Tourism, TODSS and Intelligence Gathering

Economic development through tourism may cause the least amount of
impact on the environment, for many regions of the world. Tourism
should be considered as a sustainable economic development engine
because:

• The present resource based industries will continue to decline
• Tourism generally and out of doors tourism will continue to
grow
• Tourism can be structured and managed to have minimum impact
on the natural environment.
• Protection of the natural environment will be the management
imperative because that's why tourists come to the area in the first
place.
• There is an environmentally and culturally sensitive tourism
market and this market can be enhances by both cultivation and
product development
• Tourism is a logical and convenient form of distributing the
growing wealth of the urban areas to the poorer or hinterland areas
• The symbiotic relationship could enhance both the economies
ands the lifestyles of both parties , the tourist and the operator
(Smithers 1987)

Some of the problems with current tourism operations are:
• The competitive mentality
• The thinking small and local syndrome,
• The negatively unique syndrome,
• The lack of control of what's developed.
• The lack of a suitable theme or themes of sufficient stature
to generate the critical mass necessary to tip the balance toward
tourism.
• The allocation of the natural resources base to traditional
use,
• The lack of understanding of there comparative values of
tourism utilization of specific natural resources and of course the
competition. (Smithers 1987)

For the past 20 years, generic solutions to the tourism problems
forwarded by experts in the field have been built around
• Freeze development
• Do an Inventory
• Analyze the Market
• Develop a plan
• Rehabilitate what's been screwed up
• Stage development
• Develop a "Frame of Reference" for regional tourism
• Promote on a national and international basis
• Establish gateways, corridors and service clusters
• Facilitate cooperatives/ associates re: purchasing
• Adopt a minimum impact frame of reference
• Train people involved
• Fight for a fair share of economic and political influence.

The solutions have been delivered by business consultants who
prepared studies and documents which have gathered dust on shelves
for the last 20 years. Municipal government offices, public
libraries, politician's offices, Visitor and Convention centers and
economic development offices of all ilk's have shelves resplended
with useless documents that have inventoried, analyzed, massaged and
redefined tourism markets all over the world. The
offending "experts" have for the most part been accounting and
engineering firms trying to expand their bottom line. As the computer
has replaced much of the mundane tasks of bookkeeping and drafting
with such offerings as "Quickbooks" and "AutoCad" profits in
accounting and engineering firms dropped and these businesses have
looked for new "fields to plow". Business consulting and tourism
consulting were easy targets for as accounting and engineering firms
as governments, municipalities and other organizations involved in
funding tourism research, already had a working relationship with
them. (Lavalle 2000) Often, the first fifty thousand dollars of any
contract with a large accounting firm was sacrificed to have a "big
name" firm on the face page of a tourism study. Often this left
little money for real research and analysis. The downfall of Arthur
Anderson and other accounting/consulting firms has exposed the lack
of ethics at the heart of this problem. Clearly something has to
change.

The change will be driven by the same forces which drove drudge work
out of the accounting and engineering firms, computer technology. The
computer is the agent of the paradigm shift. In the stead of a report
or document, the product of a research effort, sitting on a shelf
collecting dust, the result will be an interactive database which is
continuously refreshed with intelligence. The traditional report or
study, although comprehensive in nature, best resembles a balance
sheet or photography, freezing conditions at one point in time. The
nature of such a report is that it is out of date the minute it is
published, and almost never updated. The database can feed a constant
stream of decision support materials in real time.

An effective planning tool for land planning has been the
comprehensive land plan. The result of the comprehensive planning
process consists of text and maps outlining a ten to twenty year plan
with iterative updates every five years. This plan guides the county
or municipality toward a ten year horizon. In the business world,
business plans usually project 2-3 years in the future. Any business
plan beyond a three year plan is pure fiction and so the 5 to 10 year
horizon is not useful. What is useful is the comprehensive nature of
the land plan and the iterative process.

Automating a comprehensive planning process for tourism with the use
of a geographic information system with continual and iterative input
of intelligence can deliver flexible time sensitive support for
decisions. The Tourism Online Public Decision Support System will
nimbly react to changes in the market through the iterative processes
of the OODA (Observation, Orientation, Decision Action) loop. Instead
of an archival document, the TODSS process changes with the tempo of
business to give its users a competitive advantage in the tourism
market.

