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Abstract: There are many studies that have focused on the Albrecht model of
organizational intelligence (OI) and its seven dimensions (strategic vision, shared fate,
appetite for change, heart, alignment and congruence, knowledge deployment, and
performance pressure), but the current study presents a new attempt to study OI
using the Yolles model in its three dimensions (self-reference, self-regulation, and
self-organization) (2005). This study sought to determine the effect of organizational
intelligence on market expansion (new markets and new product) in the Jordanian
pharmaceutical industry, and it examined the effect of transformational leadership
as a mediating variable on the relationship between organizational intelligence and
market expansion. The study sample consisted of 231 respondents taken from six
pharmaceutical companies divided into three categories according to their size as
small, medium and large companies. The results confirmed that there is a significant
positive effect of the two dimensions (self-regulation and self-organization) on new
markets, while three dimensions of OI have a significant effect on new products in the
pharmaceutical companies.

Keywords: organizational intelligence (OI), self-reference, self-regulation, self-
organization, market expansion.

Introduction

The companies are constantly seeking to introduce new concepts and
methods in order to confront the competing companies. Therefore,
it is time for these companies to think seriously about organizational
intelligence (OI) as an effective source in order to overcome their
organizational obstacles using their organizational capabilities to increase
their efficiency internally and improve their market expansion. Today’s
business environment is characterized by intense competition, rapid
technological progress, challenges of globalization of markets and
unpredictable environmental changes, which forces companies to adopt
new managerial approaches such as OI (Kazemi et al., 2012) to enhance
competitiveness and organizational agility that contribute to improving
performance and individual flexibility in line with environmental changes
(Bahrami et al., 2016). It also provides a framework for making the right
decisions at the right time that accelerate the conversion of knowledge
and expertise into business value (Weijermars, 2011, p. 1).

222


https://doi.org/10.15388/omee.2021.12.55
https://doi.org/10.15388/omee.2021.12.55
https://www.redalyc.org/articulo.oa?id=692372861011
https://www.redalyc.org/articulo.oa?id=692372861011
https://orcid.org/0000-0002-6659-3764
https://orcid.org/0000-0002-6659-3764

Najm A Najm, et al. Organizational Intelligence and Market Expansion in Jordanian Pharmaceutical Companies

According to Albrecht (2003, p. 122), a company with a high
OI will improve the utilization and mobilization of its brainpower
in order to achieve its own goals, and be more ready to transform
into a leading smart company. In many companies, OI can assist
in strategic adaptation with the changing environment to meet the
challenges of survival in various fields and make the company more
powerful to reach its goals (Daneshfard et al., 2016). Therefore, OI has
become a prerequisite for success in these companies, which contributes
to enhancing organizational performance evolution by strengthening
organizational innovation capacity (Kalkan, 2005), consideration of OI
as an expansion of company knowledge and experience, which represents
the center of its operations in an unusual environment (Yolles, 2005)
and leads to the generation of new knowledge, foresight, and creativity
(Schwaninger, 2003). Many studies have confirmed the importance of
Ol and its positive impact on the capabilities and the results of corporate
business. Ol is an ability to solve problems and meet the challenges of the
external environment efficiently and effectively, therefore it contributes
to improving the competitiveness of the companies (Daneshfard et
al, 2016; Fink et al, 2013; Bavarsad et al., 2014), promoting the
culture of cooperation, synergy, empowerment and creativity (Matsuda,
1992). Empowering thinking and learning from experience increases
economic wealth, growth opportunities (Veryard, 2012), and possibilities
of achieving agility and compatibility with changes (Bahrami et al., 2016),
enhancing organizational performance and innovation capacity (Kalkan,
2005), dealing efficiently with complex situations and ambiguity (Lefter
et al., 2008), making the right decisions in a timely manner (Albrecht,
2002), and increasing job satisfaction (Fink et al., 2013).

We believe that there is a gap in the studies that have addressed
organizational intelligence. The Yolles model has not received sufficient
attention in its managerial studies so far. There are numerous studies
that have focused on the Albrecht model and its seven dimensions of
OI (strategic vision, shared fate, appetite for change, heart, alignment
and congruence, knowledge deployment, and performance pressure)
(Bahrami et al., 2016; Jahanfar & Shariatmadari, 2015; Balavar et al.,
2014; Khanghahi & Jafari, 2013). However, the Yolles model with its
three dimensions (self-reference, self-regulation, and self-organization)
has lacked such studies from a management perspective until now. Also,
studies that adopted the Albrecht model focused on the relationship
between OI and performance criteria within the company, while the
impact of OI on market performance did not receive such attention from
researchers. Accordingly, this lack of studies made it difficult to compare
the effect of OI on market expansion with the results of other studies.

In this study, market expansion is an indicator of positive performance
that represents the company’s ability to grow through the introduction
of new products or entering new markets. The positive effect of OI
within the company can be reflected in the company’s ability to better
understand its external environment and development trends in its
markets.

223



Organizations and Markets in Emerging Economies, 2021, vol. 12, ntim. 1, Julio-Octubre, ISSN: 2029-4581 / 2345-0037

In this sense, OI in the cybernetic dimension that depends on
the system’s ability to collect and process the vast amount of market
information, and in the behavioral dimension (Fink & Yolles, 2011;
Albrecht, 2002), which depends on the attitudes, feelings and brainpower
of employees to achieve an understanding of customers and their
development trends in the market, can contribute to achieving market
expansion in better conditions. Also, transformational leadership can
provide an appropriate organizational climate for using OI to serve the
company’s market expansion.

This study seeks to shed light on the concept and dimensions of
OI based on the Yolles (2005) model through extensive review of
the literature in this field. It also aims to determine the effect of the
dimensions of OI (self-reference, self-regulation, and self-organization)
according to the Yolles model on market expansion (new markets
and products), as well as the effect of transformational leadership as a
mediating variable on the relationship between OI and market expansion.
According to Bass (1985), transformational leadership in its four
dimensions (idealized influence, inspirational motivation, intellectual
stimulation, and individualized consideration) is the ability to motivate
followers to perform beyond what he/she would normally expect. This
leadership is more consistent with organizational intelligence, which
requires empowerment of employees in self-regulation, and organization.
Also, some studies (Afsar et al., 2019; Peterson et al., 2009) focused on
the mediating effect of transformational leadership on the relationship
between variables. In this context, this study provides a new attempt for
this effect on the relationship between organizational intelligence and
market expansion.

