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ABSTRACT 

 

The role that corporate foresight has on organizational ambidexterity - an organizations 

capability to simultaneously innovate incrementally and radically - within an uncertain external 

environment is the main topic of this research thesis. While it is believed that corporate 

foresight has a positive impact on ambidexterity, little is known through which mechanisms 

this impact takes place specially in an uncertain environment. In other words, how does a 

capability as an antecedent lead to organizational ambidexterity in complex scenarios. With 

recent developments in this research field, this study proposed a new conceptual model that 

introduces corporate foresight as a capability and enables scholars to conduct a qualitative 

research inspecting the causal links of the use of corporate foresight and an organization's 

ability to innovate within the context of extreme uncertainly. In order to do so, this study 

propose the analysis of three Finnish companies that underwent impacts of the COVID-19 

pandemic and were able to use its corporate foresight capabilities to generate radical and 

incremental innovations. 

 

 

KEY WORDS: Corporate Foresight, Uncertainty, Innovation, Dynamic Capability. 

  



	

RESUMO  

 

O papel que a Coporate Foresight tem na ambidestria organizacional - uma capacidade das 

organizações de inovar simultaneamente de forma incremental e radical - dentro de um 

ambiente externo incerto é o principal tema abordado nessa pesquisa. Embora se acredite que 

a prospecção corporativa tenha um impacto positivo na ambidestria, pouco se sabe através de 

quais mecanismos esse impacto ocorre, especialmente em um ambiente incerto. Em outras 

palavras, como uma capacidade como antecedente leva à ambidestria organizacional em 

cenários complexos. Com recentes desenvolvimentos neste campo de pesquisa, este estudo 

propoe um novo modelo conceitual que introduz corporate foresight como uma capacidade, 

permite que pesquisadores conduzam uma analize qualitativa inspecionando os vínculos 

causais do uso de corporate foresight e a capacidade de uma organização de inovar dentro do 

contexto de extrema incerteza. Para tal, este estudo propoe a analise de três empresas 

Finlandesas que sofreram os impactos da pandemia do COVID-19 e foram capazes de usar 

suas capabilidades de corporate foresight para gerar inovaçao incremental e radical. 

 

 

PALAVRAS CHAVE: Corporate Foresight, Incerteza, Inovação, Capabilidade Dinâmica. 
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1. Introduction 

 

The recent decade, not to mention the year 2020, has demonstrated that the business 

environment has grown more complex than ever before. In some sense, the business 

environment can be described as turbulent; characterized by a high degree of volatility, 

uncertainty, complexity, and ambiguity (VUCA) (Kaivo-Oja & Laureaus, 2018). In addition to 

the VUCA environment, organizations in many fields also face an increased level of 

competition, sometimes described as hyper competition (D’Aveni et al., 2010), and events that 

are completely unpredictable, yet disruptive, such as the SARS-CoV-2 pandemic (Black Swan 

events). Such events have the possibility to not only disrupt the operations of organization, but 

also render them unable to operate longer.  

However, as the external environment develops, organizations need to maintain the ability to 

innovate in order to remain competitive. Innovation not only responds to constant change, but 

also creates the future. Not surprisingly, most business professionals and researchers both agree 

that there is a positive relationship between innovation and performance in organizations 

(Garcia, 1998; Hansen, 2006; Nobelius, 2004). Yet, innovation is already difficult to obtain in 

a stable environment, and it becomes increasingly challenging in a more complex and uncertain 

world.  

To answer this problem, the concept of organizational ambidexterity was born to explain the 

survival and long-term success of businesses. Ambidextrous organizations are those which can 

manage their businesses efficiently while simultaneously adapting to emergent changes in the 

environment; in other words, organizations that are able to implement both incremental and 

revolutionary change (Duncan, 1976; Tusham & O’Reilly, 1996). Organizations that are not 

ambidextrous might rely on a future view that overemphasizes simplicity and predictability. 

Those organizations can find themselves in a state of paralysis or overconfidence when the 

environment grows more complex and uncertain – rendering their way of working and the tools 

they rely on unviable (Wright, 2005). 

In an innovation context, organizations can focus on exploiting their current competencies or 

exploring new ones; the former relating to the building of incremental innovation and the latter 

to radical. Exploitative (incremental) innovation is often seen as one that creates short-term 
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results. Those are seen as easier to develop as they rely on (shorter timeframe) predictions that 

have more certain outcomes. This is perceived historically as the focus of most firms 

(Christensen et al., 2008). However, one can argument that solely focusing on incremental 

innovation is not enough for corporations, more so when the environment they operate in 

changes more rapidly due to increased uncertainty (rendering predictions on which incremental 

innovations rely on inaccurate). Thus, organizations need to explore new options (radical 

innovations) to secure their survival in the face of future changes in the environment. 