An organization thrives when it discovers, develops, and delivers
what its stakeholders want - not just customers - in the form of
winning business strategies. The tourism industry often supplies a
desirable lifestyle, but not a lot of money as compensation to it's
stakeholders. Tourism businesses are often built around the "9 p's"
of tourism marketing: (product, price, place, promotion,
positioning, programming, packaging, partnership, and people) As the
margins are thin, it is necessary in to tourism industry to make
efficient and cost effective decisions based in the best information
possible.

Developing winning business strategies in the tourism industry relies
on making informed choices, which requires the availability of
reliable, relevant and timely data, tourism intelligence. The purpose
of tourism intelligence, (also known as competitive intelligence and
business intelligence) is to make sense of the vast amounts of data
available about the environment, about competitors, and about
markets.

Unlike military intelligence, tourism intelligence is not: spying,
sleuthing, espionage, misrepresentation. Tourism intelligence is a
honest, ethical and legal way to collect crucial information to make
informed decisions for timely actions. Tourism intelligence is the
ongoing process of monitoring the competitive environment in order to
identify opportunities to act on or threats to be avoided. It is
intelligence, not information that enables a community, business or
entrepreneur to respond quickly to changes in the market in order to
succeed or overcome a market barrier.

Most of the tourism intelligence needed is available within the
immediate community, its related businesses and their employees. The
collection of tourism intelligence for TODSS is not conducted by a
single person or entity as a discrete job, but is the responsibility
of all the stakeholders, a community of intelligence gathers. Tourism
business employees are the ones that interact on a regular basis with
the tourism client base, suppliers, distributors, competitors and
they themselves are tourists and thus, are a great source of
information.

Collecting tourism intelligence is the process of using legal and
ethical methodologies for discovering, developing, and delivering
timely, relevant knowledge needed by decision makers wanting to make
their organization more competitive, in the eyes of the customer.

Tourism intelligence is used for assisting in strategic and tactical
decisions such as anticipating and preempting likely moves by
customers, competitors, or regulators. Strategic intelligence is
basic intelligence, fundamental factual and generally permanent
information about an entities characteristic such as its physical,
social, economic, political and cultural properties. Such
intelligence is attained through examination and analysis of open
sources of information such as trade publications. (Polmar and Allen
1998) Tactical intelligence is knowledge of the competition which
comes from day to day observations. Both strategic and tactical
intelligence are required. In addition to day to day operations,
there are a number of specific situations that require business
intelligence for well-informed decisions.

• Business Plan Development
a business plan requires intelligence on almost all aspects of the
competitive environment. Information on the industry, competitors,
customers, and products or services is necessary to develop a plan
that will hold up to scrutiny by financiers.

• Contract Bidding
It is crucial to know who they are bidding against and who their
customers will be. Understanding the client helps customize the bid
to suit the client's needs and understanding the competitors makes it
easier to predict what they will bid.

• Marketing
Marketing your product or service in another country can be a risky
proposition if you don't have enough information on the country's
social customs, consumers, markets, or government regulations.

• Product Development
Before spending valuable time and money on product development, you
must thoroughly investigate market needs and the existence of similar
products.

• Legislation Monitoring
Government legislation can limit a company's business or open up new
opportunities. It is important to keep track of legislation that
affects your business and be aware of pending legislation that could
affect you in the future.

Before starting the search for information it's important to
understand proper conduct for information gathering. There are three
principles that should be followed when gathering tourism
intelligence:
1. Use private information only if permission is granted
2. Respect all requests for confidentiality
3. Accurately identify yourself before all interviews; do not
misrepresent yourself.

Most primary research is conducted through observation,
questionnaires, surveys and interviews. It's very important to
disclose all relevant information, including your name, position and
who you work for, before starting an interview. It is unethical to
pretending to be a university student, or misleading the interviewee
in any other way. Many people think revealing their identity and
purpose will scare away the interviewee, but most people are happy to
discuss their business even if you are a competitor. In cases where
it's not appropriate to contact someone directly, you can hire a
third party to conduct the interview.

Secondary research is conducted through the use of publicly available
information. Publicly available information is information that has
entered the public domain such as data, or information published in
books, magazines and websites. The best way to determine whether
unpublished information is public or private is to determine the
information's ownership and intended audience. If the ownership and
audience is both private, the information is likely private as well.
People are valuable sources of information and by respecting their
wish for confidentiality this source will continue to be available.
If you fail to respect requests for confidentiality, you will not be
trusted with information in the future.

