
Indexfokus (EDM, 2015) 

 

 

 

 

 

Indexfokus: A Cluster’s Competitiveness as Perceived 

by Stakeholders  

Presentation of the Indexfokus methodology and an 

example of the results of its application in a regional 

freight and logistics cluster in a Spanish region 

Díaz Moreno, Enrique                                    

Businessfokus  

Spain 

 

                                            Working Paper 

January, 2015 

 

 

 

 

 

Copyright © Enrique Díaz Moreno. This paper has been submitted to European Cluster 

Days to present the Indexfokus methodology developed by Businessfokus 

(www.businessfokus.es) and the Indexfokus tool (www.indexfokus.com).  



Indexfokus (EDM, 2015) i	  

 

ABSTRACT 

Indexfokus provides an opportunity for stakeholders to participate in the evaluation of 

the competitiveness of a cluster. As stakeholder theory suggests, managing and taking 

into account stakeholders’ interests in the design of a strategy is the best way to obtain 

and defend competitive advantage and to create value for organizations. The 

perceptions of those who observe the cluster from different perspectives thus contain a 

considerable amount of information valuable for a cluster’s survival and collective 

development.  

Working on perceptions, Indexfokus avoids using figures and statistics that hinder and 

slow down the evaluation of competitiveness and management processes. In responding 

to the Indexfokus items, the evaluators deepen their understanding of the concepts of 

competitiveness and align their knowledge with that of other members of the cluster 

regarding the best practices and attitudes that are applied by their best competitors. The 

evaluation method uses an ordered script of propositions related to competitiveness to 

which the evaluator has to assign a weight. First, the evaluator must ‘weigh’ the 

importance of the ‘competitiveness factors’ involved in the market. Second, the 

evaluator should ‘calibrate’ the degree to which a set of good practices and attitudes that 

distinguish the best competitors in each of the competitiveness factors is successfully 

applied in the cluster. 

The Indexfokus methodology allows a cluster’s leaders to obtain a general perception of 

its competitiveness and contrast the different perceptions of various stakeholders, 

helping them to elaborate the best competitive strategy on the basis of consensus. 

Indexfokus has been developed as a management tool in cloud computing and has been 

used by clusters in Spain since 2014. 
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1. Review of related literature 

The main concepts used to develop this methodology are clusters, competitiveness, 

perceptions, competitive strategy, stakeholders, social networks, and communication 

technologies. 

Authors such as M.E. Porter (1990, 1998, 2003), writing on competition, 

Audrone Balkytė and Manuela Tvaronavičienė (2010), addressing the inclusion of 

the sustainable development dimension in competitiveness theory, Thomas 

Berger (2008), who provides an overview and analysis of indices of regional 

competitiveness, and  Sigita Balzaravičienė and Vaida Pilinkienė (2012) who 

compare and review competitiveness indices in relation to EU policy, as well as the 

work of institutions, such as the Global Competitiveness Report published by the 

World Economic Forum (2014), have allowed us to look at the concept of 

competitiveness in greater depth and to identify the different indices that attempt to 

measure it. 

Gestalt psychologists, such as Max Wertheimer, Wolfgang Köhler, Kurt Koffka, and 

Kurt Lewin, have helped us to understand the importance of the role that perception 

plays in the survival of human kind and therefore its organizations. 

Stakeholder theory, addressed by Bidhan L. Parmar, R. Edward Freeman, and 

Jeffrey S. Harrison in Stakeholder Theory: The State of the Art (Freeman et al., 2010), 

has allowed us to visualize a more social and collaborative management style, with 

particular emphasis on the ‘groups of interest’ with which an organization interacts in 

creating value. 

The Indexfokus methodology relates the aforementioned concepts and theories, 

proposing a different but complementary way to evaluate a cluster’s competitiveness. 

Indexfokus has also been developed as a management tool in cloud computing to 

facilitate the participation of all the members of a cluster, as representatives of their 

stakeholders, enabling them to garner in a few minutes their collective expertise in the 

interest of the cluster and thereafter design the best competitive strategy. 
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2. Competitiveness at the cluster level and the development of social networks 

According to the dictionary definition, competitiveness is the ability to compete. This 

concept is diffuse and therefore impractical for entrepreneurs and managers who want 

to identify the degree to which their organizations are able to compete with other rival 

organizations. 

