The aim of this system is to support a novice BI manager making him pay attention 
to elements to consider for improving motivation of information seekers. This is a 
pretty soft model that doesn’t give any information on the way these 5 forms of 
feedback can be implemented in a company and/or related to HRM. 

Our study considers all BI executives and not only information seekers. Here, we 
agree with [10] while he assumes that the BI system should not vary from an 
employee to another or from a function to another, a department to another. The 
whole firm, not only a part of it, should become more alert.  

Considering the whole firms’ executives, we suggest to use Human Resources in 
order to enhance BI activities. The idea here is to use the HR function to improve the 
working environment of BI executives and then, their motivation and behavior. [10] 
defines a model made of five HR systems that can play a role in the BI context. 

 The Performance Evaluation System: Here, the author suggests that the BI 
activities could be evaluated upon a formal performance criterion. For 
instance, this could be materialized by an official daily/weekly/monthly 
rapport concerning their BI activities progress. 

 The Compensatory System: This one is about linking employees’ salary to 
their results in terms of BI activities. This might have an impact on the way 
those activities are perceived in the organization. An award system could be 
developed here. 

 The Carriers’ Planning System: The idea here is to take into account the 
BI activities just like other activities of the employee when it comes to 
aspects such as promotion, transfer, or employees delocalization. 

 The Employees Benefit System: This system could bring some benefits to 
employees according to their BI activities. They could for instance get some 
days off in order to assist a congress where they can have information 
concerning their competitors and the personal fees used for BI activities 
could be paid back. 

 The Disciplinary and Separation System: This system is basically about 
protecting the firm’s interests. [10] suggests here that all the employees, not 
only executives, sign a document for confidentiality and non competition. 
First to prevent employees from spreading confidential information and 
second, to make sure that all employees understand the strategic importance 
of information and that they handle it carefully.  

We’ll use Hannon’s 5 systems’ model in our study in order to make a link between 
HR managers and BI executives’ motivation. We tried to look upon those particular 
systems in a big industrial firm that we’ll call Omega and see if reality reflects theory. 
Let us first present the company and our methodology for our field study. We’ll than 
analyze our data and bring up some results. 
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2 The Case Study: Presenting the Company and the Method 

Omega, considered as the world leader in its business market, has more than 12000 
employees and a sales turnover of several millions Euros. Active around the world, 
with many sales and marketing offices, several Research & Development centers and 
personalization facilities as well as manufacturing sites, its list of clients includes 
international banking, identity and telecom companies. 

Our aim at Omega is to understand employees’ motivation to have BI activities in 
order to enhance such activities. We made a model of the BI system in order to 
understand it. WE tried to identify how individuals are supposed to communicate and 
collaborate in the BI system. We focus on the whole process of BI, trying to identify 
the different BI supports for finding information, such as the Internet website, the 
intranet, mails exchange, the newsletter, etc. After that, we made interviews with a 
major part of the BI system employees, asking them questions about their work trying 
to define their motivations.  

We used a qualitative method of collecting data during about four months at 
Omega. The data collection was made on two steps: first we made staff interviews 
questioning about 45 BI employees each interview lasted from 1 to 3 hours. We also 
used some internal documentation (weekly samples, corporate brochures, intranet, 
flow charts, internal studies, etc.) in order to evaluate the information collected. In the 
second part of the study, we worked for 4 months at Omega as a business analyst (in 
the most important BI team of the firm). The idea was to observe the BI system from 
the inside and to get closer to BI executives. The interviews and the data collected 
were analysed and coded using software for qualitative analysis (Nvivo).  

2.1 Observation and Data Analysis 

From our data analysis we can say that BI activities in Omega are not really enhanced 
by HR management in a general way. Some incentives exist but they are quite few. 

“BI system is kind of a push /pull system: push by the alerts we make, the 
newsletter etc. and pull thanks to our website, the award system and of course the 
human network on which I strongly believe” a BI Manager said. 

We’ll summarize the different types of incentives used by the HR Management at 
Omega in two major categories.  