From biblical times intelligence networks focused on military
intelligence and that the methods used were overt (open) and covert
(secret), the later involving networks of spies. Military
intelligence developed greatly in sophistication during the Second
World War with emphasis on analysis techniques for media (propaganda)
aerial photos (photogrammetry) and the use of the first computers.
Prior to the Second World War, there had been a large dependence on
spies for intelligence gathering which was largely ineffective. The
Second World War, Korea and Viet Nan showed an increasing reliance on
electronic intelligence and less of the use of human intelligence.
(Dulles 1963)

The post Viet Nam era saw intelligence gathering almost exclusively
being electronic based. The intelligence failures of 9/11 and Kosovo
demonstrated how ineffective a total dependence on electronic
intelligence can be. To be effective intelligence gathering needs
both human intelligence gathering and electronic intelligence
gathering, there are no shortcuts.

The 1980s marked large corporations starting to use competitive
intelligence techniques to provide accurate information for use in
strategic planning. It has been recognized that business
professionals use only collection techniques that involve legal
methods of obtaining information. Many businesses have stated this in
their code of ethics, and there is even an Association of Competitive
Intelligence Professionals By using creative ways to obtain
information, it is possible to build up accurate pictures without the
need for espionage or spying.

One of the main methods of obtaining intelligence is simply
observation, looking for the signals that an entity emits. All bodies
give off signals as to their presence, and they can be detected
either directly or indirectly. Direct signals can be as simple as an
eye twitch, poker players often give off signals or "tells' which
indicate a good or bad hand. Indirect signals are a bit more
difficult, black holes in space are detected because of the effect
they have on surrounding bodies, but are invisible to the eye.
Organizations often give off signals deliberately, striving to have
these signals received by the target audience. For example, a
business looking to hire new employees may place an ad in the local
newspaper or on the internet. In looking for new customers, companies
will usually spend 20% or more of their income to publicize their
products widely. These are examples of publicly available data that
can become valuable pieces of intelligence about a competitor.

Aircraft and ships use numerous navigational aids such as radar,
depth sounders, and satellites to send and receive signals to help
with navigation. Similarly tourism businesses send and receive
signals within the business environment to navigate their way to
profitability. Intelligence provides senior management with the up-to-
date and relevant information needed to devise business strategies in
marked contrast to relying on out-dated assumptions or worse gut
instincts about what's happening in the marketplace.
To develop effective tourism intelligence, one must first understand
the fundamental nature of intelligence—its purpose and
characteristics and its relationship to policy, management and
operations. This understanding will become the basis for developing a
theory and practical philosophy for intelligence.

The tourism businesses require a firm focus on the competition. In
the style of the martial artist, successful businesses use actions
and movements which avoid the competitions strengths and exploit the
competitions critical vulnerabilities. The identification of these
strengths and vulnerabilities is crucial. Successful tourism requires
concealing the delivery of a new product until the time and place
which the competition does not expect and for which he is not
prepared. Then establish a dominant branding which makes any attempt
to imitate it look second rate. Identification of an adversary's
expectations and preparations is also important. Successful tourism
requires decision and action based on situational awareness—a keen
understanding of the essential factors which make each condition
unique—rather than on preconceived schemes or techniques.

The tourism industry places a heavy emphasis on the judgment of
leaders at all levels. Nonetheless, good judgment is not a good
substitute for good intelligence. A successful leader may make better
use of data, make sense of available information, have superior
judgment in making decisions, but no leader can operate effectively
without good intelligence

Intelligence, therefore, is at once inseparable from policy,
management and operations. Just as intelligence contributes to the
exercise of effective command during military operations and helps
ensure the successful conduct of those operations, it contributes to
business success.

Understanding the relationship between intelligence and policy,
management and operations is key to understanding the role of
intelligence. Policy and management is about making and executing
decisions. The main purpose of intelligence is to support the
decision-making process. Intelligence strives to accomplish two
objectives. First, intelligence provides accurate, timely, and
relevant knowledge about the competition (or potential competition)
and secondly information about the surrounding environment.

In achieving its primary objective, intelligence performs four
related tasks. First, it identifies and evaluates existing conditions
and capabilities of the competition. Second, based upon those
existing conditions and capabilities, it models the possible courses
of action of competitors, providing insight into possible future
actions. Third, it aids in identifying the organization's
vulnerabilities which the competition may exploit. Finally,
intelligence assists in the development and evaluation of courses of
action for the organization based on the results of the first three
tasks.