(Christensen et al., 2008). 

To be an ambidextrous organization is to pursue both abovementioned types of innovations 

simultaneously (Jansen, 2005). Viewed through the lens of resource-based view, this ability is 

considered valuable, rare, and expensive to imitate and can thus be a source of competitive 

advantage (Simsek, 2009).  

Another discipline that has been linked to an organizations’ capability to innovate, transform, 

and renew is that of corporate foresight (CF) (Rohrbeck, 2012; Sarpong et al., 2017; Semke & 

Tiberius, 2020). Corporate Foresight is related to the process of analyzing the external 

environment with the aim of detecting change happening early (weak signals), identifying new 

possible business fields, in addition to analyzing consequences of the changing environment 

on the company (Sarpong et al., 2013). CF is focused on envisioning multiple alternative 

futures with the hopes of coping with uncertainty (rather than focusing on a single forecast), 

increasing organizational learning, innovativeness and the quality of decision making (Iden et 

al., 2017). In the recent literature, rather than seeing CF as a process, it is considered a dynamic 

capability of a firm. This new development builds a bridge between the disciplines of futures 

research and strategy and management. The construct of corporate foresight can thus integrate 

with, enrich, and expand the dynamic capabilities framework by considering it as an under 

investigated future-oriented capability- and thus shed light to it being an antecedent that leads 

to ambidexterity. 

Evidently, both presented concepts attempt to present how companies could not only cope with 

uncertainty, but also present frameworks through which companies could approach innovation 

in a VUCA environment – something which seems of utmost importance in the current state of 

world. The relationship between the presented two concepts is the focal point of this research 

(how uncertainty leads to the need of using CF – which is considered a dynamic capability – 

and how this enables companies to become more ambidextrous). 
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While the relationships of corporate foresight and ambidexterity (separately) have been linked 

to innovation, the moderating effect of corporate foresight leading to ambidexterity (and thus 

innovation) remains under investigated. Paliokaitė & Pačėsa (2015) demonstrated in their 

quantitative study that CF indeed has a positive relationship with an organizations’ ability to 

innovate both incrementally and radically. Yet, the method through which this happens, 

remains unclear. A resource gap exists in understanding the causal link between CF and 

organizational ambidexterity.  

Studies performed until now have been largely concerned with organizational foresight rather 

than corporate foresight (different size and scope of companies studied). Moreover, most 

literature regarding the relation between corporate foresight and innovation has focused on the 

“explorative” (radical) innovation (Rohrbeck, 2012; Sarpong et al., 2017; Semke & Tiberius, 

2020)., disregarding its role on exploitative (incremental innovations). Thus, the arguments for 

this research are both empirical and theoretical.  

In order to pick an appropriate sample of innovative companies with a developed practice of 

corporate foresight for this research, the selected country of analysis is Finland. With regards 

to the country’s choice, it is essential to properly understand the technological scenario in 

which the Finnish culture is immersed. Finland has been considered for many years as one of 

the most innovative countries in the world while at the same time having a stimulating business 

environment full of incentives for people and companies to create and explore new ideas. 

Examples of such culture can be found on The Millennium Technology Prize awarded for life-

enhancing technological innovation and is considered as Finland´s tribute to innovations for a 

better life, and in the Technical Research Institute of Finland (VTT) which has been 

prominently awarded by the European Association of Research and Technology Organizations´ 

(EARTO) as a celebration to its contributes towards innovation with high social impact. The 

country has an undeniable support from both government institutions and private initiatives for 

the usage and exploration of new technologies, given that is common sense among its citizens 

the importance and impact of such advancements. 

Lastly, the recent COVID-19 pandemic had such profound impacts and deep changes in the 

current human society that all business scenarios were inevitable shaken. Thus, in the context 

of this research the COVID-19 pandemic has clearly contributed to the creation of an 

environment of increasing uncertainty that can be considered as VUCA. 
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Therefore, this research intends to study how companies can innovate efficiently both 

incrementally and exploratively in a state of extreme uncertainty, and how CF (as a dynamic 

capability) can facilitate this process and lead to enhanced innovation capability through 

increased organizational ambidexterity. Moreover, the relationship between corporate foresight 

and organizational ambidexterity has not been studied from the dynamic capabilities point of 

view. Such information is both of scientific value and might offer practical guidelines for 

corporations struggling with innovation in increased uncertainty. By doing so, this study 

intends to gather concepts and frameworks proposed along the explored literature in order to 

arrive in a new model that can be applied and tested in real business scenarios. Thus, this study 

aims to answer the following research question: What are the relationships between 

components of Corporate Foresight and an organizations’ capability that allowed Finnish 

companies to innovate during an increasingly uncertain scenario? 
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2. Literature Review 

	

The following section will described the explored literature related to the research question. 

