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ABSTRACT This article explores the role of financial intelligence in the context of 

intelligence studies. Reviewing relevant literature, the field of intelligence studies is divided 

into a public, and a private sphere, which is directly related to businesses and organizations. 

Consequently, this context is clarified before financial intelligence could be placed in a 

theoretical framework and further defined in a content-related way. The recent lack of a useful 

definition, that addresses several aspects, was emphasized by providing an appropriate 

explanation of financial intelligence. For illustration purposes, a link to the theory on 

organizational power (bases of power) is made to show how organizational power can be 

promoted by financial intelligence. Thus, financially intelligent individuals have good 

opportunities to increase their expert power and informational power for example. In fact, it is 

advantageous for both individuals and organizations. Within our line of argumentation, we 

assume that financial intelligence is a good source for power, because finance in general is 

recognized as essential for organizations and business success. In a nutshell, there are good 

reasons for focusing financial intelligence in future studies and in practice. 
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1. INTRODUCTION 

Since success in business is more and more 

achieved by knowledge that results in 

competitive advantages, also its research 

becomes more important. Whereas several 

scientific disciplines exist that already 

cover many different aspects of 

management, intelligence studies can help 

to frame the knowledge in order to provide 

a systematic understanding of intelligence 

in a business context. 

However, many studies from the past 

have issues with defining intelligence 

studies clearly, which is a necessity for 

every scientific discipline, according to 

Solberg Søilen (2015, p. 36). Additionally, 

intelligence is used in different areas, such 

as public and private (Solberg Søilen, 2015, 

p. 37), so that confusion may rise among 

scientists leading also in a lack of 

knowledge when it comes to its common 

sense for the society. Nevertheless, since we 

recognize the potential of intelligence 

studies for businesses, we attempt to foster 

its general understanding as well as a 

specific part of it, namely Financial 

Intelligence (FI). By now, this subarea is to 

a main extent part of the public intelligence 

studies, addressing topics such as money 

laundering, terrorism financing, tax evasion 

and other criminal activities on a non-

organizational level. Hence, we link this 

research to existing contributions on 

business FI, including proper 

argumentation for the context which it is in. 

As stated above, this paper does not only 

draw on previous research in a usual way to 

contribute to a scientific area, it also helps 

to understand the meaning and importance 

of FI by describing its specific conditions. 

Furthermore, we include research on behalf 
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of FI also in a traditional way: Once it is 

defined and explained, a link to 

organizational power is created, assuming 

that individuals can promote their power by 

increasing financial knowledge. 

Similar to intelligence studies that lack 

of a clear understanding, FI is not properly 

defined in research either. In fact, scientific 

literature indicates that FI in a business 

context is virtually not existing, although it 

is a part of intelligence studies. In contrast, 

many articles refer to FI in one or another 

way, but these are articles that address 

problems which are not directly connected 

to organizations. Therefore, it is highly 

necessary to work on a fundament for 

business FI. 

The reason for considering 

organizational power as an established 

scientific theory in business is a research 

gap on traditional phenomena or problems 

in the context of intelligence studies. 

Recently, Solberg Søilen (2016) conducted 

a survey on research demand in and 

definition proposals of intelligence studies. 

As a result of his work for a research 

agenda, respondents stated that research 

should also focus on “traditional 

phenomena or problems like HRM, risk 

management, soft power, measuring the 

value of CI, information access” (Solberg 

Søilen, 2016, p. 26). Consequently, we 

absorbed the need for this specific 

information and considered organizational 

power as a valuable point for accessing FI. 

With respect to the stated research gaps 

above, we developed the following two 

research questions that provide guidance for 

this contribution: 

1. What is financial intelligence in the 

context of intelligence studies? 

2. How can organizational power be 

promoted by financial intelligence? 

To address these problems, this paper 

consists of two main parts: Financial 

intelligence in intelligence studies, where 

the context and extent of FI is emphasized. 

Secondly, organizational power and 

financial intelligence, which incorporates 

organizational power in the context of FI. 

2. METHOD 

This article is a qualitative paper with the 

interest of contributing to a broad scientific 

discourse by adding clarification on 

intelligence studies, and financial 

intelligence in particular. In addition, the 

importance of FI in the business context as 

a subarea is outlined by providing a link to 

organizational power. As already indicated, 

two major parts build this article that are 

reflected in the research questions. With 

respect to the state of the art, the content of 

this work is based on existing research gaps. 

As stated, the term intelligence studies 

has a lack of a common meaning and is 

defined in multiple ways. This is also the 

case when it comes to FI. Importantly, this 

paper is written for intelligence studies in 

business, meaning private over public 

intelligence. Hence, we see this topic from 

an organizational point of view which also 

supports the corporations’ understanding on 

FI. Referring to the research gap on HRM 

and soft power, organizational power is 

viewed as intra-organizational and related 

to micro-politics. We argue that this link is 

a plausible way of filling one gap of many. 