Organizational intelligence concept

Intelligence is the human ability for learning, reasoning and
understanding, which forms mental activity (Magala et al, 2007),
it is the ability of the individual to think logically and rationally,
strategically, mathematically, and scientifically (Ghoneem, 2017). There
isa company intelligence that represents a company’s ability to appreciate
and harness its own knowledge about its environment, to construct new
valuable knowledge, and to pursue its goals effectively and efficiently
(Yolles, 2005; Fink & Yolles, 2011). The intelligence of a company
with market knowledge and environmental scanning generates smart
activities and practices that spread across departments (Bratianu et
al., 2006). Also, this intelligence uses knowledge management as an
adaptive tool for coping with its constantly changing environment
(Kazemi et al., 2012). It involves grasping truths, relationships, facts,
and meanings through knowledge and the gathering of information
(Buchko, 2019, p. 40). According to Eysenck and Barrett (1985),
there are three kinds of intelligence: biological (the factors that
influence it are genetics, physiology, and biochemistry), psychometric
(family upbringing, culture, education and socioeconomic status) and
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social (family background, health, culture factors, experience etc.)
intelligence. These types emphasize the possibility of extending the
concept of intelligence to other types. Gardner (2008) specified seven
forms of intelligence: logical-mathematical, verbal-linguistics, musical
intelligence, visual-spatial, kinesthetic, interpersonal and intrapersonal
intelligence. Researchers agree that intelligence refers to the following
basic abilities and characteristics: ability to process information,
fast learning and problem solving, ability to adapt to and reshape
environment, ability to understand the feelings, thoughts, and behaviors
of people, and to act appropriately in different situations. These abilities
and characteristics can be found at the company’s level as OI in
processing huge amounts of information, responding to wide and varied
relationships, and solving new problems in a rapidly changing business
environment.

In business, the focus is not on the IQ as much as it is in
psychology (Wells, 2013), while the types of applied intelligence are most
important in business practices. For this reason, we can find more than
twenty types of intelligence such as: business intelligence (Miller et al,,
2006), electronic business intelligence (Liautaud & Hammond, 2000),
emotional intelligence (Mayer et al., 1999), social intelligence (Bar-
On, 2000), cultural intelligence (Ang et al., 2015), strategic intelligence
(Weijermars, 2011), competitive intelligence (Calof et al., 2008), moral
intelligence (Lennick & Kiel, 2005), executive intelligence (Menkes,
2006), corporate IQ (Underwood, 2004), business intelligence (Cohen,
2004), e-business intelligence (Liautaud & Hammond, 2000), spiritual
intelligence (Zohar & Marshall, 2001) and others.

The concept of Ol was first mentioned in 1967 by Harold Wilensky, an
American professor, who said that the OI as organizational capacity with
the help of information will lead the company by collecting, analysing,
organizing information to produce knowledge and new decision-making
methods in the company to become better (Wilensky, 1968). However,
the real beginning that led to OI can be found in the early studies
presented by Senge (1990), Nonaka (1991, Nonaka & Takeuchi,
1995) and Argyris (1999, 2002, 2010), which were concerned with
organizational learning and knowledge creation in the company. Singh
raised interest in organizational learning, stressing the importance of
learning in acquiring new information, which contributed to developing
the ability of individuals and the company to achieve goals. The important
contribution of Nonaka was his seminal work “Knowledge Creating
Company”, which can be considered the official beginning of a new type
of management represented in knowledge management. In his study,
Nonaka coined the four stages of the ISEC model as a spiral process
of creating and learning knowledge, while Argyris made his important
contribution through the two learning circles. In the single-loop, learning
relates to learning when solving a simultaneous problem. In the double
loop learning, learning by solving this problem is used to change old
rules of problem solving and to develop new principles and rules that
determine future behavior. Also, from the perspective of organization
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theory, organizational intelligence accelerates important shifts. Daft
(2008) indicated that modern companies like the learning organizations
achieve many transformations: from vertical to horizontal structure, from
routine tasks to empowered roles, from formal control systems to shared
information, from competitive to collaborative strategy, and from rigid
to adaptive culture. Organizational intelligence, with its characteristics
and components, can contribute to achieving these transformations
in an efficient manner. With the great development in information
technology and the superior ability to process big data, cyber intelligence
is associated with organizational intelligence as one of the organizational
transformations in learning and knowledge-intensive organizations.

In the Yolles model, OI is related to cybernetic intelligence and
normative trail system as data, information, and knowledge on the one
hand, and to normative trail personality as emotional, social, and cultural
intelligence on the other hand (Yolles, 2018). According to Akgun et
al., (2007), there are two perspectives to organizational intelligence:
behavioral perspective and social/emotional. In the same context,
Kazemi et al. (2012, p. 2) determine three approaches to organizational
intelligence: behaviorist, cognitive, and adaptive approach. The Albrecht
model can be classified within the behavioral approach, while the
Yolles model is classified within the adaptive approach that combines
the cognitive (the cybernetic modeling of company) and behavioral
approach (the ability to deal with complex and varied problems in the
company). In this study, the Yolles model was categorized within the
managerial approach as this approach is the most comprehensive of the
organizational resources of any company.