2.1.1 The Motivation using a Reward System 

It is about motivating BI executives and employees by rewards or an official 
recognition of the senior in rank. The objective of these procedures is, naturally, to 
encourage the actors to invest themselves in the system of BI. In this context, once a 
month, the “best contributor” is elected and rewarded. It is about the employee 
providing information of BI considered to be interesting by management. The reward 
will be a small gift (a flash disk for example), a thank you email, with his directors in 
copy, and having his name and photograph on the site BI for a month. 
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2.1.2 The Motivation using BI Tools 

Several BI tools are available at Omega. These tools can be regarded as indirect 
motivation systems. Indeed, they have as a role to organize, facilitate the access and 
the practice of activities of BI in the company. In that, they contribute to facilitate and 
make these activities possible. This facilitation is supposed to encourage the actors to 
take part and develop activities of BI. 3 major BI tools: 

 The strategic newsletters 
We refer here to the newsletter published by the BI managers (weekly and 
monthly).  In both cases, the newsletter consists of a press review (more or less 
specialized), synthesized and sometimes with accompanying notes. It is a 
question of questioning the outstanding facts and checking the veracity and the 
source of information.  
The newsletter constitutes a motivating system at least for two reasons: initially, 
the subscriber is incited to read it and thus to get information just by receiving it 
in his mailbox. Then, he is encouraged to nourish a strategic thought as for what 
occurs in the environment of the company. However, the newsletter helps the 
subscribers to make their own analysis of the market and the position of the 
company. 
Moreover, the newsletter reminds its subscribers of the existence of the BI 
managers and this can play a role in increasing the interactions between 
employees and BI managers. 

 The BI intranet website 
The Intranet is a privileged tool of BI System. First because a great number of 
employees can have their access to the intranet. This means that the management 
is trying to get a big number of employees to participate to BI activities. 
Moreover, the BI website is to some extent the “display case” of BI System. Very 
visited, it contributes to sensitize the actors of the company to the strategic 
environment of the company.   
 “In order to make the BI website interesting, we try to make it accessible for the 
greatest number of employees.” a BI manager said. 

 The reporting tool 
The reporting tools seem to play an important role in employees’ motivation. 
Indeed, these tools are linked to the organizational routines of the company. They 
are used kind of “automatically” in the firm and have no real confrontation with 
the phenomena of resistance to change. The motivation is indirect because the 
actors use these systems of reporting for all their activities and not only those 
related to BI. It is a method of diffusion but also of control of information, each 
actor submitting his report to his higher hierarchical. We listed two cases of 
reporting where the activities of BI can be observed. 

• Weekly or Monthly Reports System: These reports enable the employee to 
explain his activities to his direct senior in rank, once by week or once a month. 
The fact of including in the weekly or monthly reports a part devoted to BI 
information enhance the employee to think in a specific way to this type of 
information: the actor is in front of a “gap to fill” and must think of information 
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to put into it… Moreover, the document is intended for its senior in rank.  In 
addition, this system makes it possible to structure and facilitate the 
communication of this type of information while having a formal procedure. 
Indeed, the weekly /monthly system makes it possible to communicate on the 
employees’ activities and to send a positive image to its superior with each time 
the weekly (or the monthly) is correctly filled. That can in particular play a part 
as for the appreciation of the employee by his superior. 
• Management Presentation: We refer here to the BI presentations made by 
BI executives to the top management.  These presentations are as formal as a 
Weekly/Monthly report because they enable BI executives to communicate on 
their activities and to legitimate their work. 

3 Summarizing the Results of the Study 

The previous paragraphs allowed us to understand some of the motivational aspects at 
Omega. The idea now is to analyze the data collected at Omega according to the HR 
motivational model presented previously. Let’s go back to the HR motivation systems 
defined by Hannon and see their impact on Omega. 

3.1 The Performance Evaluation System 

At Omega, only a few employees are evaluated upon a formal performance criterion 
when it comes to BI activities. This is the BI executives who have 100% of their work 
related to BI activities. Some formal tools are developed anyway trying to enhance BI 
activities such as the reporting tools (weekly/monthly reports and management 
presentation). Employees can be evaluated within those formal systems by the 
hierarchy.  