For this article, data in form of both 

journals and books has been reviewed. 

Considering numerous databases, including 

SCOPUS and Web of Science, it is 

mentioned that most of the contributions 

emphasize FI in a public perspective. 

By February 2017, FI is basically a 

popular term in scientific databases. For 

example, searching for FI as a keyword in 

SCOPUS, 2,122 document results appear. 

This suggests much research in this setting. 

Nevertheless, limiting the results to the 

subject area “Business, Management and 

Accounting” and to articles only, 81 results 

come up. After further limitations on FI in a 

stricter business sense, only 8 documents 

are shown, none linked to “FI” particularly. 

Alternatively, searching for “FI” as a 

keyword in SCOPUS, 11 documents are 

found, 10 of them about FI in the public 

context that is linked to financial crime. The 

remaining article is published in the Journal 

of Intelligence Studies in Business in 2011 

and illustrates the processing of financial 
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statement information by XBRL reports and 

MS Excel (Ditter et al., 2011). Although 

financial information is an essential part of 

FI, as we can see later, the article does not 

provide any relevant substance on FI either. 

After literature research in numerous 

other databases, which show similar 

outcome, it is noticeable that business FI 

has an inherent lack of a conceptual 

understanding. Despite this, a very few 

books, to which we refer later, provide a 

first understanding of FI in business. We 

enhance this understanding and build on a 

fundament for FI in the context of 

intelligence studies in business. 

Consequently, also comprehensive search 

for books has been done to receive 

sufficient data in order to elaborate the topic 

appropriately. 

3. FINANCIAL INTELLIGENCE IN 

INTELLIGENCE STUDIES 

In this section, we discuss FI in intelligence 

studies. Therefore, it is necessary to explain 

the context on the one hand, and describe FI 

with relevant literature on the other hand. In 

fact, the terms that are stated here are 

differently used in theory and practice. 

Therefore, a sufficient explanation of the 

content is needed to provide a valid 

contribution. 

3.1 Intelligence context 

Basically, we divide intelligence studies 

into two different spheres: Public and 

private. Since public intelligence addresses 

the affairs of the state, private intelligence 

is considered as related to business (Solberg 

Søilen, 2016, p. 23). 

Intelligence studies in public have been 

developed much earlier, so it is still 

plausible that research results are primarily 

visible within this context. Marrin (2016, p. 

267) states that tangible scientific roots go 

back to the mid of the 20th century, when 

Sherman Kent argued for further literature 

on intelligence, as it is needed in order to let 

it reach full maturity as a discipline, 

stepping up from a sole method or 

vocabulary (Kent, 1955, p. 3).  

Just as both authors above addressed the 

validity of public intelligence as a 

discipline, Solberg Søilen (2015) did it for 

the private context. He argues that the 

importance of this field is increasing, 

because it starts to reflect on its own 

contribution. Nevertheless, the recent work 

by Marrin (2016) shows that intelligence 

studies is not finally discussed as an 

academic discipline yet, making it even 

more difficult to reach this level for 

intelligence studies in business. 

More specifically on the definition of 

intelligence, the Clark Task Force of the 

Hoover Commission defined intelligence 

studies as something that “deals with all the 

things which should be known in advance 

of initiating a course of action.” (Clark, 

1955, p. 26). Hence, this definition may be 

seen as one of a few origins of what we call 

today knowledge management. Another 

publication, edited by Johnson (2007), goes 

along with the public perspective, which 

links intelligence studies with agencies such 

as the Central Intelligence Agency (CIA) 

and the Federal Bureau of Investigation 

(FBI) in America. This is the exact sphere 

of military, security and other state affairs. 

Considering the history and importance of 

intelligence studies in a public view, the 

amount of publications in this context is not 

surprising. In contrast, the lack of scientific 

articles for intelligence related to business 

is obvious, as already noted in the first 

chapter. Searching for an actual specific 

term within intelligence studies, FI for 

example, leads to content about money 

laundering, terrorism, financial institutions, 

law enforcement or commercial crimes 

which is not in contact with organizations 

on a regular scale. 

Further definitions of (public) 

intelligence are briefly outlined in a 

comprehensive document, provided by 

Warner (2002). Some of the definitions that 

he listed come rather close to information 

and intelligence in a business sense, 

although he is summarizing intelligence as 

connected to confidential sources, state 

purposes, foreign entities, etc., which is not 

matching with the needs of this context. 
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Nevertheless, we consider the following 

definition from a high-ranking CIA officer 

with business background as valuable for 

and close to this issue: 

Intelligence is “a compilation and 

distillation of the total knowledge on any 

given area or subject.” (Kirkpatrick, 

1973, p. 3) 

Again, this definition is about knowledge in 

a straight perspective. Hence, we conclude 

that intelligence has been in touch early 

with knowledge and its recent management. 