There are some methodologies that are accepted worldwide for evaluating 

competitiveness at both the national and regional level. Every year, for example, the 

World Economic Forum presents the Global Competitiveness Index, which follows a 

complex methodology supported by statistics, indicators and ratios obtained from 

national accounts to order national economies according to their competitiveness. Every 

four years, similar work is undertaken by the European Commission to elaborate the 

Regional Competitiveness Index (Annoni & Dijkstra, 2013) of the European regions. 

There are also many other proposals for means of evaluating competitiveness, as 

Berger (2008) and Balzaravičienė and Pilinkienė (2012) show us. All these indices offer 

important information for politicians, but they are not as relevant for the leaders of 

clusters, who need quick information to agree competitive strategies among all their 

members. 

To complement these methods and help cluster leaders, Indexfokus proposes a different 

way of evaluating a cluster’s competitiveness. The goals are to give the main 

stakeholders of a cluster the opportunity to participate in the process of evaluating its 

competitiveness, to facilitate discussion between different stakeholders in meetings of 

the cluster, and to use all their knowledge and experience to improve the common 

competitive strategy. Nowadays, the Internet has boosted the development of large 

social networks, exchanging information quickly. Designing and creating a neuronal 

network of professional people related to a cluster and its market can be valuable for its 

future. 

Stakeholder theory suggests that management processes that take into account 

stakeholders’ interests in the design of strategy are the best means of obtaining and 

defend competitive advantage, creating value for the organizations. Thus, the 

perceptions that a cluster’s stakeholders have of its competitive position can give it both 

information of incalculable value in determining its competitive level and the guidelines 

to improve it.  



Indexfokus (EDM, 2015) 3	  

3. Perceptions as a source of information 

Perception is a fundamental topic in psychology, and the Gestalt movement is one of 

the most relevant to its study and explanation. Gestalt theory defines perception as a 

tendency to organize something mentally. Perception acts as a filter that we use to 

process all the information that reaches us, also interpreting it instantly by forming 

abstractions (judgments, categories, concepts, etc.). Unlike scientific processes, which 

seek out all of the components of an object to describe its reality, according to Gestalt 

tenets, perception directly and immediately attributes qualities to an object, clearly 

establishing its nature and composition. Perception is thus understood as a permanent 

act of conceptualization. 

Gestalt theory is responsible for proposing that the conscious has a tendency toward 

rationality. The ultimate goal and main task of consciousness is to translate everyday 

experiences into conceptualized entities based on which it can continue advancing a 

process of abstraction.   

According to this theory, perception informs us about the environment in a more 

realistic way than other methods to ensure our survival, and consequently that of any 

other human organization. The perceptions of those who observe an organization from 

different perspectives therefore have extremely valuable information for its survival and 

collective development.  

4. Chosen method 

Many books and papers have been written about competitiveness and also what being 

competitive means for an organization. Porter and many other authors have developed 

conceptual models that help to understand which elements intervene and how they 

interact in competition. Corporations spend large amounts of time and resources 

reviewing their strategy to attain competitive advantage, improve their position in the 

market or strengthen their leadership. However, other forms of organizations, such as 

clusters, are generally not able to invest as much time or resources to this activity as it 

involves many different people.  

Taking into consideration the theories and technological developments presented above, 

the method selected to link them together and to respond quickly to the needs of cluster 

management is essentially to collect the perceptions of members of the cluster through 
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two simple evaluations sent by email, translate them into numbers, and generate reports 

for management. 

Working with perceptions, Indexfokus avoids using figures and statistics that might 

hinder and slow down the evaluation process. The evaluators, in responding to the 

items, deepen their understanding of the concepts of competitiveness and align their 

knowledge with that of the other members of the cluster concerning the best practices 

that are applied by their best competitors elsewhere. Stimulating the evaluator’s 

reflection on the elements that intervene in the cluster’s competitiveness using the 

evaluation methodology is at the same time a didactic way of spreading knowledge and 

generating culture. This is the main reason for adopting this method to measure 

competitiveness.  