Matsuda (1992) from Japan is one of the authors of OI theory,
he viewed OI as the combination of human intelligence and machine
intelligence. In his view, intelligence is a set of mental capabilities of
a company which has two components: process and product. Matsuda
(1993) defined OI as a company’s ability to realize a competitive
advantage within the market, and survival in exceedingly dynamic
surroundings depends on the process of organizational information
and its problem-solving capabilities. Albrecht (2002), who provided an
important model of OI, defined it as “the ability of the company to
mobilize all available mental capacities, and focus that brainpower to
achieve its mission”. Yolles (2005) also contributed to the development of
another model of Ol in three dimensions (self-reference, self-regulation,
and self-organization). He defined OI as an expansion of knowledge
ideas, which is the center of operations, includes actors (individual or
multilateral) to identify, connect practices and adapt cultural knowledge
in a vast environment to fulfill top management’s vision. In both of these
definitions, Ol is related to a company’s ability to mobilize brainpower
and knowledge capabilities in order to achieve its vision and mission.
Another view is presented by an organizational cybernetics that links OI
with the company’s ability to collect and process information, where OI,
according to McMaster (1996), is a whole company’s ability to collect
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information, innovate and generate knowledge, and apply it to meet
survival challenges. Table 1 provides many definitions of OL

Table 1
Definitions of OI
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behavior.

Through a deep review of these definitions, we can observe that there
are three basic approaches to dealing with OI:

i. Psycho-social approach: It is related to the personality as significant attitudes,
preferences-connected feelings, and to culture as shared and espoused values. In
this approach, intelligence is a part of normative personality theory and trait
theory (Fink & Yolles, 2011).

ili. Managerial approach: It is a holistic approach that integrates OI with all
components of organization theory and corporate capabilities. The organizational
structure, units, and job specialization are solid factors that restrict the company
and hinder its organizational flexibility. Ol in its three dimensions represents the
soft factors that employ the positive capabilities and relationships of employees in
order to improve the company’s ability to quickly respond to market expansion.
According to Matsuda (1992,1993), OI represents the aggregate intelligence as
the process of collection of members that proceeds from an individual to the
entire organization via various sizes of groups. According to this approach, Ol is a
combination of organizational cybernetics in a sense of organizing and controlling
communication and information about the company within its environment and
company-specific capabilities (corporate models and choices).

Finally, the cybernetic approach to OI can contribute to improving
performance by processingand analyzinginformation, but the managerial
approach contributes to improving this performance at the company level
with all its information and human resources.

OI models

Ol is the intelligence of a company with all its organizational dimensions
(organizational memory, organizational cognition, organizational
learning, organizational communication, and organizational inference)
(Tzafestas, 2017, pp. 143-144). Therefore, this intelligence has been
linked to the corporate culture. Fink and Yolles (2011) attempted
to reinforce the OI model with Schein’s organizational culture model
(1985). The three dimensions of OI are explained by the three levels of

organizational culture in Schein’s model as follows:
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o Self-reference: Underlying assumptions: belief system and
patterns of knowledge

o Seclf-regulation: Espoused values: figurative base decision,
imperatives and attitudes, and strategic organizing

o Self-organization: Artifacts: Operative management, pragmatic
base, efficacious directed action with social consequence

In this context, we refer to Matsuda’s model (1992). In this model,
human intelligence (as a dynamic process to solve unstructured and non-
systematic problems including new problems) was linked to cybernetic
intelligence (machine intelligence as a structured static product for
gatheringand processing information) in the organization. This aggregate
vision is necessary to understand OI, but it lacks a necessary third
dimension, which is the contextual intelligence in which both other
components: the human and the cybernetic can work. The organizational
context based on the knowledge codification strategy enhances cybernetic
intelligence in controlling the existing environment, but it is at the
expense of human intelligence. Otherwise, in the organizational context
based on the knowledge personalization strategy, human intelligence is
strengthened to solve new problems and face the challenges of a rapidly
changing environment.

Table 2
Two models of OI

aise

The second important model of Ol is the Albrecht model, which has
received great attention in researchers’ studies. This model includes seven
dimensions that provide a general framework for the abilities of the
company such as the strategic vision (the identity of the company and
its focus area), the shared fate (management and personnel partnership),
the heart (the tendency to provide the best for the company), appetite
for change (rewriting business model), alignment and congruence (all
resources for achieving the message), knowledge development (creation
and application of knowledge), and finally, performance pressures (sense
of performance and achievement of company goals). The third model
of OI is the Yolles model that focuses on the three self-dimensions in
the work: self-reference, self-regulation, and self-organization. However,
this model offers yet another insight of OI in terms of dimensions
that are closer to the company’s normative personality (Yolles, 2009)
and the firm’s character (Underwood, 2004). Both of the latter two
models include the main components and abilities of the company, with
a difference in the number of dimensions and the details associated with
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them. Table 2 shows the convergence between the Albrecht and Yolles
models.

OI dimensions

The researchers did not agree on the number, content, characteristics,
and dimensions of OI. They have determined the number of these
dimensions in different ways. According to Weijermars (2011, p.
265), OI was used as a corporate IQ that included four components
(experiential, componential, contextual, and emotional IQ). Underwood
(2004, p. 205) identified three areas of focus (strategy, organization,
and character), Gonyea and Kuh (2009) referred to three dimensions,
Schwaninger (2001) to four dimensions, Ercetin et al. (2000) to six
dimensions, Kazemi et al. (2012) to eight dimensions. As we mentioned,
Albrecht (2002) identified seven dimensions, and Yolles (2005) and
Fink and Yolles (2011) determined three dimensions of OL In terms
of content, these dimensions are focused on organizational factors and
arcas through which the positive effects (at the high level of OI) and
the negative (at the low level of OI) ones can influence organizational
effectiveness. According to Gonyea and Kuh (2009), the dimensions of
Ol are: technical and analytical intelligence, intelligence of understanding
procedural problems, and context intelligence; Schwaninger (2001)
emphasized adaptability, effectiveness in shaping its environment,
virtuosity, and sustainability, Ercetin et al. (2000) pointed to promptness
in action and reaction, adaptation to changing situations, flexibility and
convenience of operations, ability to detect prudence and being prudent,
ability to use imagination, effective communication with stakeholders.
Kazemi et al. (2012) adopted seven dimensions: structural, cultural,
strategic, informational, behavioral, communicational, functional and
environmental. This study adopted the Yolles model and its three
dimensions of OI The researchers also differed in determining
the characteristics of OI. These characteristics are: effectiveness of
performance management, systematic management of competencies,
continuous learning (faster than competitors), ability to renew itself
continuously, spiritual intelligence (Sydanmaanlakka, 2002); ability to
adapt with environmental changes, problem solving, communication,
compatibility (Bavarsad, 2014); possession of collective, emotional
intelligence, and organizational innovation capability (Kalkan, 2005);
thinking and learning from experience (Veryard, 2012); power of
organizational culture (cultural intelligence) (Fink & Yolles, 2011), and
synergy, continuous development of intellectual capital, double-loop
learning (deterministic thinking), a non-linear system (Bratianu et al.,
2006). According to Kazemi et al. (2012), the clearest characteristics are
refinement and utilization of resources, capabilities and competencies in
four interrelated areas: learning, cost minimization, flexibility and quality
improvement. Matsoda summed up with three characteristics that are
interaction, consensus, cooperation (Matsuda, 1992), Fink et al.(2013)
considered possession of organizational coherence, sustainability, social
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intelligence. In the Yolles model, there are three dimensions of O], or
3Ss: self-reference, self-regulation, self-organization. The definition and
meaning of these dimensions are as follows:

Self-reference: Varela et al. (1974) enter the concept of
“autopoiesis” (derived from Greek roots autos (self) and poied (to make))
into scientific discourse, which means self-production (Schwaninger &
Groesser, 2012). In this dimension, the se/f means a corporate entity
with an orientation to stimulate tacit and explicit knowledge and changes
characterized by organizational efficiency (Mattavelli et al., 2017),
sociologist Luhmann (1984) introduced the concept of self-reference
(Schwaninger, 2003). Self-reference means the company’s ability to
reflect upon what it does and deal with aspects such as its identity,
values, purpose, goals, tasks and activities as a fundamental property
(Schwaninger, 2006), expression of corporate identity and organizational
culture as part of a knowledge base (Fink & Yolles, 2011), and a totality
of values and rules that constitutes and stabilizes the unity and identity
of the company (Schwaninger, 2015). Therefore, self-reference is the
company’s ability to develop systems, instructions, and guiding policies
that reflect the vision, identity, culture, and values of the company that
achieve the sustainability of the company’s processes and products and
maintain its markets (Hempel et al., 2011; Schwaninger, 2006).

Self-regulation. The concept of self-regulation was used by biologist
Bertalanfly during the 1940s in general systems theory, and later
began to emerge as a major force in the study of both physical and
social phenomena, including the fields of organizational development,
administration and management (Glor, 2015). This concept represents
the company’s ability to organizational control, monitoring, setting and
adjusting of company goals control, in addition to commitment to
processes and continuous improvement to reach appropriate adaptation
to the environment (Cardoso, 2011). Self-regulation is consistent with
creative performance and emphasis on company’s ability by setting
their own standards to monitor their progress according to these
standards (De Stobbeleir et al., 2011). There are four steps of self-
regulation: (1) Setting Criteria: adopting standards of performance and
goals; (2) Monitoring: regulating the behaviour that occurs while the
actual work is in progress; (3) Control: comparing actual performance
against the selected performance criteria; (4) Feedback: evaluation of
the results and initiation of corrective action (Christmann & Taylor,
2006; Lyons & Bandura, 2017). Regarding the importance of self-
regulation, it contributes to determining the priority of shared goals and
improvement of managerial effectiveness (Ashford & Tsui,1991; Bryant,
2007), increasing positive attitudes, job satisfaction, loyalty, coherence,
distinctiveness, commitment, work morale and results orientation
(Alvesson & Willmott, 2002), developing more competences to enhance
effort and better choices of strategy, learning, change acceptance and
performance improvement (Lyons & Bandura, 2017), contributing to
a holistic sustainability management system (Panagiotakopoulos et al,,
2016).
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Self-organization. It was first proposed by Ashby in 1947, who
noticed that the dynamic system evolves spontaneously into what is now
called an attractor in biology, chemistry, physics, computer simulations,
engineering, sociology and management systems (Heylighen, 2013). In
1962, it was used to explain how purposeful human systems are able
to organize themselves and adapt to the ever-changing environment
(Yolles, 1999, p. 176), alter their pre-existing structures and behaviors
during periods of instability, to produce more adaptive and new forms of
structure and behavior (Kiel, 2009). This process leads to self-organizing
with high levels of knowledge integration and interaction with a shared
purpose by synergetic cooperation (Schwaninger, 2003). Thus, self-
organization turns into a critical factor to act collectively and achieve
organizational development and flexibility to access the company vision.
Table 3 shows the dimensions of OI and the components of each
dimensions.

Table 3

Three dimensions of OI

It is important to emphasize that many companies need OI to
add value and gain competitive advantage, but there are barriers and
contraindications to OI that negatively affect the company’s ability to use
it effectively such as: lack of support from managers, weak social capital,
poor knowledge management, complexity of the process, lack of general
information about OI advantages, and numerous decision-making
centers (Shahabi et al., 2012); limited capacity for innovation, lack of
understanding of environmental changes, slow response to problems,
inconsistent or ineffective policies, lack of focus in communication
and action (Veryard, 2012). March (1999) identifies three problems
in this area: (1) the problem of ignorance and misunderstanding of
the future which reflects new changes (difficult to anticipate), (2) the
problem of conflict that leads to difficulties in exchanging information
and cooperation among members, (3) the problem of ambiguity rules
in the evaluative work because the organizational intelligence criteria
are ambiguous. These problems require some steps to avoid them,
such as: working towards environmental stability, adopting flexible and
decentralized structures, developing an adaptive organizational culture,
and need for learning organization (Tan & Yoo, 2008; De Boer et al.,
1999).

Market expansion

The most important key to success in many companies is the continuous
investment in developing new products, which increases their market
share and helps to enter new markets to maximize profit and improve
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survival and growth opportunities. In this study, the market expansion
includes two main dimensions: new markets and new products.