Another maybe more practical way of 

finding a useful definition for intelligence 

studies in business has been gone in the 

Journal of Intelligence Studies in Business, 

referring to the Brown-Aspin Commission: 

“The Commission believes it preferable 

to define 'intelligence' simply and 

broadly as information about 'things 

foreign' – people, places, things, and 

events – needed by the Government for 

the conduct of its functions.” (Brown-

Aspin Report, 1996, p. 5) 

Solberg Søilen (2015) argued for the need 

of a single definition for both public and 

private. Consequently, he transferred the 

definition of the Brown-Aspin Report into a 

business context by replacing 

“Government” by “organization”. As a 

result, a framework for intelligence studies 

in business has been provided recently: 

“Intelligence Studies (IS) is about 'things 

foreign' – people, places, things, and 

events – needed by the organization for 

the conduct of its functions.” (Solberg 

Søilen, 2015, p. 37) 

Since the government, or its agencies, can 

be seen as organizations, the definition 

would fit for public intelligence as well. 

Continuing with the progress on 

intelligence in business, the term 

Competitive Intelligence (CI) comes up. 

For clarification purposes in the scientific 

discourse, this term was previously used for 

intelligence studies (Solberg Søilen, 2015, 

p. 35). Hence, the origins of our framework 

are based on CI literature, a term that has its 

roots in the military field before it was 

turned into a legal discipline applied to 

businesses (Chevallier et al., 2016, p. 1192). 

Briefly considering the importance of CI 

research, we remember on the contribution 

of Calof and Wright (2008), who outline the 

long history of CI, stating that the academic 

view of CI has started in 1960s by 

addressing environmental scanning in 

literature. Beside the academic view, the 

authors explored the concept of CI also 

from a practitioner and inter-disciplinary 

perspective. When we argue on placing FI 

in this area, we will come back to the inter-

disciplinary view of CI, as it provides a 

starting point for the justification of FI. 

Several descriptions of CI support the 

understanding of intelligence studies in 

business. For example, Calof (2001) states 

that CI is a recommendation that stems from 

a systematic process which involves 

planning, gathering, analyzing and 

disseminating information on the external 

environment. Additionally, Chevallier et al. 

(2016, p. 1192) suggest that CI “includes all 

the information and knowledge in a 

business. It enables the creation, 

perpetuation and transmission of 

knowledge coming from markets and 

corporate stakeholders.” 

Assuming CI is separate of knowledge 

management, it can be seen as a platform of 

knowledge for the business in analyzing 

information to create knowledge. Precisely, 

an interdependency between CI and 

knowledge management is suggested 

(King, 2009; Chevallier et al., 2016; Calof, 

2001). 

Many definitions on CI or intelligence 

studies, reflected by both statements above, 

have in common that information from the 

environment is gathered and analyzed by 

businesses in order to improve their 

decision-making. 

Recalling the approach of Solberg Søilen 

to find a fitting definition for intelligence 

studies, we can see a match of his definition 

and the ones we listed for CI. Furthermore, 

in one of his articles, organizations are 

considered as intelligent, when they search 

for significant pieces of information that 

affect the business as a whole (Solberg 
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Søilen, 2016, p. 22). Hence, we can use this 

component to build a fundament. 

Finally, with respect to literature search, 

CI experiences much research interest: 

Using SCOPUS for document results on CI 

as a keyword, the number 6,308 appears. 

Nevertheless, about one third is within the 

subject of business, as the other part are 

contributions on computer science and 

engineering mainly. 

 

 

Figure 1 indicates accurate relations of 

the areas within intelligence studies. As we 

can see on the right side, public, police, 

military intelligence constitute the historical 

sphere of state intelligence, which is 

outlined as major but overlapping opponent 

to private intelligence in this illustration. 

More interestingly for us, on the left side 

many different areas build the private 

intelligence context: Business, market, 

competitive, marketing, financial and 

competitor intelligence. With respect to the 

topic of this paper, one of a very few 

scientific roots for financial intelligence are 

slightly suggested by this illustration. 

Interestingly, according to this, FI is to a 

large extent a part of private intelligence 

and almost not in the public sphere. 

Considering existing literature on FI, it may 

be reverse. In fact, with proper arguments, 

FI will belong essentially to private 

intelligence, which is business-related. 

Although the fields and its delimitations 

may be questionable, with this illustration it 

is attempted to visualize the areas of 

intelligence studies. Since a classification of 

intelligence studies is very difficult by now, 

we value the work of Solberg Søilen (2015) 

on providing an overview of the topic. 

3.2 Financial intelligence in business 

After setting the context of intelligence 

studies in business, we can systematically 

include the subarea of financial intelligence 

into this area, that is supposed to become a 

discipline in the future. 

The status is that FI may be a part of 

intelligence studies in business as suggested 

in Figure 1. Nevertheless, there is no actual 

contribution which provides a distinctive 

explanation for this placement. 