The evaluation method uses two 

ordered scripts of a series of proposals 

related to competitiveness that the 

evaluator is required to weight or 

calibrate. First, the evaluator must 

weigh the importance of 

competitiveness factors involved in the 

market. Second, the evaluator should 

calibrate the degree to which a set of 

attitudes or good practices that 

distinguish the best competitors in 

each of the competitiveness factors is successfully applied in the cluster. The result of 

the evaluation completed by an evaluator will be a value within a scale that represents 

the cluster’s competitiveness index as perceived by the evaluator. We call this the 

individual Indexfokus (Ii). 

The method we are proposing to measure competitiveness is not an algorithm, nor is it 

the mathematical combination of a set of data obtained from accounting or from the 

statistics of the cluster’s organization. We propose as a competitiveness measure a 

number that represents the level of competitiveness as perceived by experts and selected 

evaluators chosen by the management of the cluster. 

Fig.	  1 
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An evaluation method such as the one described here must accommodate all members 

of a cluster, but management should ensure that they gain the collaboration of the most 

experienced and influential. However, it should be borne in mind that when evaluators 

have an objective interest in the company, even if their knowledge is not particularly 

deep, their perceptions can give additional information that have enormous value to the 

cluster’s management.  

The integration of the different results obtained from different evaluators make it 

possible to optimize the competitiveness index of the cluster. In the accompanying chart 

interpreting the results, the evaluators are assigned to different interest groups or 

stakeholder groups. This enables the collation of different perceptions from a range of 

points of view: companies, government, academia, managers, technicians, customers, 

suppliers, shareholders, etc. A perceived competitiveness index is obtained for each 

stakeholder. The Cluster Perceived Competitiveness Index, which we term Ic, collates 

all of these perceptions.  

5. Indexfokus methodology: general approach and evaluation process 

5.1. Competitiveness weighting factors 

The evaluation procedure begins by presenting the evaluator with 12 universally 

accepted competitiveness factors, which therefore intervene in any kind of market, i.e., 

the factors required to lead in meeting market demands in a competitive environment. 

Indexfokus invites all evaluators to weight the importance that the market accords these 

competitiveness factors, very similar to those named the ‘Pillars of Competitiveness’ by 

the World Economic Forum, namely:  

1. Administration and management business: competence, values, strategy, 

policy, transparency, organization, social responsibility, culture... 

2. Infrastructure, facilities and basic services: safety in the supply of the 

materials and basic services, location, connectivity, functionality of the design, 

sustainability... 

3. Recent economic outcomes: benefits, cash flow, solvency, etc.  

4. Basic labor: availability, training, productivity, and versatility.  

5. Middle management and responsible technicians: availability of skilled labor, 

educational level, productivity, engagement, and responsibility. 
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6. Business offer: quality, price, range, presentation, brand... 

7. Selection and promotion of people: nondiscrimination, equal opportunities, 

merit assessment, compensation, protection of heads... 

8. Accessibility to finance: capital, credit rating, lines of credit, grants.... 

9. Technological, computer and communication development: elements 

essential for the production and control of business activities. 

10. Dimension: the relative advantage of being large or small, which can be 

important depending on the market and company strategy.  

11. Complexity of the business model: involves being fully aware of the business 

and being properly represented in the areas that best observe the developments 

occurring in the markets, allowing anticipation of trends and preparation for 

change. 

12. Research, development and innovation (RDI): investor commitment to the 

search for new and better products or services, which enables a response to 

customers’ needs to be anticipated and strengthens the cluster’s comparative 

advantage over competitors. 

Although the 12 factors are universal, not all of them are of equal importance in every 

market. Thus, the first task of the evaluator is to give a weight to each factor of 

competitiveness based on the importance that it has in the market in which the entity 

that is being evaluated operates. This is done on a scale of 0–5, where 0 represents no 

importance and 5 represents the highest level of importance. 

5.2. Calibrating the competitive positioning for each competitiveness factor 

The next step in the evaluation process is to ask the evaluator to reflect on the 

competitive position of the cluster in relation to each factor of competitiveness, 

according it a rating in terms of his or her perception of the extent to which it is applied 

in relation to the best practices and attitudes of the cluster’s best competitors. 