The second intelligence objective is that it assists in protecting
your organization through counterintelligence. Counterintelligence
includes both active and passive measures intended to deny the
competition valuable information about the organizations situation.
Counterintelligence also includes activities related to countering
hostile espionage and subversion efforts such as a competitor hacking
your website, attaching a computer virus to an email, recommending
your senior staff to industry recruiters, hiring your staff away from
you, and them take your clients with them. Counterintelligence
uncovers conditions which can be exploited and simultaneously
provides warning of competitors' actions.
Information leaks out of an organization in 5 ways
1. Accidental indiscretions
2. Indiscretions encouraged by drugs or alcohol
3. information that cannot be kept secret like construction
4. direct observation
5. information from disaffected employees
(Jones 1978)
Intelligence thus provides the basis for business actions, both
offensive and defensive.

Intelligence is knowledge about the competition and the surrounding
environment needed to support decision making. Since people
understand situations best as mental images or mind maps, good
intelligence aims to create an accurate or meaningful mental map of
the situation confronting an organization. Good intelligence creates
a mental map—or more accurately, several maps—of possible scenarios,
model.

Few pieces of information speak conclusively for themselves. They
must be combined and compared with other pieces of information,
analyzed, evaluated, and, finally, given meaning. Good intelligence
does not simply repeat the information which a source reveals.
Rather, it develops this raw material in order to tell us what that
information means and identifies the implications for decision
making. In other words, intelligence is the analysis and synthesis of
information into knowledge. Data filtering and information
hierarchies can be accomplished by computer for easy analysis through
the use of modeling and statistical analysis. The result of analysis
is not more information, but knowledge that gives us a meaningful
assessment of the situation.

Since intelligence is derived from data and information, it shares
many attributes of data and information. Data, Information, and the
intelligence which results from it, is perishable. Intelligence will
always be incomplete, sometimes confusing, and often contradictory.
Not all intelligence will be important or even relevant, and much of
it may be inaccurate or misleading. Too much intelligence can be as
harmful as too little.

Finally, knowledge based in intelligence does not exist for its own
sake, but as the basis for action. Unlike the studies of the past
collecting dust on a shelf, computer based intelligence uses are not
developed because a subject is of academic interest or is a political
payoff. Intelligence that is not acted upon or that does not provide
the potential for future action is useless

Intelligence is the process which identifies and evaluates existing
conditions and capabilities, estimates possible competition courses
of action based upon these conditions and capabilities, and assists
in the development and evaluation of friendly courses of action—all
in support of the managers decision making.

Intelligence is thus a central component of the policy and management
process, which can be described by the OODA loop. Intelligence
activities make up a significant portion of the observation-
orientation phases of the OODA loop with the primary purpose of
supporting the decision phase. Intelligence also supports the action
phase by identifying specific actions and by assessing results,
bringing the OODA loop full circle to the next observation phase in
support of a subsequent decision.

Good intelligence begins with organizations clearly identifying their
intelligence concerns and needs. It is developed through the focused
collection of information, thorough study, and, most importantly,
effective analysis and synthesis. The result is an intelligence
product that provides knowledge, reduces uncertainty, and supports
effective decision making.

Tourism organizations expect a great deal from intelligence such as:
• descriptions of places we have never seen
• identification of customs and attitudes of societies
fundamentally different from our own
• To assess the capabilities of unique and unfamiliar
businesses and to forecast how these societies and forces will act in
the future.
• To understand the thought process of a competition manager
and predict, with certainty, what course of action he intends to
pursue, possibly even before he knows himself what he is going to do.

The price for failure in intelligence is high. Inadequacies in
intelligence can lead directly to loss of business, ineffective or
unused equipment and facilities, failure of a business. When properly
focused and given adequate time and resources, intelligence can come
close to meeting these standards. By detecting signals, collecting
human intelligence, and expert analysis, insight into both
competition capabilities and intentions can be achieved.

However, even in the best of circumstances, intelligence still
operates in an environment characterized by uncertainty. Uncertainty
is a fundamental attribute of business. Even if we obtain the correct
information, there is no guarantee that we will interpret it
correctly or that it will not change. Intelligence produces estimates
rather than certainties; it is important to remember that "estimating
is what you do when you do not know

As a result of the ongoing information revolution, more people have
access to more information more quickly than ever before.
Intelligence has benefited greatly from improvements in information
gathering, processing, and dissemination. The Internet collects vast
quantities of data in all regions of the world. Integrated databases
allow us to store and rapidly retrieve virtually unlimited numbers of
reports, images, and studies. Information processors assist us in
analyzing the data and developing tailored, graphic-enhanced products
that convey intelligence in a more meaningful form. Communications
systems give us the ability to share databases, exchange
intelligence, and disseminate products almost instantaneously on a
worldwide basis.