Additionally, we have already mentioned 

that theoretical research on FI is very rare. 

Especially context-based contributions, 

which provide a necessary starting point for 

FI. Before FI is defined and described 

content-related, we start discussing about 

the highly necessary framework. 

Considering the definitions of 

intelligence studies in business and CI 

accordingly, FI must be seen as a subarea 

within a field that is about information, 

which is obtained and analyzed by an 

organization in order to improve their 

decision-making. Although the term 

knowledge might be seen as different to 

intelligence, we only see the importance of 

separation for theoretical use, arguing that 

practitioners can hardly divide between 

intelligence, knowledge and information. 

Before we come back to the context and 

definition of FI, we present recent 

contributions on FI that came up in 

literature. In fact, many articles or books use 

FI as a term, but lack information about the 

nature of FI and necessary explanations. We 

have found two publications in which 

authors present their understanding of FI. 

Book 1: Transformational Intelligences 

Nazemoff (2014) is arguing on an entirely 

new approach, using the term FI as one of 

four core areas that build “Transformational 

Intelligences” for business. The novelty of 

this approach is determined by several 

terms which do not really fit into the 

scientific context of intelligence studies for 

a moment. In his view, the four intelligences 

Figure 1: Classification of Intelligence Studies 

(Solberg Søilen, 2015, p. 37) 
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of the business mind are financial, 

customer, data and mastermind intelligence, 

creating even more terms that hover in 

scientific studies. What can he contribute to 

the definition of FI then? Specifically, FI is 

defined as “the ability to collect and use 

financial data to generate insights that 

inform intelligent decision making 

regarding items like cash flow, profitability, 

and growth, as well as quality and 

productivity.” (Nazemoff, 2014, p. 3) It is 

about decisions that are required in order to 

improve an organizations financial health. 

Although his book is involving a 

neuroscientific perspective and rather 

practical than theoretical, we can see 

similarities of the context of FI in which this 

definition is raised. Hence, FI in his view is 

seen as the collection and use of financial 

data for decision-making. Underlined by 

examples, such as cash flow, profitability 

and growth, FI is a necessary step prior to 

any financial management decision. 

Furthermore to consider, since the book was 

written for business managers, FI is seen on 

an individual level. This contrasts with the 

usual understanding of intelligence studies 

where the organization is in focus. 

Nevertheless, we logically conclude that 

individual knowledge within a firm is a 

necessity of having knowledge or 

intelligence on the entire business level. 

Book 2: Financial Intelligence 

Another book, which addresses FI even 

more in detail, was initially published by 

Berman and Knight in 2006, the second 

edition in 2013. Titled as “Financial 

Intelligence: A Manager's Guide to 

Knowing What the Numbers Really Mean”, 

the authors provide a comprehensive 

overview about FI for practitioners. The 

title already suggests that this contribution 

is similar to Nazemoff (2014) in a scientific 

perspective, because FI is seen as 

individual-based knowledge in order to 

improve it. 

That this book is primarily written for 

practice is visible when we notice that both 

authors published different editions for 

several professions within a business: 

 “Financial Intelligence: A 

Manager's Guide to Knowing What 

the Numbers Really Mean” in 

2006/2013 

 “Financial Intelligence for 

Entrepreneurs: What You Really 

Need to Know About the Numbers” 

in 2008 

 “Financial Intelligence for IT 

Professionals: What You Really 

Need to Know About the Numbers” 

in 2008 

 “Financial Intelligence for HR 

Professionals: What You Really 

Need to Know About the Numbers” 

in 2008 

Berman and Knight (2013) describe 

financial intelligence in the preface section 

of their book as the understanding of how 

financial success is measured and how it has 

an impact on the performance of a 

corporation. Furthermore, they outline that 

every individual performs better when they 

have this understanding. So it is confirmed 

that we are on an individual level. The 

authors state that FI is a set of skills that can 

be learned. Hence, it is not something rare 

that is strictly limited within a company. In 

contrast, FI in this sense is seen as 

knowledge or understanding which is open 

to every employee. It is divided into four 

distinct skill sets: 

1. Understanding the foundation: FI in 

individuals is reflected by the 

understanding of financial measurement 

basics, such as the income statement, 

balance sheet and cash flow statement. 

Further, managers know the structure and 

terminology that is used. 

2. Understanding the art: The disciplines 

finance and accounting are an art as well as 

a science. Since some numbers are fact-

based and others rely on assumptions, 

individuals must know where the artful 

aspects of finance appear in order to 

question and challenge what is provided in 

practice. 

3. Understanding analyses: As a 

consequence to the previous skill sets, 

analyses are conducted to underline and 

prove financial decisions. This is done by 
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ratios for example. It is a point where 

decision-making is distinctively addressed. 

4. Understanding the big picture: When it 

comes to the interpretation of numbers, it is 

always important to consider the context. 