New markets

On the strategic level, market expansion is a major goal for all companies,
whether at the national, regional or global level. Market expansion
refers to entering new markets and targeting new market segments
in geographical areas that the company’s current products have not
entered before (Ansoff, 1957; Dawes, 2018; Hussain et al., 2013). It
is a product movement into new geographical areas and expanding
sales by attracting new markets (Mbithi et al., 2015), through different
customer segments, industrial buyers of goods, new local branches,
regions of the country and foreign markets (Oviatt & McDougall,
2005; Bang & Joshi, 2008; Mbithi et al., 2015). In order to achieve
market expansion, four important processes are required: 1) Market
expansion locally, internationally, or both, through macro-environment
analysis, which includes financial, legal, political, demographic factors,
technological changes, social conditions, and natural forces. 2) Mode
of entry: companies have different market entry options, which
are franchising, exporting, contractual agreement, joint venture and
licensing. 3) Segmentation, targeting, and positioning to take advantage
of the best opportunities in the market. 4) The holistic marketing
mix (price, place, promotion and product) to improve conditions and
opportunities in new markets (Buckley & Hashai, 2004; Zhao & Yang,
2017; Hussain et al., 2013; Mohr & Batsakis, 2014; Kotler et al., 2019).
It is also important to achieve rapid entry into new markets, rapid access
to distribution channels, market knowledge and an effective and efhicient
workforce (Ovcina, 2010).

New products

In the competitive marketplace, the development and introduction
of new products is the indispensable source for the continuous
improvement of the company’s ability to remain in the market and
then expand it by obtaining a greater market share. The concept of new
products depends on the degree of novelty and significantly improved
services, products or processes, as well as introducing new business
practices, organizational and marketing methods. So, a new product can
introduce new additions and make tangible changes from a consumer
perspective (Kamy, 2018; Zehir et al., 2015). New products can provide
better benefit, new solutions to needs and problems, requiring lower
resources, easier and safer use at a better time and successful market
offerings (Chen et al., 2016; Arnett, 2018), which encourages customers
to make purchasing decisions for these new products. Finally, many
researchers have identified the new products as an innovative product
or improved current product that can increase market share compared
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to competitors (Brown & Eisenhardt, 1995; Hussain et al., 2013; Lee &
Wong, 2010; Ansoff, 1957), it will give the right solution for targeted
customers, through company’s awareness of needs, wants and demands
of the customers, in order to introduce and develop new products in a
timely manner (Lee & Wong, 2010; Hussain et al., 2013). This study
seeks to determine the effect of the dimensions of OI on the market
expansion in new markets. New products that represent a vital part of the
growth or expansion strategy in the market, contribute to the growth of
the current market of the company and the entry into new domestic or
foreign markets. The success of the company depends on new products
as an effective combination of the company’s strengths and opportunities
in the market.

We can see that there are many studies that have focused on
the relationship between OI and performance criteria (Daneshfard
et al., 2016; Jahanfar & Shariatmadari, 2015; Bahrami et al., 2016;
Staskeviciute & Ciutiene 2008), but no study has focused on the effect of
OI on market expansion. In the context of this relationship, companies
in different sectors and during their life cycle work to achieve two
successive strategic goals: survival and growth. The growth of companies
is achieved through expansion in new products and markets. In this
study, organizational intelligence is considered an effective way to achieve
growth or market expansion (new markets and products).

Organizational Intelligence in its cybernetic and behavioral
dimensions helps the company to achieve the best mobilization of the
core resources and competencies within the company, as it helps the
company to effectively analyze the external environment and faster
respond to market expansion. Therefore, intelligence can represent an
important field in developing organization theory and the cognitive and
behavioral dimensions in management and its applications in order to
improve organizational effectiveness. Accordingly, the first and second
hypotheses are as follows:

H;: The dimensions of OI (self-reference, self-regulation, and self-organization)

have a significant positive impact on entering new markets.

Hj: The dimensions of OI have a significant positive impact on the development

of new products.
Transformational leadership: Mediator variable

Effective leadership is in making employees actually work for the goals
of the company and not for their individual gains (Mintzberg, 2010).
Effective leadership styles contribute to motivating workers’ morale,
and thus have a positive impact on individual and organizational
performance. Otherwise, ineffective leadership styles have a negative
impact on this performance (Aboyassin & Najm, 2013). According
to Ferris and Kacmar (1992), leadership also influences organizational
politics. Transformational leadership is a positive and flexible style of
leadership to motivate and inspire employees in order to achieve the
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company’s goals. Transformational leadership focuses on influencing
people by responding to their needs, inspiring vision and morality. Itis the
leadership that makes and inspires employees to do beyond their expected
performance (Conger, 2002; Bass & Avolio, 1990; Burns, 1978).

Transformational leadership that focuses on motivating all employees
to participate positively in achieving the company’s goals tends to
become a dominant pattern of leadership at all organizational levels in
the company. In the current study, transformational leadership plays a
mediating role in the relationship between OI and market expansion. It
can be explained by the organizational relationships that develop with
Ol in a company. OI requires flexibility in dealing with organizational
policies, guidelines, the way of thinking about the company (self-
reference), self-control, self-commitment, acceptance of change (self-
regulation), as well as organizational adaptation, flexibility, behavior (self-
organization). This is why, especially in competitive environments, OI
exerts strong pressure on the company to develop flexible and positive
leadership styles that motivate and inspire employees. This study believes
that this pressure can play a positive role in order to transform the
company towards adopting the transformational leadership style.

