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Abstract 
It has been shown that firms that perform benchmarking and are aware of the external 

environment are more likely to succeed. An approach to benchmarking is innovation 

benchmarking, which is a concept used to describe what factors that contribute to a 

benchmarking success. As for all types of benchmarking, the goal is to accomplish a better 

and more beneficial organization but it is not always easy to identify what other companies, 

industries or governments do well. Measuring innovation can be difficult, and it is therefore 

important to find the right variables and using the right performance metrics to be able to 

analyze the best practice. The book chapter gives a good understanding for the importance of 

benchmarking and how it can be used. The author has good knowledge and experience about 

the subject and the context of the chapter is well structured. The language makes the subject 

interesting and as a reader, you want to turn to the next page. This chapter, from the book 

Global Innovation Science Handbook (2014), is worth reading because of the good context 

and the information it provides.    

 

_____________________________________________________________________ 

 

1. Introduction 
Innovation benchmarking is a broad concept, not often prioritized within companies since it 

requires a lot of investment of both time and effort. We have performed a book critique on a 

chapter where the concept of benchmarking is explained. The book that was chosen to 

criticize, is Global Innovation Science Handbook (2014), more specifically chapter 10, which 

is providing information about innovation benchmarking. The author of the chapter is Klaus 

Solberg Søilen, a professor in competitive intelligence and digital marketing. Klaus has 

worked in France, the US, Norway and Sweden. He has published many scientific articles, 

half a dozen of books and is also an editor at Journal of Intelligence Studies in Business. 

 

Before reading the book, our expectations were to deepen our knowledge of benchmarking, 

more specifically in innovation benchmarking. We wanted to understand why benchmarking 

requires much time and how to implement a process for benchmarking into the organization. 

By reading this chapter, we got a deeper understanding for the concept and the different 

insights of it. We learned that benchmarking is not a case study, rather a study where the 

company compare their own products, services etcetera to the toughest competitors. We have 

also learned the difference between innovation benchmarking and benchmarking innovation. 

Innovation benchmarking refers to how to become or stay innovative, while benchmarking 

innovation can be hard to proceed since it is something completely new, meaning that there is 

no company to compare the innovation with. Benchmarking can also be done externally, 

which means benchmarking the competitors, or internally, which means that the company 

mailto:emmbac13@student.hh.se


 

 

 

 2 

analyzes themselves. Three steps to successful benchmarking was also presented in the book, 

where the critical “moment of truth” appears, which refers to the fact that many companies 

have the information to a successful benchmarking, but fail to implement it anyway. What can 

be concluded from the chapter is that benchmarking is not something prioritized nowadays 

among companies, which is a shame since it improves what they are doing. Benchmarking 

results in that companies are aware of their environment, contributing to that they can succeed 

in the industry. 

 

Our book critique is structured as followed. In this section, called introduction, our purpose 

was to give a good understanding for the chapter in general. In section two, which is the 

analysis, we first evaluate the presented theory and comparing it to other relevant data. The 

second part of analysis consist of an evaluation of the book structure and the context. In 

section three, we conclude this critique with our general opinion of the chapter. We also 

present the main points and explain to which audience we would recommend the chapter to. 

 

2. Analysis 
2.1 Evaluation of presented theory  

In this section, the main parts from the book is highlighted. To ensure the different parts 

relevance, the data is evaluated and discussed. We present what other researchers has come up 

with regarding the subjects and in that way, we ensure that the data presented by the author is 

trustworthy.  

 

The author indicates that innovation benchmarking is mostly common among private 

companies but during the recent years, the public sector has also emphasized this way of 

work. It can be concluded that nations put different efforts into research, which results in how 

successful the innovations become. In Sweden, most of the money for research comes from 

state institutions and foundations, while the US total spending on R&D is provided from the 

private sector. A study about Global innovation index is presented in the book, which shows 

how innovative countries are. The result presented from the study demonstrate that 

Switzerland has the highest index and Sweden is ranked as the second most innovative 

county, not far behind Switzerland. From our point of view, this indicates that it must be a 

positive relationship between funding from the government and successful innovations.  