3.2 The Compensatory System  

There are some award systems developed at Omega. As we seen previously it is more 
like moral rewards than financial once at Omega. 

3.3 The Carriers’ Planning System 

The link between carrier planning and BI activities is not clear and systematic at 
Omega. The link can be defined as indirect because the performance can be linked to 
BI activities and at the same time to the carrier planning system. 

3.4 The Employees Benefit System 

This system brings some benefits at Omega employees according to their BI 
activities. Some of them are enhanced to participate at congress and manifestations in 
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order to obtain information concerning their competitors. But they do not have any 
incentives for BI in a typical way (formation to BI tools for instance). 

3.5 The Disciplinary and Separation System 

At Omega, all the employees do sign a document for confidentiality and non 
competition. This basically preserves the company’s interest. But employees at 
Omega see this procedure as a formality and seem not to matter that much about it. 

4 Conclusions 

This paper was about linking HR to BI assuming that HR functions can play an 
important role in motivating BI executives and employees. Sharing this point of view 
with other authors like John Hannon [10] and Boettcher and Welge [4] we suggest 
using HR functions in order to enhance BI activities in a firm. 

We started by a literature review, trying to determine which factors may have an 
influence in the motivation of BI employees and executives. We focused on Hannon’s 
five HR systems’ model to describe how HR systems could be linked to BI activities. 
In a more specific way, we used Hannon’s model to determine how HR systems could 
play a role in executive’s motivation and will as far as BI activities are concerned. 
After that, we used a field study in a big industrial firm to understand how HR 
functions could be managed in order to increase employees’ motivation.  

So, we defined five HR functions according to Hannon’s work [10] which are: The 
performance evaluation system, the compensatory system, the carriers’ planning 
system, the employees benefit system, and the disciplinary and separation system. 
The way of using each one of these systems according to BI motivational issues has 
been discussed. Both HR and BI managers could take benefit of our study. On one 
hand, HR managers could understand that they can play a role in a BI system and how 
they can act in order to develop such a system (using the five HR systems previously 
explained) and, on the other hand, BI managers could give much more importance to 
BI employees’ motivation, understanding that it is crucial and working with the 
company’s HR functions. 

Of course as we previously said, this is an exploratory study that must be 
developed and pushed further in some future work. Studies making the link between 
HR management and BI system are rare and are still to be developed. Finally, the idea 
of this paper is basically about changing the way of looking at BI activities stressing 
that motivational aspects are essential and can no longer be neglected. 

References 

1. Aguilar, F. J.: Scanning the Business Environment, New York, USA: The Macmillan 
Company (1967). 

147



2. Alquier A.M. et M. Salles : Réflexions méthodologiques pour la conception de systèmes 
d’intelligence économique de l’entreprise , Congrès international  le Génie industriel dans 
un monde sans frontières , Albi, France, 3-5 September (1997). 

3. Amabile, S. : Contribution à l'ingénierie de l'organisation : de la veille stratégique à 
l’attention organisationnelle. Illustration : le réseau d’attention des mutuelles niortaises, 
Thèse de doctorat, GRASCE, Université d’Aix-Marseille III. (1997). 

4. Boettcher, R., M.K. Welge:Strategic information diagnosis in the global organization, 
Management Information Review, Vol. 34 No.1, pp.7-18 (1994). 

5. Bournois F., J.-P. Romani:L’intelligence économique et stratégique dans les entreprises 
françaises, Economica, Paris. (2000). 

6. Choo C.W.: Information management for the intelligent organization: the art of scanning 
the environment, American Society for information science and technology by information 
today, Medford. (2002). 

7. Chouk, S., H. Lesca, Veille Anticipative Stratégique et PME/PMI Tunisiennes: La création 
collective de sens : un moyen efficace pour amorcer l’intérêt des dirigeants à l’égard des 
informations de veille ? AIM 2004. Evry (2004). 