Many studies have confirmed that transformational leadership,
with its four dimensions, or 4 Is (idealized influence, inspirational
motivation, intellectual stimulation, and individualized consideration)
(Bass & Riggio, 2006), contribute to motivating employees, improving
organizational climate and the overall performance of the company.
It positively affects team performance (Lim & Ployhart, 2004);
organizational and financial performance employee satisfaction (Bass &
Riggio, 2006, p. 32; Barling et al., 1996); increases employee creativity
at work (Zhang & Bartol, 2010). It also has a positive impact in various
sectors and organizations such as private, governmental, educational, and
non—proﬁt organizations (Bass & Riggio, 2006, p- 48). In a recent study
by Phungsoonthorn and Charoensukmongkol (2019), the focus was on
the mediating effect of transformational leadership on the relationship
between the sense of place and the turnover intention. The results of
the study showed that there is a positive effect of transformational
leadership on this relationship. In light of these positive results of
transformational leadership on various performance criteria, this study
expects that transformational leadership will have a positive impact on
market expansion as well as on the relationship between OI and market
expansion. Therefore, the third and fourth hypotheses are as follows:

Hj: Transformational leadership mediates the relationship between OI
dimensions and new markets

Hy4: Transformational leadership mediates the relationship between OI

dimensions and new products.
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Measurements. OI has three dimensions: self-reference (SRE), self-
regulation (SGU), and self-organization (SOR). Self-reference was
measured by seven components: corporate image Al, organizational
politics A2, guidelines A3, way of thinking A4, organizational culture
A5, self-reactive capabilities A6, and growth mindset A7 (Schwaninger,
2001; Schwaninger & Groesser, 2012; Yolles, 1999; Geyer, 2002; Fink
& Yolles 2011; Hempel et al,, 2011). Self-regulation was measured by
seven components: corporate ethics B1, self-control B2, self-confidence
B3, task commitment B4, performance improvement BS, system
support B6, and change acceptance B7 (Yolles, 1999; Schwaninger,
2001; Fink & Yolles 2011; Bryant, 2007, 2009; Lyons & Bandura,
2017; Cardoso, 2011, 2019; De Stobbeleir et al., 2011; Ashford &
Tsui, 1991; Kuntz & Gomes, 2012). Self-organization was measured
by seven components: self-organizing properties C1, response to the
variety of environmental constraints C2, organizational knowledge
C3, organizational adaptation/evolution C4, organizational flexibility
C3, operational performance C6, and organizational behavior C7
(Schwaninger, 2001; Yolles, 1999; Fink & Yolles, 2011; Cardoso, 2011;
Heylighen, 2013; Silva & Guerrini, 2018). Market expansion included
two indicators: new markets (NM) and new products (NP). New markets
were measured by four factors: new markets through new branches Y1,
new target markets Y2, expansion policy in new markets Y3, expansion
in new competitive markets Y4. New products (NP) were measured by
four factors: developing new innovative products Z1, improved products
Z2, customer relationship / constantly responding to customer needs
Z3, and relationship with suppliers / new product needs Z4. Finally,
transformational leadership as a mediator variable has four dimensions:
idealized influence (leaders inspire followers to transcend their own self-
interest), inspirational motivation (the ability of the leader to gain the
respect and the admiration of his/her followers), intellectual stimulation
(making employees more aware), empowerment (enabling employees to
solve problems) (Bass, 1985; Avolio, 1999; Bass & Avolio, 2004). In this
study, the ethical response to staff needs and desires (Burns, 2003, p.
230) was a fifth dimension added. Respondents’ answers toward each
questionnaire item were measured on a five-point Likert Scale (1 =
strongly disagree, 5 = strongly agree).

Sample. The study sample consisted of six companies from the
thirteen Jordanian pharmaceutical companies. These six companies were
distributed as follows: two large companies (Hikma and Dar Al dawa),
two medium companies (Jordan Sweden and Philadelphia) and two
small companies (Al Gadeed and Jordan River). These companies were
randomly chosen from the total number of companies. Questionnaires
distributed to the six companies were proportional to the size of
the company. The number of distributed questionnaires was 285, and
retrieved and usable questionnaires for statistical analysis 231 (81%).
The sample consisted of 58% male and 42 % female respondents. By age
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groups, the distribution was as follows: 26% belong to the age group
between 21-30 years, 38% between 31-40, 25% between 41-50, and
10% with ages over 50. The distribution of the sample according to the
educational level indicates that the bachelor’s degree holders represent
84%, diploma (post-secondary) 10%, and master’s degree 5%. By job
title, the respondents were divided into three categories: managers (43%),
employees (36%), and technical jobs (21%).

Model fitness

One basic step of structural equation modeling (SEM) is to evaluate
model fit (Kline, 2015). According to Hoyle (2012, p. 10), the assessment
of model fit is concerned with the ability of a specified model to offer
an acceptable account of the data. The assessment of the model fitness
and the tests to assess validity and reliability precede the use of the model
in the estimation process (Hair et al., 2006, p. 23). Model fit indices are
many and classified into: absolute (such as chi square, goodness of fit: GFI,
and RMSEA: root mean square error of approximation), and relative
or incremental (normed fit index: NFI and incremental fit index: IFI;
and non-normed fit index: NFI) (Hu & Bentler, 1998; Chau, 1997, p.
318; McDonald & Ho, 2002; Hair et al., 2014, p. 584). Table 1 shows
construct validity (factor analysis loadings, KMQ), and reliability tests
(Kronbach alpha values). Factor analysis loadings for each statement and
KMO for each variable should be larger than 0.50.
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Figure 1
Measurement model

In Table 2, the results indicated that the factor analysis loadings were
larger than 0.50 and ranged between 0.53 and 0.77, KMO values ranged
between 87% for statements of self-regulation, 0.86 for self-organization,
0.83 for self-reference, 0.66 for items of new markets, and 0.65 for new
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products. All these values were greater than 0.50. Therefore, these results
confirm the questionnaire and statements related to the three dimensions
of OI that are valid for statistical analysis (see Table 3). To test the
compatibility and internal consistency of the questionnaire statements,
Cronbach’s alpha was calculated for all independent (three dimensions
of OI) and dependent variables (two components of market expansion).
According to decision rule, if Cronbach’s Alpha is more than 0.7, the
data collected through the questionnaire is reliable and can be used for
statistical analysis. Otherwise, if the value of Cronbach’s Alphaisless than
0.7, it is considered inconsistent. The results of this test are shown in
Table 2. These results confirmed that all values of Cronbach’s alpha were
greater than 0.7, so the data collected by the questionnaire are reliable.