The first topic corresponds to environmental uncertainty and its impacts on the corporate 

foresight prectices. Next, the study explores the relations between the concepts of dynamic 

capability and corporate foresight. Finally, the topics of innovation and organizational 

ambidextery are presented before all the discussed literature is united in a new proposed 

framework. 

 

2.1 Environmental Uncertainty and Corporate Foresight 

 

One of the assumptions made to highlight the importance of this proposed study is the 

increasing uncertainty within which companies need to operate. Uncertainty is by no means a 

new concept in organizational theory nor strategic management literature. For decades’ 

researchers and practitioners alike have studied the relationship between organizations and 

their external environment (Lawrence and Lorsch, 1967; Duncan, 1972; Milliken, 1987) and 

highlighted the importance of adapting to the rate of change within it. Milliken (1987) describes 

that uncertainty is perceived when individuals feel they lack sufficient information to forecast 

accurately or when they find it difficult to distinguish between relevant and irrelevant data. In 

other words, it refers to decisions maker’s inability to fully collect, process and comprehend 

information about the environment they operate in. Vecchiato (2012), Duncan (1972) and 

Milliken (1987) hypothesize that this inability often results from environmental ambiguity and 

instability.  

Although the study of environmental research dates almost a century back to organizational 

theorists such as Knight (1921), it is within the last decades that the pace of research has 

increased, with the goal of generating approaches to cope with increasing uncertainty (Chawla 

et al., 2012). The reason for the surge of interest within the field is due to increases in two 

environmental features that have been discovered as drivers of uncertainty: (1) rate of external 

change (velocity) and (2) complexity (Duncan, 1972) (See Figure 1): 
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Figure 1: Factors contributing to an uncertain environment according to Duncan (1972). 

 

1) Rate of External Change 

The increase in the rate of external change has been linked to the frequency and velocity of 

disruptions generated due to an accelerated pace of technological advances, coupled with 

product cycles that have been shortening and continuously developing business models.  

(2) Increase in Complexity 

On the other hand, increasing complexity has been linked to the growing number of 

environmental factors within external environments. Further, there has been an increase in the 

heterogeneity of elements (in the external environment) which has resulted partly from 

globalization. Due to structural changes in the marker, there has also been an increase in the 

amount of competitors, creating additional complexity.  

Combining these two drivers and their elements have resulted in an increasingly uncertain 

environment. (Vecchiato, 2015). As the uncertainty increases, so does the need of corporations 

for strategies effective in dealing with it and to remain competitive within the VUCA 

environment. The implications of the presented phenomena are many; in the context of this 

study the most important one being the view that traditional approaches to management and 

most of the techniques used are limited in their ability to cope with increased uncertainty 
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(Schwarz, 2006; Miller, 2011). Traditional methods for strategy creation and innovation that 

are suitable in stable environments might not fit the current moment in time as they rely on 

approaches such as long-term planning and forecasting, which is based on linear extrapolations 

from past to the future. It is argued that it is impossible to account for all complexities in 

traditional models, rendering them unreliable. Moreover, the capabilities needed by 

organizations and organizational designs might be outdated to cope with extreme uncertainty 

(Levy, 2000).  

As an answer to the presented shortcomings, many fields of research have been developed. To 

name a few; the already presented dynamic capabilities view highlights that organizations need 

to constantly renew their resource base to match the external environment (Teece et al., 1997), 

the resilience school of thought on the other hand highlights that organizations could develop 

resilience. Resilience can be described as an organizational ability to “absorb, develop 

situation-specific responses to, and ultimately engage in transformative activities to capitalize 

on disruptive surprises that potentially threaten organization survival” (Lengnick-Hall et al., 

2011).  