Indexfokus presents the five best practices or attitudes as statements for every factor of 

competitiveness. The evaluator is asked to estimate, using a scale of 0–5, the degree to 

which each aspect is applied satisfactorily by the entity evaluated.  
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6. Method of calculation for the individual competitiveness index using evaluator 

perceptions 

The calculation of Ii is a very simple calculus method. If no weights are applied to the 

statements, the competitive position of the cluster by competitiveness factor is 

calculated as the arithmetic average of the five calibrations: 

Fk = ( 𝐺𝑛!
!!! 𝑘)/5 

where Gn k is the degree of the evaluator’s satisfaction that n good practices or 

attitudes, corresponding to the factor of competitiveness k, is applied in the cluster; n is 

the number of practices or attitudes (five statements). 

Applying the weightings set by the evaluator for each of the factors we obtain Ii: 

Ii =    !"∗!"!"
!!!

!"!"
!!!

 

where Fk is the value that represents the competitive position of the cluster in factor of 

competitiveness k, as perceived by the evaluator i/ k (1–12); Pk is the weight assigned to 

factor of competitiveness k. The method provides a ranking between 0 and 5. 

Thus, Ii is the individual Indexfokus, or competitiveness index perceived by an 

evaluator i, calculated as the weighted average of the values of competitive positions in 

each of the 12 factors of competitiveness 

that we consider.  

The results of the evaluation process can 

be expressed graphically as we can see 

from an individual assessment of 

competitiveness performed on a freight 

and logistics cluster.  

The individual Indexfokus using a scale of 

0–5 is represented in Fig. 2. 

Fig.	  2 
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The individual index 

quantifies the importance the 

evaluator has given each 

factor of competitiveness and 

the competitive positioning 

that the evaluator has 

assigned to the cluster for 

each factor of 

competitiveness (Fig. 3),  

 

In Fig. 4 we can observe the path of the competitiveness factor for the cluster in each 

factor 

Fig. 5 shows the competitiveness gaps of the cluster perceived by the evaluator as a 

function of the importance and positioning perceived in each of the 12 factors of 

competitiveness 

 

Fig.	  3 

Fig.	  4 

Fig.	  5 



Indexfokus (EDM, 2015) 9	  

 

7. General competitiveness index and stakeholder competitiveness indices 

 
The method set forth allows assessment of the perceptions that an evaluator has about 

the organization. Therefore, it is an individual viewpoint. When members of the cluster 

are invited to participate in the process of evaluating it, Indexfokus works with the 

individual indices of perceived competitiveness and provides different results.  

The overall index of cluster competitiveness that Indexfokus provides first is the 

average of the individual indices of all evaluators who have participated in the 

assessment of competitiveness (Fig. 4). This general competitiveness index is therefore 

given by: 

Ic =      !"!
!
!

 

If the cluster manager assigns weights to the participating evaluators, the weighted 

overall index will be given by: 

Icp =      !"∗!"!
!
!"!

!
 

where I collects all the individual indices of cluster c and P represents the weights 

assigned by the cluster manager to each of n evaluators. By default, Indexfokus assigns 

equal weight to all participating evaluators. 

In addition, Indexfokus helps provide a multifocal vision of the competitiveness of the 

cluster. Discovering stakeholders’ perceptions of the competitiveness of a cluster is 

particularly important, so that the cluster can arrange meetings of stakeholders’ 

representatives and identify aspects on which there is consensus as well as those in 

which there are differences of opinion. Indexfokus can discriminate the results of 

evaluators who have participated in the evaluation of the cluster as they are assigned to 

different interest groups that constitute the cluster. Thus: 

Is = 
   !"#∗!"!
!!! !

!"!
!!! !
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where i collects all the individual indices from all the evaluators in interest group s and 

P represents the weights that the cluster manager has assigned to each of the k 

evaluators.  

From the competitiveness indices of the various stakeholders, the cluster manager can 

also obtain a result of the competitiveness of the cluster as a function of the weights or 

importance assigned to each group. 