 

It has been proven that innovation has a high significance in weak economic climates and that 

western governments have used innovation as a strategy to get out of economic crises. Most 

people have knowledge about the economic crisis that turned up in 2008. Many countries 

suffered of high unemployment and had a hard time to lower the numbers of joblessness. To 

turn the crisis, many of the western governments prioritized innovation. It was their strategy 

to get the economy to grow again. The author presents a study that have been done by the 

Organization for Economic Co-operation and Development (OECD). It is an organization that 

among other missions helps governments to indicate what drives social, environmental and 

economic change. The study present that innovation, entrepreneurship, Information and 

Communication Technology (ICT) and human resources, are drives for economic growth, 

which also can be ensured by earlier presented research. For example, we know that a study 

presented by Quinn (1979), indicated that organizations that implementing an entrepreneurial 

culture within the organization are those who succeed. Nelson and Winter (2002) argues that 

efforts spent on research and development will contribute to better innovations and resulting 

in economic growth. This ensures that innovation is a driver for economic growth. It can 

therefore be concluded that earlier researcher’s findings ensure that the context presented in 

this section of the book is trustworthy. 
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As earlier research also designates, the author highlights the importance of innovations as a 

driver for a nation´s economic growth. As an example of the relationship between trade 

among nations and economic growth, Adam Smith´s theory about competitive advantage of 

nations is mentioned. To gain sustainable growth, countries must observe how other countries 

are acting, and what they are producing and selling. If we reflect upon this pronouncement 

and the data that the author present, this is the knowledge that Porter (1990) has built his 

theories upon. Porter (1990) argues that a nation's competitiveness depends on the capacity of 

its industry to innovate and upgrade. Strong domestic rivals, aggressive home based suppliers 

and demanding local customers also contribute to a high competitiveness among nations.   

The author also states that some companies don't believe they have competitors and he is 

arguing that this is not true. In the end, all companies are competing for the same customer. 

History shows that many companies have been outcompeted by other firms that they didn´t 

knew existed. An example of this kind situation is explained in the book. The 

telecommunication company Ericsson had one major competitor in 2012, Huawei. Ten years 

later, Ericsson had five competitors and no one of them was Huawei. This example illustrates 

the importance of benchmarking and being aware of what is happening in the external 

environment. If we connecting to other researchers, Bower and Christensen (1995) ensures 

this phenomenon and their findings indicate that this situation among companies is true. 

When firms get outcompeted by other firms, Bower and Christensen (1995), refers to those 

companies as disruptive companies. Loosely speaking, it means that new entrepreneurial 

firms come from below, with new radical technologies, and change the rules for the industry. 

The book presents the concept of benchmarking as a useful tool to understand what 

competitors do and how to learn from best practice. Another researcher within the field, 

Porter (2008, p. 3-4), present the importance of analyzing the external environment. His 

famous model, five forces, is used for competitive intelligence and it describes how attractive 

it is to act in a certain industry depending on the external factors. Our opinion is that it 

competitive intelligence can be seen used as a complement to benchmarking or a necessary 

activity to perform to be able to understand what specific area to benchmark.    

In the definition section of the chapter, the author also present that benchmarking can be 

described as a tool that promotes imitation. We agree with this statement since our perception 

of benchmarking is to learn from those who are doing well in an industry. We also know that 

Imitation has been defined as a strategy for companies, Bolton (1982). Being an imitator has 

certain benefits, where one is that it is possible to learn from the “leaders” mistakes. We argue 

that this strategy and way of work can be related to benchmarking since the goal is to learn 

from others and implement the good practice in the own organization.     

 

The author claim that it is a challenge to know what variables to look for when performing 

innovation benchmarking. In this context, variables refer to factors or key performance 

indicators that specifies what an innovation is. Back in the days, more specifically in the 

1970s and 1980s, technology was the only variable to look for but with time it has changed. 

Even though technology is an important variable there are lot of different factors to look for 

today when detecting innovation. Design is for example a variable that have made Apple's 

products to breakthrough innovations and the special design of the products is a key factor for 

the company's success.  
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What variables to look for when detecting innovation in a competitor is presented in the 

chapter. A few chosen variables from the chapter is presented down below: 

• Market position 

• Competence 

• Creativity 

• Senior management support 

• Speed 

• Flexibility 

The author states that it is important to not focus on all the variables. It is more beneficial to 

select some of them to get a more specific benchmarking process. By studying the different 

variables from the chapter, we can conclude that these factors contribute to successful 

innovation. If a company implement some of the variables, it is more likely that the company 

will develop an innovative firm. This is also proven by other researcher’s theories. Porter 