While the abovementioned approaches serve a purpose, they fail to acknowledge the 

importance of innovation (not only exploitative, but also explorative) within an uncertain 

external environment. Companies that wish to stay competitive need to create capabilities that 

enable them to balance the act of improving current business and create new one. Thus, the 

study focus on the assumption that organizations operating in the extreme uncertainty (an 

environment made even more complex by the present COVID-19 virus) should become 

ambidextrous, as it would provide them with a means to simultaneously perform both actions. 

However, for this to function, an understanding needs to be developed on what facilitates the 

“creation” of ambidexterity. Corporate Foresight capabilities have been presented as a potential 

answer to the question.  

Quite evidently, corporate foresight is often seen as a solution to cope with increasing 

uncertainty. Thus, the same factors that contribute to increased uncertainty, often lead 

organizations to develop corporate foresight capabilities. Moreover, the benefit of corporate 

foresight capabilities could be theorized to be higher in a context of extreme uncertainty. 

Schilke (2016) notes that the organizational environment can substantially affect the emergence 

of dynamic capabilities in general. In the context of this study, the increased uncertainty can 



	 18 

be seen as an antecedent for developing corporate foresight capabilities (and perhaps a 

concurrent reason for their success). 

 

2.2 Corporate Foresight 

 

Corporate Foresight is an umbrella term for many foresight research streams, namely strategic 

foresight, organizational foresight, futures research and innovation management (Rohrbeck & 

Bade, 2012; Rohrbeck & Gemünden, 2011). Rohrbeck et al., 2015. define it as follows: “CF 

permits an organization to lay the foundation for future competitive advantage. CF is 

identifying, observing and interpreting factors that induce change, determining possible 

organization-specific implications, and triggering appropriate organizational responses. CF 

involves multiple stakeholders and creates value through providing access to critical resources 

ahead of competition, preparing the organization for change, and permitting the organization 

to steer proactively towards a desired future.”. By integrating the most salient aspects of 

corporate foresight in an organizational context, it can be defined as “a systematic organization-

level dynamic capability to interpret changes in the environment, outline and evaluate possible 

futures based on these changes, and use information from these futures for the organization’s 

competitive advantage.” (Fergnani, 2020). 

The abovementioned definition by Fergnani et al., (2020) incorporates aspects of CF that have 

been previously ignored by management and strategy scholarship, namely that CF often 

involves more stakeholders than only upper-level strategists (Sarpong et al., 2015), that in 

addition to environmental scanning CF also includes creating new futures (Vecchiato, 2012), 

and finally the inscription of CF in the dynamic capabilities’ framework.  

The origins of CF can be dated as far back as the 1920s, when future knowledge, and thus 

foresight as a means of gaining it, was interpreted as an unquestionable element in achieving 

success in business (Amsteus, 2012). However, the literature started gaining more traction 

around 1950s when military practitioners after second world war entered and started using 

specific tools in the world of business (French prospective by Gaston Berger and scenario 

planning by Herman Kahn). This time (from 1950s to 70s) is seen as one in which the focus 

was on the creation of practical tools and methodologies for CF, the most famous being 

scenario planning at Royal Dutch Shell (Rohrbeck et al., 2015). During the 80s and 90s the 
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role of corporate foresight started shifting from a forecast-oriented approach to one 

implemented increasingly in processes of strategic decision making and innovation 

management (Rohrbeck et al., 2015). In addition, this period led to the approach being used in 

a more dynamic manner (Slaughter, 1990). The most recent decades have marked a shift to a 

more integrative approach; integrating corporate foresight into organizational routines such as 

R&D, strategic management, innovation management, risk management and corporate 

development (Rohrbeck et al., 2015).  

This sequence of developments has led to a diverse view on what constitutes corporate 

foresight, in addition to a variety of perspectives from which to approach it. For example, some 

theorize it as a process, competence, or method (Major et al, 2001; van der Heijden, 1996; 

Wright and Cairns, 2011), while others see it as social practice that takes place in daily 

organizing (Sarpong, 2011). Yet as stated above, recent developments in literature have 

situated corporate foresight as a dynamic capability. This development, in addition to 

understanding the relationship of CF as a capability and ambidexterity (innovation) is integral 

to this study.  

 

2.3 Corporate Foresight as a Dynamic Capability 

 

As presented above, the route to the modern definition of corporate foresight has been long. It 

is only recently that more integrative approaches to CF have emerged; approaching it as a set 

of capabilities, where “foresight methods, processes and competences are not mutually 

exclusive” (Rohrbeck, 2010). Now, CF is seen as a process which an contain series of methods, 

where the “foresight capability” is achieved through using these methods and processes. 