While it is alluring to believe that the information revolution will
solve the problems of uncertainty in dealing with the competition,
technology has its shortcomings as well. Information Systems employed
by the national or state or provincial levels, deliver intelligence
consistent with the objectives of the current government whose
priorities might not be consistent with those of the local tourism
industry. Improvements in data collection, information processing,
and dissemination are tools which assist in the intelligence effort.
These tools increase our capabilities only when they are applied by
knowledgeable and skilled managers focused on producing timely,
useful, and relevant intelligence.

While intelligence uses specialized capabilities and techniques in
developing a useful product, it is not an obscure process isolated
from other business functions. In fact,
Effective intelligence requires a firm focus on the needs of manager.
This in turn, demands integration with all aspects of operational
planning and execution. What separates intelligence from the other
aspects of management and operations, however, is the fact that
intelligence must deal directly with the independent, hostile will of
the competition. Because intelligence attempts to look into the
future despite significant unknowns, the resulting product will
always be based on estimates, not certainties.

Given this, the Tourism Online Decision Support System uses
intelligence like any other computer system; you only get out of it
what you put into it. The input to TODSS is intelligence data and
information and the output is intelligence information and knowledge.
As the amount of input is increased, refined mined and massaged, the
system becomes a more and more valuable tool.

Polmar and Allen (1998) describe intelligence gathering as a five
stage cycle by which information is acquired, converted into
intelligence and made available to the customer. These five steps are
planning and direction, collection, processing, production and
dissemination. These steps roughly coincide with the phases in the
OODA cycle.

The proposed TODSS Intelligence process is composed of five phases:

1. Initiation Phase where the organization frames its objectives
and determines the scale and scope of various actions and determines
preparedness and the capability to perform the task

2. Observation Phase identifies the information sources and
determines the approach to be taken seeking out and collecting the
information sources by legal means. Issues requests for information
and processing this information.

3. Orientation Phase produces a meaningful picture from the
pieces of data that have been discovered converting information into
finished intelligence through the integration, analysis, evolution
and interpretation of intelligence products in support of customer
requirements. This could include recategorization of information as
being of local, trivial or unimportant as needed.

4. Decision Phase communicates the resulting intelligence to the
right people at the right time

5. Action/After Action Phase involves observation of action,
debriefing and reflecting to improve the process. This marks the next
iteration of the cycle as the real intelligence process never ceases.

Initiation Phase

This Phase starts the OODA Cycle, it is the period of preparation to
collect intelligence, input data and commence on-going monitoring of
the environment. It includes training of stakeholders in the proper
way to interface with the TODSS system. It is where the process to be
used is developed and reviewed. It is also the period when systems
are put in place - not necessarily computer systems - so the work can
be handled efficiently. This is not part of the day-to-day
intelligence activity but it is essentially a planning and
development activity.

Identifying intelligence needs is the first step, by taking the time
to clearly identifying intelligence needs considerable time and money
can be saved. Gathering intelligence with only a vague idea of what's
needed will waste valuable time gathering inputting information that
does not meet your objectives.
The following questions help focus and identify intelligence needs:

• Who will be using the intelligence to make the decision?
• What decisions need to be made?
• Where are other geographic regions which match your client's
needs?
• When do the decisions need to be made?
• Why do decisions need to be made?
• Is the intelligence nice to know or need to know?

These questions focus on decision-making because well informed
decisions that lead to action. With these questions answered a
minimal amount of time and money will be spent in searching for
intelligence.

The Observation phase focuses on the most important areas of
interests, the boundaries or frameworks of what it is you really need
to find out and why. Tourism intelligence is much more than
competitor analysis, as it examines areas that are fundamental inputs
to the strategic planning process: the environment, competitors and
markets. This data complements the organizations internal audit of
information available about existing trends and customer behavior
This often involves data mining to provide this information from
internal databases.

The downside of information gathering is not knowing when to stop. It
is easy to spend too much time in the gathering data and delay the
analysis simply because there is so much information available.
Unfortunately, if the analysis stage is delayed for too long, you
will lose the opportunity to act and defeat the whole gathering
intelligence. The key to avoiding this situation is to stop the
information gathering as soon as you have sufficient data to begin
the analysis. The beauty of the OODA cycle is that you can pick up
more intelligence the next iteration of the cycle.