(2008, pp. 34-35) for example, highlights the importance of a strong market position. It is 

essential to find the hole in the market, create a defendable position and develop a suitable 

strategy to outperform the competitors. Further on, creativity can be a challenge to create in 

an organization. Judge, Fryxell and Dooley (1997) argues that the management has an 

important role when developing high innovative firms. Their study showed that if managers 

create a good community within the workplace it will result in an innovative firm and 

motivated employees. In our opinion, this work climate results in a high level of creativity 

since the team members are comfortable with each other. Quinn (1979) also states that firms 

that has an entrepreneurial culture are more innovative. The structure of an entrepreneurial 

firm can be described as “chaos with guidelines” which is a beneficial environment for 

creativity. Cooper (2008) argues about the importance of a fast, flexible and adaptive 

innovation process. Customers don’t realize what product they want until they can see and use 

it by themselves, which is why it is important with speed and flexibility. Flexibility can also 

be seen from a wider perspective, since Bower and Christensen (1995) argues that a firm 

needs to be flexible in order to survive from new disruptive firms. It has been shown that if 

the senior management is involved in the firm’s establishment of innovation, it results in 

better performance for the firm, O’Reilly and Tushman (2011). Altogether, we argue that 

choosing only a few variables when performing the benchmarking is necessary. As the 

variables indicates, innovation can be seen from many different perspectives and it is 

therefore important to be consistent to receive results from the benchmarking.  

When talking about metrics for innovation benchmarking, a consulting company called 

innovation point, highlights three metrics to look for. These are return on investment (ROI), 

organizational capability metrics, and leadership metrics. Leadership metrics refers to the 

manager’s ability to support a culture of innovation, which according to the author can be 

complex and difficult to compare. If we referring to another source, Barney (1986) ensures 

this statement about the difficulties to benchmarking culture. Barney (1986) arguing that a 

firm´s culture is a competitive advantage if the culture is hard to imitate, which supports the 

fact that it is difficult to benchmark cultures. Firms that succeed to create valuable and rare 

cultures are often hard to imitate. Even if it is hard to measure leadership and organizational 

culture, it is according to the author essential to look for while performing a benchmarking. 

The author further states that benchmarking is not only about finding variables and 

measurements, it is also about how to use the collected data. This involves an analysis, 

decision making, implementation and follow-up. The author presents the different steps of 
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how to work with the benchmarking process, which is preanalysis, analysis and decision 

making. During the preanalysis phase, activities such as identifying problems and defining 

performance indicators are executed. During the analysis phase, the company identify 

possible performance gaps, communicate performance indicators and writes a case study of 

best performance practices. During the last step, the decision making, goals and objectives are 

settled and competence that is needed is identified for example. The process of benchmarking 

is illustrated with a figure, which makes it easier for the reader to understand what activities 

that are involved under every step. The requested result of the process is to have a list of best 

practices for the specific industry, meaning how the best performing companies are 

succeeding. The written explanation of every step in combination with the presented figure, 

makes it easy for the reader to understand the benchmarking process. 

The author also present a strategic innovation framework developed by consulting firm. They 

present the managed innovation process as a result of six key functions which are the 

following: 

• Industry foresight 

• Core technologies and competencies 

• Consumer/customer insight 

• Organizational readiness 

• Strategic alignment 

• Disciplined implementation 

These functions are hopefully leading to a number of specific results, that can occur in forms 

of a new product, a new service, new markets or a new business model for example. The 

framework is nicely presented with a figure, but it can be hard to understand. Innovation Point 

is mentioned multiple times throughout the chapter, which is good because it shows that the 

author uses the same source many times, indicating that it is trustworthy. Although, 

Innovation Point is not described in a detailed way, it is only mentioned in the beginning as a 

consulting company. This causes confusion since the name occur multiple times and the 

reader is lacking knowledge about the firm. We suggest that the author could have given a 

short introduction about Innovation Point in the beginning of the chapter. A brief description 

of the firm and its business would have contributed to a better understanding for the reader 

since it is a source that is used frequently throughout the whole chapter. 

 

2.2 Evaluation of the book structure and the context  

The setup of the book is very well structured and clear. The content of the chapter, is not only 

presented with text, which is good. Images, tables and diagrams are used to present the 

content in an interesting and understandable way. In the beginning the author defines the 

separate meanings of innovation and benchmarking and discuss them in scenarios related to 

present companies. This results in that the reader gets a very good understanding for the topic 

and be prepared for the coming context. A quote from the chapter shows a good example of 

what is mentioned above: 

 

“Benchmarking is a form of comparison where we sometimes include all major players and 

define a “best practice,” today usually on an international scale as markets have become 

truly global. As such we may say that benchmarking as a method is the opposite to a case 

study, were we to study one country or company at a time. In benchmarking we have many 

companies or industries or countries on the X axis and many variables to measure against on 

the Y axis.”, Søilen (2014, p.143). 
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The author continues throughout the chapter to give good examples and presents different 

definitions of benchmarking from other researchers as well and is continuously referring to 

previous text, which gives a deeper understanding for the concept. In the definition phase, the 

author mentions perception, what new things are for different people. Later on in the text, 

perception is mentioned once again under “forms of benchmarking”, where the author refers 

to the definition section. This is a good example where the author is referring back to previous 

sections in case there is an uncertainty. 