This, what is described as big picture here, 

is exemplified by factors such as the 

economy, the competitive environment, 

regulations, customer needs or new 

technologies. 

All the skill sets must be practiced and 

applied, according to Berman and Knight 

(2013). In practice, managers must speak 

the language, ask questions and use the 

knowledge that they obtained by learning. 

Consequently, individual FI is increased. 

Briefly to the content of the book: Much 

knowledge, that is outlined in the 

description of FI, is delivered by the authors 

in eight chapters. To the main extent, the 

chapters cover the meaningfulness and use 

of the income statement, balance sheet, 

cash, ratios, return on investment, working 

capital management and financial literacy. 

Hence, these topics reflect what the authors 

understand as FI in theory. 

Other sources on FI 

As already outlined, FI is regularly 

addressed in contributions within the 

public/state intelligence context. Even 

though, it is not defined accordingly, 

assuming FI is about financial information 

that is obtained by Financial Intelligence 

Units (FIU) for security and law 

enforcement purposes. 

On a non-public level, Kamil et al. 

(2014) focused on personal financial 

management and a “financial intelligent 

quotient” which is supposed to measure the 

financial knowledge, skills and confidence 

of making financial decisions on an 

individual/personal level. They conclude 

that FI has never been defined academically 

in their context but cited mostly in 

organization-related contributions. 

Therefore, the authors also intend to define 

the concept of FI. Furthermore, they refer to 

Berman and Knight (2006) when the roots 

of FI in the organizational context are 

mentioned. Beside the importance of 

Berman and Knight (2006/2013), this 

article underlines that FI is still missing a 

framework on the one hand, and a definition 

is highly needed on the other hand. 

Definition and framework of FI 

Considering existing literature, we finally 

develop our own definition of FI and link it 

to intelligence studies. 

Financial Intelligence is the ability to 

obtain and analyze financial data, that 

stems from internal and external 

sources, with the main objective to 

support decision-making in 

organizations. 

In this definition, we include several parts 

that we view as relevant in this context. 

Firstly, it is an ability which reflects the 

practical use of theoretical knowledge. In 

the end, every part of intelligence studies 

must be seen from an output-oriented 

perspective. Secondly, FI is about the 

collection and analysis of financial data. 

Hence, financially intelligent individuals 

know how relevant information is received 

and interpreted. Thirdly, data collection is 

not limited to internal or external factors of 

a corporation since both is needed for 

adequate argumentation. The knowledge of 

this context is especially important when 

data is not given but calculated. Fourthly, 

since businesses act in a dynamic 

environment where competitiveness and 

success is increased by right decisions, its 

support is addressed by FI. Consequently, 

FI is considered as a necessity for success 

when financial decisions are made. 

We argue that this definition is valid 

within the scientific and practical 

framework of intelligence studies in 

business as well as for public authorities 

which serve on legal and security issues. 

Furthermore, it considers existing 

contributions on FI which see the approach 

on an individual level. As other authors, we 

see individuals as a starting point for FI. 

Nevertheless, the advantages are primarily 

organization-related, because FI is 

improving decision-making processes 

which finally results in higher business 

success. 
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As mentioned in chapter 3.1, the inter-

disciplinary view of competitive 

intelligence may particularly help to place 

FI within the scientific context. Considering 

this perspective, “CI involves the collection 

of information, internal, external and from 

competitors, but also from customers, 

suppliers, technologies, environments, and 

potential business relations” (Calof and 

Wright, 2008, p. 723). Since our definition 

includes the variety of (financial) data 

which stems from many different internal 

and external sources, FI is congruent with 

this context explanation. Further, CI is 

about systematic scanning, “including 

noticing and interpreting competitive 

stimuli … to stay abreast of changing 

market conditions” (Calof and Wright, 

2008, p. 723). We have outlined the 

appearance of a dynamic environment 

above, making proper collection and 

interpretation of data necessary for 

competitive advantage. Finally, a study by 

Fehringer et al. (2006) revealed the 

connection of CI with financial results in 

practice, e.g. revenue, cost savings, profit 

and financial goals. Hence, we argue that 

the content of FI, as we understand it, has a 

reasonable place in the context of 

intelligence studies. 

4. ORGANIZATIONAL POWER 

AND FINANCIAL INTELLIGENCE 

Building on the fundament of FI, we apply 

this subarea of intelligence studies on an 

existing theory in business, namely 

organizational power. As outlined in our 

introduction, we contribute with the 

intention of filling a research gap within 

intelligence studies, where power and 

human resources is named as traditional 

phenomena or problem on which research 

should focus. Assuming that FI is 

advantageous for both individuals and 

organizations, this chapter is rather 

addressing the intra-organizational, 

personal level, which is directly related to 

previous books on FI. Scientifically, we 

raised the question, how organizational 

power can be promoted by FI. Since the 

field of power in organizations is addressed 

by different angles with a large extent of 

literature, we restrict our study on an 

established theory, which has its roots 

nearly 60 years ago when the bases of 

power were introduced. 