1. Determine you intelligence needs.
2. Plan your search.
3. Set a deadline.
4. Read the information as you gather it or at least at periodic
intervals.
5. Remember that you will never find the perfect piece of
information.
6. Remember that you will not find all the information you want.
7. Spend twice as much time analyzing as gathering.


When planning to collect intelligence, consider the following:
• Will you be doing ongoing monitoring or project related
research?
• What type of information is required?
• How much information is required?
• Which sources will you search?
• What receives ongoing monitoring

Ongoing monitoring involves keeping a constant watch on a field of
interest or competitor. For example, resorts owners may monitor
customer satisfaction through guest surveys left in rooms. In
addition they watch trade journals and newspapers for advertisements
and help-wanted ads placed there by other resorts to keep track of
what the competition is doing and planning for the future. And
association and government publications keep the resort owner up-to-
date on industry issues such as government regulations, statistics
and information on trends. All these information gathering activities
are considered ongoing monitoring.

Monitoring productivity is most effective when it is built into a
routine, this can be accomplished by
• Monitor more than one source to increase your chances of
finding information and to verify the information you do gather.
• Use technology, join industry online forums
• Use the services of media awareness or clipping services to
make monitoring multiple sources quick and simple.
• delegating one or two sources to each person in your
organization and then compile the results.

While collecting intelligence keep in mind that it is the not the
information, but the analysis that will help you make informed
decisions. This should help you limit the gathering and focus on the
analyzing
2 The Orientation Phase

All businesses seek information about what's happening in a market,
however without focus it is often a wasted effort. In small-to-medium
sized businesses, intelligence gathering is usually an ad hoc and
disorganized activity. So the key words are focus and process,
meaning a structured way of gaining competitive intelligence. In the
TODSS process we need to ask ourselves, "What do we already
know?", "What do we still need to find out?", "What information
sources can we use?", and "How can the information be stored?" These
questions are focused by the following questions:
• What are our goals
• What are we prepared to do to achieve our goals
• Are the goals specific and measurable while remaining
flexible
• Are the goals in alignment with our values

Analysis is really the application of common sense and experience to
raw information. Analysis is the means changing data to information
which is used to orient and focus the organization to it. It involves
evaluating the data for usability by taking into account the
relevance, truth value, understandability, sufficiency, significance
and timeliness of the data. Information is then collated and
synthesized according to the target and priorities set by users. The
following are basic steps to apply in analysis:
• Careful reading of collected information.
• Screening out useless and unreliable data and concentrating
on reliable data.
• Read between the lines, look for signals; pay special
attention to what is not included in the data and its implications.
• Look for patterns and variables in the information.
• Organize the information according to the patterns or
variables you have identified.
• Develop a number of possible scenarios.
• Develop both long-term and short-term responses to each of
the possible scenarios.

The most accurate and detailed information in the world will mean
nothing to you and your business until you analyze it and turn it
into intelligence. By using TODSS to assist in analysis insights may
become clear that will lead to informed decisions and actions.

5. Decision Phase

Two very different situations may be involved with the decision
phase. The first is where the intelligence function is separate from
the decision making function. Intelligence reports may be provided as
input to the board of directors who need to approve a decision. On
the other hand, operational decisions are frequently handled by
managers who may also be involved in assessing and developing the
intelligence. An example is where a company may be come aware of an
imminent new product announcement by a competitor, and as a result
may decide to bring their own new product first.


Action/After Action Phase

Acting on your decision is the beginning stage of the next OODA loop.
Once you have decided the plan of action, it is critical to execute
it as soon as possible and observe and record the results. Any delay
will make your actions less effective. Lengthy delays will allow the
competition to get inside your OODA loop or render your plan of
action ineffective all together

The evaluation of the results of your actions will determine what new
intelligence needs have developed. Learning takes place through
reflection on what occurred and by identifying ways to improve the
process next time. Organizations need to ask themselves, "Did the
results match the expectations of the organization?", "Did we achieve
our purpose?", "In what ways could the results be presented to
improve communications?"

In conclusion, intelligence gathering is vital to tourism businesses
and the input and output of the TODSS process. Key points to remember
in gathering tourism intelligence are:
• Rely on factual information.
• Validate information through more than one source.
• Be proactive versus reactive.
• There is no 'perfect' piece of information or perfect source.
• There is an enormous amount of information to be found within
your own organization, through employees.
• Don't be too quick to jump to conclusions.
• Avoid information overload. .
• Intelligence has a short shelf life.
• Always use ethical means of acquiring information.