 

2.3 Critique 

The chapter that has been read and analyzed, gives us a good overview of the concept 

innovation benchmarking and why is it important. Although, we think that the chapter 

involves a lot of different aspects on benchmarking on a very general level, which is why it 

can be hard to get a deeper understanding of the concept. The author also provides a lot of 

relevant examples from other authors, in some cases even too many, which can create 

confusion. For the reader to fully understand the chapter, prior knowledge in the area 

innovation is needed. We think that this is optimal, since in our opinion it might be to many 

new definitions and concepts to understand otherwise. 

 

We think that from our own experience from working with innovation, competitive 

intelligence is important. It is critical to understand the environment when working with 

innovation, and it should therefore be more highlighted in the chapter. What has not been 

mentioned in detail is how to collect data for benchmarking. How to perform benchmarking is 

also missing, the author states that benchmarking is an ongoing process but does not provide 

information about how to implement benchmarking and how to keep the process going. From 

a reader's point of view, it can be questioned if there is a general way to implement 

benchmarking or if it has to be adapted to the company. The author mentions that 

benchmarking can be executed internally and externally, but does not explain the meaning of 

them very detailed. We assume that the chapter is written from an external point of view, but 

we think that the author should state that more clearly.  

 

Overall, the chapter is very well written and it is easy to follow and understand the text. The 

author is using trustworthy sources and methods to present data, which in our opinion is still 

valid and relevant for the topic. We think that the chapter has provided a better understanding 

for innovation benchmarking, since our prior knowledge was general. We have also learned 

the different ways of how to use benchmarking and that it can be done internally and 

externally. Innovation benchmarking have different meanings in different contexts, for 

example in the government or in private companies. We also learned that benchmarking can 

be a settling factor to why companies succeed, depending on how well the benchmarking is 

executed. Overall, we feel that the book provided many good insights of benchmarking and 

the ways it can be used. We also learned the importance of benchmarking and not seeing it as 

a waste of time.   

 

3. Conclusion  
In this chapter, the concept innovation benchmarking is described. The author explains why it 

is important to perform benchmarking and what it can generate for both the private and the 

public sector. Measuring innovation can be difficult, which is why it is important to find the 

right variables and using the right performance metrics. The author argues that it is important 

to analyze competitors and the external environment of the organization. This because, it is 

essential to learn from others in order to succeed, especially in industries with new advanced 



 

 

 

 7 

technology. We agree with the author that analyzing the external environment can be a 

difficult procedure and we base our conclusion on scenarios from the real business world. We 

can see that many companies have failed because of less efficient analysis of the surrounding 

world. This fact has also been ensured by other researchers within the field and therefore we 

argue that innovation benchmarking is worth considering for both companies and the public 

sector.   

 

When reading the chapter, it feels like the author has very good knowledge of the subject 

innovation benchmarking. The sources that are used is trustworthy and the chapter is well 

structured and has a logic setup, which makes it easy to read. The language and the way the 

author writes makes the subject interesting and as a reader, you want continue and turn to the 

next page.   

 

What we like with the chapter is that the author present several definitions of innovation and 

benchmarking in order to understand the applied concept, innovation benchmarking. The 

author also draw parallels to the reality to make the topic understandable. We think that 

referring to examples from the reality is a positive thing to do when describing a new concept. 

At the same time, we argue that it is important to not have to many different examples and to 

many different definitions. This contributes to that it is difficult to define and understand the 

overall concept that the author wants to explain. On the other hand, this may be the author's 

idea, to give a wide picture of the concept and introduce the reader to the different views.    

If you have not heard about benchmarking, this chapter will generate and introduce new 

noteworthy knowledge. Since we have previous knowledge in the field of innovation, it was 

interesting and instructive for us to read the chapter. However, we believe that people without 

basic knowledge about innovation can find it difficult to understand the context of the 

chapter. We state this because innovation is a wide term and can be seen from many different 

perspectives, which need to be considered to get an overall view of the meaning of 

innovation. It is worth reading the chapter and we recommend it since it widens the 

understanding for benchmarking and the positive aspects about it but also its challenges. 

We recommend this book chapter for students with focus on innovation, marketing and 

enterprise. It is also suitable for business managers, who wants to create a better innovative 

climate within their firm. We argue about this since the chapter highlights the importance of 

being aware of the external environment and learning from others to succeed. Reading this 

chapter about innovation benchmarking gave us a deeper understanding for the subject and 

we are now curious and want to look deeper into the topic.  
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