Capabilities on the other hand are defined as collections of high-level, learned, patterned and 

repetitious behaviors that a business can perform better than its competitors (Nelson & Winter, 

1982; Winter, 2003). This new model emphasizes organizational attributes compared to people 

attributes. Approached from this perspective, CF constitutes an ability (including structural and 

cultural capabilities) that enables a company to recognize discontinuous change in the 

environment early, understand its consequences for the company and prepare an efficient 

response. All this while simultaneously maintaining a logical/ functional view of the future. 

(Paliokaitė & Pačėsa, 2015).  
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Paliokaitė & Pačėsa (2014) elaborated on Rohrbecks (2010) view and built a formative second-

order conceptual framework depicting the multidimensional nature of CF. In the proposed 

model, CF is conceptualized as consisting of three clusters of capabilities. The model draws 

upon the capabilities and futures literature suggesting that strategic foresight capabilities reside 

at a higher level of abstraction than their underlying processes or activities. The framework 

focuses on three groups of higher-order capabilities (1) environmental scanning, (2) strategic 

selection and (3) integrating capabilities and further proposes ten underlying sub-components 

which underpin the three higher-level capabilities (See Figure 2).  

 

 

The work by Paliokaitė et al., (2014) has pushed the theory around CF forward, integrating the 

diverse conceptual perspectives existing in previous literature and unifying the concept as not 

only a method, process, or practice, but and embedded organizing ability. However, the work 

by Paliokaitė et al., (2014, 2015) although it looks at CF from a capability point of view, falls 

short in not assessing how the theory combines with existing literature in the resource-based 

view theory and more accurately the dynamic capabilities school of thought.  

This is something that Fergnani (2020) develops in his research, stating that the theoretical 

underpinnings of the construct of corporate foresight can be situated in the abovementioned 

resource-based view of the firm and in the later expansion of this view with the dynamic 

capabilities’ framework.  

Figure 2: Capability approach to corporate foresight by Paliokaite et al., (2014). 
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The resource-based view is an approach that emerged in the 1980’s, when Wernerfelt (1984) 

emphasized the importance of firm resources, including assets or practices, to achieve 

competitive advantage. It was later refined by Barney (1991), who explained that the necessary 

attributes of relevant firm resources are value, rarity, inimitability, and non-substitutability. 

Corporate foresight can be identified as one of these resources. Indeed, Rohrbeck (2010) 

explains that corporate foresight has competitive relevance as it has all four of the above 

attributes. 

However, following the later enhancement of the resource-based view with the dynamic 

capability framework (Teece et al., 1997), corporate foresight is better conceptualized as a 

dynamic capability. This framework maintains that due to rapidly changing business 

environments firms cannot achieve competitive advantage with resources alone but only by 

having dynamic capabilities, i.e., organizational abilities to reconfigure and recreate resources 

and competences to quickly adapt to the business environment (Teece et al., 1997; Wang & 

Ahmed, 2007). 

Corporate foresight is a dynamic capability that allows a firm to achieve adaptation via 

sustained future preparedness, matured over time and through repeated exposure and practice 

of futures methods in corporate settings. As such, the construct of corporate foresight capability 

is theoretically situated in the dynamic capabilities’ framework, emphasizing the importance 

of everchanging dynamic capabilities of the firm to attain competitive advantage and survival 

(Wang & Ahmed, 2007).  

The conceptualization of corporate foresight as a dynamic capability fits well into the 

description of the micro foundations of dynamic capabilities provided by Teece (2007), who 

disaggregated dynamic capabilities into three components: sensing (the capacity to 

systematically monitor and detect incipient or latent market needs and technological shifts); 

seizing (the capacity to hone and change business models according to the findings of the 

sensing activity); and transforming/ reconfiguring (the capacity to re-invest resources into 

reconfiguration to maintain sustained competitive advantage. Corporate foresight presents 

clear elements of all the above (See Figure 3), while at the same time being a distinct capability 

for its focus on the evaluation of multiple futures. 
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Figure 3: Corporate foresight as a dynamic capability. By author, based on Teece (2007) and 

Fergnani (2020). 

 

Fergnani (2020) highlights that as a dynamic capability, CF should be considered a salient 

phenomenon driving firm-level outcomes by strategy and management scholarship, and further 

researched as an additional, under investigated, future-oriented firm capability. 

Fergnani (2020) continues that as a dynamic capability, CF can be considered as: 

1. The extent of sophistication in all the components that make systematic and repeated 

foresight activities in organizations effective and 

2. The extent to which a firm can reconfigure these components to achieve competitive 

advantage and survival in an unstable environment. 