4.1 The bases of power 

Historically, research on power bases has 

basically started in 1959, when French and 

Raven have published an article named 

“The bases of social power” which has been 

highly cited since then. Although John R. P. 

French and Bertram H. Raven are social 

psychologists and therefore not business 

researchers sensu stricto, the social theory is 

well applicable within organizational 

contexts. 

Prior to the core of the theory, necessary 

terminology must be considered in brief. 

With respect to Dahl (1957) and Borum 

(1995), power refers to a social relationship 

between two parties. Further, person A has 

power over B, when A can guide B to do 

something that B would otherwise not do. 

Buchanan and Badham (1999) see the 

concept of power clearly related to control 

and the ability of individuals to achieve 

their desired results. Additionally, power 

can be seen as (a) an individual property 

that is possessed and where sources are 

studied. It may also be considered as (b) a 

relational property, describing it as a 

property which roots in a relationship 

between individuals. This perspective is 

attributed to French and Raven (1959, p. 

150), who define “power in terms of 

influence, and influence in terms of 

psychological change.” Lastly, power may 

also be described as (c) an embedded 

property, where organizational culture and 

its modules become crucial for power 

structures. 

We see power, as it is described in 

literature, well transferable into the 

organizational context and our purpose, 

because every organization and business is 

a social context with acting humans. 

According to French and Raven (1959), 

the identification of the major types of 

power and its definition was one 
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fundamental purpose of their paper. The 

relationship between an individual which is 

being influenced by a social agent was 

explicitly investigated. The following 

power bases were listed and described: 

 Reward power 

 Coercive power 

 Legitimate power 

 Referent power 

 Expert power 

 Informational power (added in 

1965) 

With references to French and Raven 

(1959) as well as Raven (1965; 2008), the 

following explanations are provided: 

Reward power is defined as the ability to 

reward another person. This includes both 

the offer and rejection of any kind of 

rewards (personal and impersonal). Power 

is increased when the extent of rewards is 

higher, but also when the person can decide 

about the magnitude of the reward. 

Examples for rewards in organizations are 

promotions, training opportunities, raise in 

salary or also public praise. 

Coercive power is very similar to reward 

power with the difference that people are 

influenced by threats, punishments or 

sanctions – not necessarily announced 

though. Power is apparent when people 

expect that they will be punished in case of 

failure. In change and risk scenarios, 

coercive power is remarkably high due to 

uncertain consequences and high potential 

impact. Examples may be salary cuts, 

demotion, dismissal or unwanted work 

assignments. 

Legitimate power stems from a formal (or 

even informal) position, rank or title that a 

person has within a social structure. Hence, 

there is no particular action needed that 

power is existing. Organizations with a 

clear structure and chain of command 

strongly reflect legitimate power. After a 

comprehensive scientific discourse, a recent 

contribution by Raven (2008) distinguishes 

between the following types: 

 legitimate position power (most 

obvious form, e.g. supervisor 

influencing a subordinate) 

 power of reciprocity (active when a 

person does something beneficial 

for another) 

 power of equity (as reciprocity, but 

thought as an equalizer for 

something that damaged or harmed 

a person) 

 power of responsibility (the 

obligation to help others who cannot 

help themselves or require 

assistance) 

Referent power derives when individuals 

identify themselves with another person 

such as a superior. So, the superior is 

recognized as someone that is worth to be 

copied or just closely associated with. 

Instead of a single person, a group can also 

be the desirable referent. Then, the person 

will try to become a member of this group. 

With greater attraction or identification, 

also referent power will increase. 

Importantly, similarities within the persons 

will also rise and remove behavioral 

diversity. A plausible example in 

organizations for referent power would be 

the charisma of a manager or CEO and the 

emulation of this person. 

Expert power is simply the power that 

people gain by knowledge, more accurately 

the perception of knowledge, that is 

necessary for a special situation. Beside 

knowledge, distinct skills, abilities or 

experience can be a source. Since 

businesses require many different kinds of 

specific expertise, experts are highly needed 

in organizations. Hence, expert power is an 

essential power base in complex systems 

such as companies. When individuals have 

expert power, they have a higher chance to 

become more important, get promoted and 

gain legitimate power consequently. There 

are numerous examples of experts in nearly 

every department in organizations. For 

example, market analysts, strategists, 

recruiter, developer or tax specialists. 

Within all the professions, further experts 

with additional knowledge may appear. 

Informational power stems from 

information that an individual has and 

others do not. In detail, information is 

controlled and used whereas others may 
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need it to complete or improve anything. By 

delivering the information, a different 

behavior may be consciously intended, 

resulting in a “socially independent 

change”. As the perception is crucial, this 

power can be signaled by providing insights 

of the attained information for example. 