Using all the possibilities of the Indexfokus methodology, it is possible to extract 

conclusions of great importance for the management of the cluster in terms of 

recognizing the sensitivity of the overall competitiveness of the cluster according to the 

perceptions of different stakeholders and their evaluators. Indexfokus calculates the 

index of the competitiveness cluster considering the perceptions of stakeholders as 

follows: 

Ics =    !"∗!!
!!! !

!!
!!! !

 

where s collects all the stakeholder indices of the group and P represents the weights 

that the cluster manager has assigned to each of the m groups of interest. 

8. Dynamic assessment of perceived competitiveness 

The proposed method also allows supervision of the evolution of the competitiveness 

indices over time, which serves to check if the measures implemented by the cluster 

since the last assessment have improved any or all stakeholder perceptions of its 

competitiveness and its overall competitiveness indices.  

9. Using the Indexfokus tool 

The decision to launch a competitiveness evaluation will always be taken by an 

individual evaluator, generally the cluster manager, whose special interest is to 

determine the cluster’s level of competitiveness to enable its improvement on the basis 

of consensus. Contrasting this individual’s own perception with the views of the 

stakeholders will add valuable information. To prepare for the evaluation, the cluster 

manager needs to take the following steps: 

1. Identify the stakeholders in the cluster.  

2. Identify evaluators who fulfill the necessary criteria in terms of having sufficient 

capacity and interest in the cluster to participate in the evaluation process.  
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3. Assign evaluators to stakeholders. 

4. Assign a weighting to each evaluator, depending on the importance the cluster 

manager wishes to give the evaluation of that person in the results of the 

evaluation.  

5. Assign a weighting to each interest group, depending on the importance that 

each group has for the cluster in his or her opinion.  

The cluster manager will therefore be the orchestrator of all the evaluators and the 

stakeholders involved in the evaluation. The manager’s most important task will be to 

complete a stakeholder matrix conceptually.   

When the stakeholder matrix has been loaded in the system, Indexfokus will generate an 

invitation to each of the selected evaluators to assist in the evaluation of the 

competitiveness of the cluster. Each evaluator will receive an email with a login key to 

link to Indexfokus and complete first the weighting factors and then the calibration. 

10. Results generated by Indexfokus: case study 

This paper uses the results obtained from a real evaluation of the competitiveness of a 

transportation and logistics cluster in a Spanish region. The evaluation process began on 

September 2 and closed on October 7, 2014. Throughout that time, 74 experts assigned 

to 10 groups of interest completed the two assessments. Four of them were key 

stakeholders.

The overall competitiveness index of the cluster as 

determined following the Indexfokus methodology was 

2.84 on a scale of 0–5 (Fig. 6). The perceptions of those 

who know the sector and its market were that the 

cluster was within the “peloton” of similar clusters in 

regions competing in the market. Therefore, the first 

and most important conclusion reached by all the 

stakeholders was that there is a huge task to be 

performed in making the cluster more competitive. The 

indices of “perceived competitiveness” by group are shown in the bar graph in Fig. 7. 

Fig.	  6	  
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Fig.	  7 
The competitive positioning of the cluster as perceived by the four main stakeholders 

for each one of the 12 competitiveness factors is represented as shown in Fig. 8. 

	  

Fig.	  8	  
 
The importance of the factors at play in the 

competitiveness of the market as perceived 

by the four main stakeholders is 

represented in Fig. 9 to the left.  

The competitive positioning of the cluster as 

perceived by the four main stakeholders for 

each one of the 12 competitiveness factors is  

Fig.	  9 

Fig.	  10 
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shown in Fig. 10.  

Similar profiles indicate consensus, a similar vision among all stakeholders. As can be 

seen, overall, the experts consider the cluster to be better positioned in FC1: 

Governance, FC2: Infrastructure, Facilities and Services, and FC6: Differentiation of 

the Offer. Conversely, the factors for which the cluster occupies the worst competitive 

positioning are FC8: Financing, FC12: RDI, and FC10: Social Economic Environment.  

The following Indexfokus chart (Fig. 11) identifies the ‘competitiveness gaps in each 

factor of competitiveness,’ where each column corresponds to one of the 12 of 

competitiveness factors that Indexfokus analyzes.  