Table 4
Factor analysis and KMO of variables

Variahle

[Items [Factor 1 [Extraction [KMO* |Cronbach’s alpha

* Organizational Intelligence (O0)

Self- reference

Al 0615 0.378
A2 0.652 0.425
A3 0.730 0.533
Ad 0.667 0.445 0.828 |0.777
AS 0.748 0.553
A 0.561 0.315
AT 0.603 0.364

Self- regulation

El 0.760 0577
EZ 0.703 0.50z2
E3 0.643 0.421
E4 0.738 0.545 0.870 [0.830
ES 0.722 0.521
E& 0.704 0.495
E7 0.652 0.465

Self-organization

C1 0.523 0.280
cz 0.656 0.471
C3 0.732 0.536
4 0.746 0.557 0.854 (0.821
Cs 0.771 0.595
cE 0.732 0.536
cr 0.644 0.414

Y3 0718 0515 068
4 0617 0381
w i -
Market expansion - (new market and new products) 71 0650 0400 07332
Z2 0.568 0.322 0,653

1l 0.593% 0.353
s 0.720 0513

Z3 0.650 0.452
Z4 0.693 0.488

In discriminant validity, Inter-correlation matrix is a good tool to test
the correlations between variables. If the intensity of these correlations
is greater than 0.30, it means it is a good indicator of the relationship
between these variables. In Table S, the results indicated that the
inter-correlations test ranged between 0.642 and 0.720 for independent
variables. On the other hand, the results of correlations test for dependent
variables ranged between 0.427 and 0.642. Therefore, these results
provide a good indication of inter-correlations between study variables.
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Table S

Intercorrelation matrix

Variables Self- reference |Self- regulation |Self- organization |New markets [New products

Self-reference 1

Self-regulation 0.642 1

Self-organization |[0.701 0.720 1

Mew markets 0.489 0.547 0565 1

Hew products 0.436 0511 0.427 0.642 1
Hypotheses testing

In order to test hypotheses, it is necessary to evaluate the measurement
model using model fit indices. In this evaluation, the use of three or four
indicators helps to provide evidence of model fit (Hair et al., 2014, p.
583). The results confirmed the goodness of fit model, where CMIN/df
(the minimum discrepancy divided by its degrees of freedom) was 1.364,
GFI (goodness of fit index) 0.921, TLI (Tucker Lewis Index) 0.971,
and RMSEA (root mean square error of approximation) 0.070; for these
indices, the cut-off points were <2, >0.9, >0.95 and 0.08 respectively.

In testing the effect of the mediator variable (transformational
leadership on the relationship between the dimensions of OI and new
markets), if the critical ratio (CR) is greater than 1.96 at the significance
level of 0.05, this result confirms the effect of the mediator variable on
this relationship. The results in Table 6 indicate that CR was -0.392 (less
than 1.96), at the non-significant level (p-value>0.05) for self-reference,
-0.483 at p-value>0.05 for self-regulation, and CR -0.163 at p-value>0.05
for self-organization. With regard to transformational leadership and
new markets, the CR was 1.399 at a significant level (p-value>0.05); for
transformational leadership and new products, the CR was 1.178 at a
significant level.

238



Najm A Najm, et al. Organizational Intelligence and Market Expansion in Jordanian Pharmaceutical Companies

SR
0.14
0.14 SG
0.18,
SO

Model fit indices:
CMIN/df=1.364
GFI=0.9721
TLI=0.971
RMSEA=0.070

Figure 2
The results in the schematic model

These results confirm that the third null hypothesis is accepted and
there is no significant effect of transformational leadership as a mediating
variable on the relationship between the dimensions of OI and two
dimensions of market expansion (new markets and new products).

Table 6

Structural model: direct and indirect effects

Variahles Estimate S, Error CR. P-value
SR> > >NM 014 0.08 0.632 0.011
SG>> > INM 0.z21 0.07 2.156 0.027
SO> > >NM 031 0.07 1.568 e
SR>>»NP 017 0.08 2.287 0.016
S5G>» >NP 027 0.07 4.193 e

SO> > >NP 01z 0.07 1644 0.043
SE>>>TL -0.08 0.03 -0.392 0.095
SG»>»TL -0.03 0.04 -0.483 0.058
SO»»>»TL -0.03 0.03 -0.163 0.080
TLZ > >NM 033 014 1.399 0.100
TL>>>NP -0.38 015 1.178 0.085
SR = self-reference, 5G = self-regulation, 5O = self-organization, NM = new markets, NP = new product, TL = transformational leadership. *** means the significance level under
0.001

Discussion

This study was conducted to identify the effect of OI dimensions on the
market expansion in Jordanian pharmaceutical companies, where there
is a lack of studies focused on the relationship between OI and market
expansion. The study adopted the Yolles model (2005) with its three
dimensions of OI (self-reference, self-regulation and self organization).
The study sought to determine the effect of OI on market expansion,
while other studies adopted other models such as the Albrecht model
(2002). Companies must be innovative to gain a competitive edge in
order to survive, which requires a high level of OI.

According to the hypothesis test, the results confirmed that there is
a positive effect of the dimensions of OI (self-reference, self-regulation,
and self-organization) on the market expansion in its two components
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(new markets and products). Although the three dimensions of O have a
favorable impact on market expansion, self-regulation and self-regulation
were noticeably more effective. Self-organization represents the ability to
work with high flexibility to align with the company’s goals and integrates
knowledge with the corporate goals (Schwaninger, 2003). Likewise,
self-control leads to acceptance of change to achieve the company’s
goals (Yolles & Fink, 2015), improving the organizational behavior of
employees and their responsiveness to solving problems and making
decisions in better conditions (Alvesson & Willmott, 2002). According
to these results, self-organization with its constituent elements (such
as response to the variety of environmental constraints, organizational
knowledge, organizational adaptation and evolution, organizational
flexibility) has a significant effect on entering new markets, while self-
control with its core elements (such as self-control, self-confidence, task
commitment, system support, and change acceptance) has the greatest
significant effect (beta: 0.27) on the introduction of new products.
These results showed that transformational leadership mediates the
relationship between the dimensions of OI and market expansion. By
comparison, Phungsoonthorn and Charoensukmongkol (2019) found
that transformational leadership had a positive mediating effect on the
relationship between the sense of place and turnover intention. The result
of this study could reveal that the companies in the study sample do not
pay sufficient attention to the characteristics of this leadership.