8. Gilad, B., T. Gilad: Business intelligence: the quiet revolution”, MIT, Sloan Management 
Review (1986) 53-61.  

9. Guechtouli M : Contribution à l’ingénierie des systèmes d’information de veille stratégique: 
une approche centrée sur la motivation des acteurs. L’expérience du système de veille 
stratégique d’une grande entreprise technologique.» Phd. Thesis presented at Paul Cézanne 
university, Aix en Provence (2007). 

10. Hannon J.M.: Leveraging HRM to enrich competitive intelligence, Human resource 
Management, Vol. 36 (4), (1997) 409-422. 

11. Jakobiak, F.: Intelligence économique avec l’apport des NTIC : comment bâtir son propre 
système d’intelligence économique, 2ème édition. Paris : Editions d’Organisation (2001). 

12. Kriaa, S.: Veille Anticipative Stratégique, Problématique de l’Animation. Proposition et 
expérimentations de connaissances actionnables situées à l’usage des Animateurs novices. 
Cas des entreprises tunisiennes, Thèse soutenue le 14 novembre 2006, École Doctorale SG 
275, Université Pierre Mendès France, Grenoble (2006). 

13. Lafaye, C. : La phase de traque d'information sur Internet dans un processus de veille 
stratégique, thèse de Doctorat, Université Lyon III (2004). 

14. Lesca, H.: Veille stratégique: La méthode L.E.SCAnning éditions EMS Management et 
Société. 190 p. (2003). 

15. Lindenberg, S.: The Cognitive Side of Governance» In «The Governance of Relations in V. 
Buskens, W. Raub & C. Snijders (eds.), Markets and Organizations. Special volume of 
Reasearch in the Sociology of Organizations, n°20. (2003). 

16. Martinet, B., J.M. Ribault: La veille technologique, concurrentielle et commerciale, Paris : 
les Editions d'Organisation. (1989). 

17. Martre, H.: Rapport du CGP Intelligence économique et stratégie des entreprises , La 
Documentation française, Paris. (1994).   

18. Porter, M.: Competitive Strategy, The Free Press, New York (1980). 
19. Reix,  R., F. Rowe : La recherche en systèmes d’information: de l’histoire au concept» in F. 

Rowe et Coll. (eds.),  Faire de la recherche en système d’information, Vuibert- FNEGE 
(2002). 

20. Reix, R.: Système d'information et management des organisations », 5ème édition.Vuibert 
(2004). 

21. Salles, M.: MEDESIIE : Une MEthode de Définition de Système d'Information 
d'Intelligence Economique http://ieut1.irit.fr/ (2003) 

22. Salles, M., Ph. Clermont, B. Dousset, B., MEDESIIE: Une méthode de conception de 
systèmes d'Intelligence Economique, Communication au colloque IDMME'2000, Montréal, 
Canada, 16-19 Mai (2000). 

148



23. Samier H., Sandoval V.: La veille stratégique sur l’Internet, Hermès Sciences, Lavoisier, 
Paris (2002). 

24. Simon, N. J.: “Gaining organizational sponsorship, Competitive intelligence review, Vol. 7 
(3) (1996) 80-82. 

25. Simon, N.J, A. Kern:It would be easy if it weren’t for people, Competitive intelligence 
review, Vol. 12 (1) (2001) 59-69.  

26. Stoffels, J. D.: Environmental scanning for future success, Managerial Planning, 31(3), 
(1982) 4-12. 

27. Thiétart, R.A.: La stratégie d'entreprise, Mac Graw Hill, Paris. (1984). 
28. Thiétart, R.A.: La stratégie d'entreprise, Mac Graw Hill, Paris. (1990). 
29. Miller, J. P., “Some competitive intelligence advice”. Information today, Vol. 16(7) (1999) 

p. 56. 
30. Ansoff, H.I., « Managing Strategic Surprise by Response to Weak Signals », California 

Management Review, Winter, vol. 18, n°2 (1975). 
 
 
 

149