Research suggests that informational power 

is increasingly relevant, especially since 

information technology provides access to 

most information, making uncovered 

information even more rare. An example in 

an organizational context can be a different 

instruction technique for performing a 

production process. When workers are led 

by plausible information to an alternative 

way which is then adopted, dependency 

through informational power is shown and 

increased. 

The bases of power are a simple theory 

of organizational power that is both 

established in science and practice. 

Furthermore, it has become an important 

part in leadership education within the field 

of human resources. Essentially, managers 

need power to become active and fulfill jobs 

in an effective way. A precondition for this 

is the possibility of mobilizing resources, 

whether employees, assets or anything else. 

4.2 Promoting organizational power 

by financial intelligence 

As outlined, organizational power stems 

from different angles and is substantial for 

being an effective manager as well as for a 

successful organization, since success is 

basically achieved by right strategic and 

operational decisions. Noting that 

intelligence studies in business, and 

subsequently embedded financial 

intelligence, is about decision-making 

either, we argue that the connection 

between power and FI is interesting to 

investigate and discuss. 

Based on the power types above, we 

systematically examine how and to which 

extent FI can promote organizational power 

in the context of social relationships. 

Independ of a position, that is linked to 

financial responsibilities such as in a 

finance department, reward power can be 

promoted by FI in a way that it can help to 

identify reward opportunities that otherwise 

would have not been identified. Hence, FI is 

a requirement for discovering rewards, 

which then can be assigned to other people. 

For example, a manager has knowledge 

about the budget of a department. With FI, 

he can identify which expenditures are 

planned in the budget and which numbers 

are estimated or assumed. By knowing 

which numbers are not given but variable, 

he can lead to lower factual costs, using the 

difference for reward purposes. 

Considering several budgetary items, 

significant reward power can be 

established. In a nutshell, it is about the 

identification of rewards which is achieved 

by FI. 

Whereas the nature of coercive power, as 

a contrary to reward power, may not be 

influenceable because of either power for 

punishment exists or not, it can be promoted 

or visualized by FI though. So, it is not a 

source of power but a factor for its 

execution. The ability to analyze decisions 

or processes financially gives a person the 

opportunity to compare with other results 

which is a necessity for the formation of an 

opinion. Furthermore, knowledge on the 

financial context will help to interpret 

numbers accordingly. Certainly, this is 

relevant for both sanctions and rewards. For 

example, a manager with coercive power on 

his/her subordinates can more easily 

execute the power when financial 

information can be obtained. If the manager 

is able to calculate a necessary ratio about 

productivity and compare it with previous 

timeframes or other companies, the 

manager is improving the decision-making 

process and can therefore lead better to a 

desired outcome. 

When we discuss legitimate power and 

FI it is important to remember that the role 

of finance is evaluated as fundamental for 

businesses, because success is measured in 

numbers finally. Hence, individuals with 

financial knowledge have a good status and 

opportunities for climbing the hierarchy. 

Additionally, in businesses, CFOs are 
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considered as the right hand of CEOs, 

which outlines the importance of the 

finance department and FI. Firstly, 

legitimate power can be promoted by FI 

when a certain education is visible to other 

people. For example, when individuals 

maintain an academic title in business or 

finance, it is assumed that they have a high 

degree of FI. Furthermore, certified 

accountants are proven to have knowledge 

in accounting, for example. Thus, legitimate 

power is generated only by the title of a 

certified public accountant (CPA). 

Secondly, FI promotes legitimate power, 

because with a financial background or 

education, the probability of getting 

promoted is increased. The third access 

point to promote legitimate power is by 

responsibility, because individuals may be 

more likely to ask for help when someone is 

considered as financially intelligent. 

Certainly, this is linked to expert power as 

well. 

There is a moderate opportunity to 

promote referent power by FI. This could be 

done when individuals radiate not only 

knowledge, but also self-confidence and 

reliability which may be linked to their 

success. We assume that financially 

intelligent people are more likely a referent 

for others due to the stated reasons on 

legitimate power. This is exemplified by 

managers that understand financial data. So, 

they have a good stand in argumentations 

and are recognized as good leaders. 

Furthermore, when managers are 

responsible for the collection of data, they 

are perceived as competent since they 

provided information on which important 

decisions can be made. 

Obviously, one of the most important or 

even the most important access point for 

promoting organizational power by FI is 

expert power. Precisely, because this kind 

of power is sensu stricto absorbing all the 

knowledge and abilities that stem from FI. 

Whether it is the understanding of financial 

measurement basics, the artful aspects of 

finance, analysis skills or the interpretation 

of any numbers. If individuals prove their 

financial intelligence explicitly, there is no 

doubt that organizational power will 

increase. The reason for this is the 

immanent need for financial expertise, what 

we already discussed above. This financial 

expertise is a crucial part of every business 

and absolutely necessary for achieving 

success. Numerous examples, such as well-

backed interpretation of any numbers or 

analyzing specific situations financially, 

can be listed to confirm the interest of FI. In 

contrast, we argue that less FI of individuals 

decreases the general perception of 

expertise, because a basic level of FI is 

required that managers are considered as 

knowing and capable. 