The transformational leadership, as an ability to inspire and motivate
employees, requires an organizational environment that is based on
employee participation and helps achieve employee alignment with the
company’s goals of market expansion. In conclusion, OI makes a positive
contribution to improving the market expansion in its two dimensions:
the new markets and products. In the study sample companies, there
is a need to pay attention to the development programs of leadership
styles and practices in order to make the most of transformational
leadership effect on motivating, developing, and empowering employees.
The results of this study are consistent with the findings of many studies
that organizational intelligence has a positive effect on organizational
performance criteria.

Ansoff (1957) was the first to develop a product/market grid
and determine four strategies for growth or market expansion
(market penetration, product development, market development, and
diversification). In market expansion, Ansoff’s model identified four
combinations of existing and new products in relation to existing and
new markets. These four combinations represent alternatives available to
the companies that represent the study sample. It must be emphasized
that the market expansion in small and medium companies usually
tend to target the national markets, while the large companies move
towards the national and foreign markets (international, as in the case
of Hikma Pharmaceuticals, and regional in the case of Dar Al dawa)
(www.hikma.com, www.dadgroup.com).
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This study came in the context of a growing interest in OI, which
can be used to meet the challenges of the rapidly changing environment
and competition pressures. These challenges make companies in all
sectors face problems in the ability to survive and greater and deeper
problems in their ability to grow and expand in new markets. Many
studies have confirmed that OI has a positive impact on organizational
performance criteria. Daneshfard et al. study (2016) confirmed the
relationship between OI and talent management in creating value,
increasing productivity, and gaining advantage of new opportunities. On
the other hand, Bahrami et al. (2016) found that there is a positive effect
of Ol on organizational agility to enhance competitiveness. Mousavinejad
et al. (2014) study showed that there is a relationship between OI
and staff productivity. There are many strong indications that OI has a
positive impact on customer satisfaction rates (Jahanfar & Shariatmadari,
2015), Staskeviciute and Ciutiene (2008) confirmed that OI improves
corporate effectiveness. In the same context, the study of Tahmasebifard
(2018) confirmed the relationship between competitive intelligence and
performance. These results reveal that OI can contribute to improving
the organizational performance in companies. Ol as a collective ability in
the company can be transformed into a source of competitive advantage
and important opportunities for market expansion. These results indicate
the great potential of OI to improve performance inside and outside
the company. In this context, this study focused on the relationship
between Ol and market expansion in two main dimensions: entering new
markets and introducing new products. Business intelligence applications
such as strategic intelligence (Liebowitz, 2006), marketing intelligence
(Mandal, 2018), competitive intelligence (Dishman & Calof, 2008),
and OI (Yolles, 2005) are linked to modern information systems and
turning data, information, knowledge into profitable action (Loshin
2003, p. 6) with great abilities to collect, analyze information and use it
to maximize the organizational capabilities of companies and improve
their competitive advantages in the market. Yolles (2005) asserted that
Ol is a product of cybernetic interactive relationship, and Schwaninger
(2003) confirmed that organizational cybernetics (as a communication
and control system) enhances organizational intelligence. Therefore, we
find that OI goes beyond cyber intelligence that relates informational
resources to behavioral intelligence, which is related to human resources.
Also, OI that has a positive impact on organizational performance within
the company can turn into a positive impact on market performance
outside the company. On the other hand, the companies’ success is usually
reflected in the market expansion, either by entering into new markets or
by introducing new products that help to acquire a larger market share
at the expense of competitors. According to Ovcina (2010), rapid entry
into new markets and quick access to distribution channels represent an
important indicator of the company’s effectiveness and efficiency.
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Implications

Organizational dimensions like organizational structure, formal relations
and divisional specialization have always been the hard side of a company.
In a rapidly changing business environment, employee qualifications,
capabilities, and commitment are the soft factors that can reduce the
negative effects of hard organizational factors. The OI with its three
dimensions (self-reference, regulation and organization) as presented
by this study represents the soft factors based on the self-commitment
of employees in responding to the internal and external environment.
Therefore, OI represents an increasing need in modern companies in
order to respond to the environment and the rapid development of the
company’s markets and products. This study highlights the importance of
companies’ interest in Ol in order to develop their internal and external
response to the environment and its challenges.

The three dimensions of the Yolles model are useful for managers
in understanding the OI; the elements representing each dimension
of OI (seven elements for each dimension) as identified by this study
provide a contribution to measuring OI and using them to improve the
relationship with employees and their efhicient response to the demands
of the company’s market performance. The results also confirmed the
companies’ need to develop leadership styles, especially with regard to
transformational leadership based on the participation, empowerment,
and inspiration of employees. This study also revealed the scarcity of
studies in the service sectors, such as banks, hospitals, and universities, and
the need for future studies to apply Ol in these sectors.

OI may seem directed towards the inside of the company, but when
the company can achieve intelligent dealing with human resources (the
behavioral dimension of employees) and informatics (the ability to
control and communication), Ol turns into a core ability directed outside
the company. Therefore, this study supports future studies that focus
on the impact of OI on market performance indicators and benchmark
comparisons between companies.

In future research directions, this study confirms that there is a need
for applied studies of the Yolles model in three important areas: internal
relations between management and employees, external relations with
customers, and competitive inter-company relationships.

Limitations

The study of OI according to the Yolles model and its effect on
market expansion in the pharmaceutical industry has encountered many
limitations. The topic of OI still suffers from a lack of studies covering its
concept and model. Also, textbooks rarely address this topic in relation
to management concepts and organization theory. Therefore, this topic
needs the efforts of researchers in preparing studies that contribute to
the development of this field. Another important limitation is the lack
of studies that have applied the Yolles model in management fields, in
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contrast to the Albrecht model, which has received widespread attention
of researchers.

Finally, the application of the Yolles model in the pharmaceutical
industry in this study could implicitly help in directing future studies
towards applying the model in other industrial fields as well as in service
fields such as hospitals, universities, and banks.
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