 

The width of each column represents the importance assigned by the evaluators to each 

factor of competitiveness, and the height represents the competitive position that they 

assign the cluster for the corresponding factor. To facilitate interpretation, the factors 

are presented sorted by the importance attached to them, i.e., from wider to narrower 

columns. A column reaches the maximum height in the graph, i.e., with no gap, when 

the cluster assessed is perceived as the best competitor in the competitiveness factor that 

the column represents. As can be seen, this is not the case for the cluster in any factor. 

Indexfokus analyzes the ‘holes’ in competitiveness and the ‘priorities’ of the cluster. 

The heights of the columns express the relative impact on overall competitiveness; these 

are the ‘holes’ that need to be covered for each factor and enable the cluster to 

determine its priorities. The graph in Fig. 12 below presents the factors of 

Fig.	  11 
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competitiveness sorted according to the size of the deficits in competitiveness detected 

in the cluster by all the evaluators participating in the study. 

 

The goal is to raise the level of competitiveness as soon as possible, generally with 

limited resources, and focusing on how to cover the major ‘holes in competitiveness’ is 

usually the most efficient way of doing so. In the case studied here, the proposal 

considered most reasonable is to prioritize the activities that will serve to reduce the 

major gaps in competitiveness focusing on the related competitiveness factors: 

1. FC8: Financing 
2. FC5: Managerial and Technical Talent 

3. FC12: RDI 
4. FC4: Training and Versatility of Workers 

5. FC9: Technology 
 

Attaining a high level of competitiveness and maintaining it is a difficult and ongoing 

task. Using Indexfokus, the perceptions of stakeholders are a source of information that 

will help a cluster to meet this task if their opinions are considered on a recurrent basis. 

The purpose of Indexfokus is to help the cluster to formulate its optimal strategy to 

improve its competitive position in relation to the factors with the greatest 

competitiveness deficits. Leveraging the information gathered from the evaluators who 

have participated in the evaluation, Indexfokus provides insights into areas for 

improvement in each of the factors of competitiveness. 

Fig.	  2 
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Repeating the evaluation systematically to detect new holes or deficits in competiveness 

is a means of generating a continuous process for improving the competitiveness of the 

cluster. Over time, by successive approximations, the cluster will tend towards the 

maximum General Competitiveness Index (Indexfokus = 5), entering a ‘virtuous spiral’ 

of competitiveness. 

11. Graphical representation of the Indexfokus conceptual model 

The columns in the graphical display shown in Fig. 13 represent the factors of 

competitiveness. The width of the columns varies according to the scale (0–5) and 

represents the importance that the evaluators have assigned to each competitiveness 

factor. The height of each column, again scaled from (0–5), represents the competitive 

position that the evaluators have assigned each factor. 

The gaps or deficits identified correspond to the level of effort that the cluster should 

make in these areas to be the best 

in each of the factors of 

competitiveness. The cluster may 

be the best competitor in one or 

several factors, but if these are 

not of sufficient importance, 

other competitors will be better 

overall. Thus, the competitive 

strategy should consider the gaps to be filled, prioritize actions, and distribute the 

efforts based on the areas identified.  

An alternative strategy would be for the entity to try to influence the market to accord 

greater importance to those factors in which the entity has a leadership position. Finally, 

the riskiest strategy, but also the most innovative, would be for the cluster to try to 

introduce a new factor of competitiveness that would revolutionize the market.  

12. Conclusion 

A cluster’s managers can obtain information of exceptional value in estimating the level 

of competitiveness of the organization, using the knowledge and accumulated 

experience of the members of the interest groups.  

Fig.	  3 
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The Indexfokus methodology also enables the dissemination of the essential concepts of 

competitiveness, the attitudes and good practices that distinguish the best competitors 

among all the members of the cluster. New technologies and the development of social 

networking should encourage members to generate networks that integrate all the 

professionals who, from different viewpoints, know the cluster and know the market. 

Transforming the perceptions of these evaluators into numbers and graphs allows the 

cluster to determine its competitive position in relation to its best rivals. 

Experiences of the implementation of the Indexfokus tool thus far show that the results 

are highly valuable for clusters and sectors, and can easily be used by cluster staff to 

orient actions toward the improvement of its competitiveness on the basis of consensus 

amongst members.  
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