The informational power, which has 

been included in the theory later, is well 

connected to FI in two ways. On the one 

hand, employees who work with financial 

data, such as managers or people in finance 

departments, have specific information 

about business results and processes. Since 

this is information that is more or less kept 

secret for good reasons, its rarity increases. 

For example, an accounts receivable 

accountant, which has necessarily high FI, 

obtains information about every result that 

is connected to customers. On the other 

hand, even more suitable for promoting 

informational power from zero on is that 

individuals with (higher) FI can 

significantly better use existing 

information. In practice, financial 

information is often available through 

internal or external sources. Therefore, 

individuals who have the ability to analyze 

financial data can improve their 

argumentation, interpretation and decision-

making. For example, an ordinary 

employee in the sales department will have 

greater informational power to colleagues 

and superiors if s/he indicates the ability to 

read the income statement and calculate 

some sales-related ratios. Consequently, 

organizational power is increased because 

the employee can argue in line with 

managers. 

In a nutshell, there are various access 

points where FI can promote the 

organizational power of individuals. This, 

not only by expert power, which seems 
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clear, but also through other sources. A 

basic argument for the importance of FI and 

its ability to promote organizational power 

is that finance plays a significant role in 

every business. There are plausible reasons 

that CFOs have the final say in one or the 

other practical discussion, because success 

is finally measured in financial terms which 

is the bottom line for every shareholder of a 

company. 

Furthermore, Berman and Knight (2013, 

pp. 18-23) outline the following benefits for 

individuals who increase their FI: 

 Increased ability to critically 

evaluate a company 

 Better understanding of the bias in 

the numbers 

 The ability to use numbers and 

financial tools to make and analyze 

decisions 

We consider these points also related to the 

promotion of expert power as outlined in 

this section. Additionally, since FI should 

be considered on an organizational-level as 

well, also benefits for a company are 

suggested: With FI, strength and balance 

throughout the organization is increased, 

better decisions are made, and greater 

alignment is achieved (Berman and Knight, 

2013, pp. 23-24). 

5. CONCLUSION 

In this article, we have provided answers for 

two specific research questions. Firstly, the 

role of financial intelligence in the context 

of intelligence studies was emphasized. 

Since the term FI is confusingly used in 

different research areas, such as public and 

private intelligence, a replicable 

explanation is needed, arguing that FI in an 

organizational/business context has never 

been defined adequately with respect to 

intelligence studies. As a consequence, the 

definition and classification of intelligence 

studies for public and private use was 

analyzed in detail. With this theoretical 

groundwork, FI as a subarea within 

intelligence studies could have been placed 

in this context. Thereafter, relevant FI 

literature was reviewed before our own 

definition of financial intelligence was 

presented. With respect to this definition, FI 

is the ability to obtain/analyze financial data 

from internal/external sources, aiming for 

improved decision-making in 

organizations. We argue that this definition 

is suitable both for the content and context 

of existing studies. Furthermore, it can be 

used as an anchor for further research in FI. 

Considering the vast number of areas that 

are stated in Figure 1, comprehensive 

research is required in order to clarify the 

context of intelligence studies and 

subsequently, its subareas. 

The second part of this paper is based on 

the important theoretical chapter on FI. If 

we would not have provided a detailed 

insight previously, there would still be a 

significant lack in the framework of FI and 

the second part would have suffered. With 

respect to this fundament and defined 

research gaps by Solberg Søilen (2016), we 

attempted to demonstrate the impact of FI 

on organizational power. Since there is a 

variety of theories on power, we focused on 

the established theory about bases of power 

which was initially described by French and 

Raven in 1959. In their contribution, reward 

power, coercive power, legitimate power, 

referent power and expert power were 

outlined what we consider as the 

composition of organizational power. In a 

later study, informational power was added 

to meet the theoretical demand. In this 

article, the different power bases were 

analyzed for our purpose, arguing how FI 

can promote each power base and 

subsequently organizational power in 

general. Although there is an obvious 

connection between FI and expert power, 

also reward power and informational power 

in particular are valid access points for 

being promoted by the ability to obtain and 

analyze financial data. Another essential 

argument is the general importance of 

finance. Hence, people with a financial 

background have lower barriers for gaining 

legitimate power, even it is just reflected by 

a specific education. 

This qualitative contribution is 

characterized by a scientific clarification of 



13 

financial intelligence. We attempted to 

explicate the context and content of this 

subarea within intelligence studies. 

Furthermore, we addressed recent needs for 

specific research within the field of 

intelligence studies in business. 

Consequently, a theory of organizational 

power was included to illustrate the scope 

of financial intelligence. 
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