In the field of corporate foresight there has long been a problem of understanding the 

dimensions of the concept and its different components. Frameworks have been put forward 

by Grim (2009), Rohrbeck (2010), Jissink et al., (2014) and Schreiber (2019), yet most of these 

have been problematic. For example, Grim and Schreiber only distinguish levels of proficiency, 

leading to problems in empirical testing. Among the frameworks, Rohrbeck’s was probably 

most detailed as it identifies CF capability’s components deconstructing CF into five: 

information usage, method sophistication, people & network, organization & culture. Yet, as 
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mentioned by Fergnani (2020), many of these components are either not comprehensive, 

confusional, overlapping with other components, or overlapping with CF’s potential 

antecedents and/or outcomes. 

The most recent attempt to understand the components of CF comes from Fergnani (2020) in 

the form of an eight-component framework, made of six primary components and two 

supporting components. In addition to being the more sophisticated model (compared to that 

of Paliokaitė et al., 2014), it also skillfully inscribes CF into the micro foundations of dynamic 

capabilities (Teece, 2007) by linking the primary corporate foresight components with the three 

dynamic capabilities’ foundational tenets (sensing, seizing and reconfiguring) (see figure 3).  

Linked with the “sensing” micro foundation of dynamic capabilities, are the corporate foresight 

components of (1) information collection, (2) people & network, and (3) level of inclusion. The 

first referring to level of breadth and depth of information that the firm collects when scanning 

environmental discontinuities and trends (Rohrbeck, 2010). The second to the quality of human 

resources taking part in CF procedures and the connections between them. Not only do 

individuals need to be knowledgeable of CF and aware of environmental changes, but also 

external stakeholders also need to be leveraged to make most out of CF capability. Lastly, 

considering that foresight is participatory in nature, it is concluded that the level of inclusion 

of different individuals at different levels of the organization in the formulation of foresight 

processes, or in other words the level of decentralization of foresight, is a key feature of 

foresight capability. 

The second micro foundation of dynamic capabilities “seizing, is linked with CF components 

(4) method sophistication, and (5) techniques variety & integration. Method sophistication 

refers to the extent to which a firm can systematically interpret the future-relevant information 

that has been collected via foresight practices (Rohrbeck, 2010). This is a “seizing” component 

of CF due to its importance in interpreting external information to build possible futures. It is 

also important to know the right methods for interpreting signals according to context and 

goals, and to integrate them in practice – thus making techniques and variety a “seizing” 

component. Indeed, a company’s foresight capability is more developed if it uses combinations 

of appropriate methods (scenario planning, roadmapping etc.). 

Important is also an organization’s ability to use foresight as an input for strategic decision 

making. For this reason, the (6) “foresight-strategy linkage” component of corporate foresight 

is a “reconfiguring” component of corporate foresight capability. Techniques for this purpose 
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include strategic options, wind tunneling techniques or more complex combinations of wind 

tunneling and decision-making analysis. (Fergnani, 2020).  

The components of corporate foresight are well aligned with the micro foundations (sensing 

and seizing dynamic capabilities) as shown. The literature also lists additional components that 

are "supporting" components. These components (1) Futures orientation and (2) Foresight 

system are not micro foundations of DC, but support the use previously mentioned to derive 

value. This latter one corresponds to a system in an organization that supports CF activities. 

This system includes, for example, the type and level of incentives that are offered to 

organizational members for using CF, the integration and routinization levels of CF practices, 

and the amount of time they take. The foresight system is important in encouraging the use and 

execution of DC capability. It is therefore a support component of CF capabilities. (Fergnani, 

2020).  

The former, futures orientation, refers to whether the organizational environment supports CF 

approaches that openly embrace and encourage an exploratory stance toward more than one 

future. This is not the same as DC's micro foundations and is therefore categorized as a support 

component. (Fergnani, 2020). 

Considering that there is a gap in literature understanding the antecedents (capabilities) that 

lead to innovation, in addition to the role that uncertainty plays in organizational ambidexterity, 

the novel approach by Fergnani (2020) enables to shed light on questions posed in recent 

literature. The integrative framework enables the creation of testable hypotheses combining 

literatures of CF, dynamic capabilities, and organizational ambidexterity. This research 

ultimately intends assess how the different components of corporate foresight (as a dynamic 

capability) are used to create an ambidextrous organization (simultaneous radical and 

incremental innovation) during an increasingly uncertain scenario. In conclusion, this research 

enables the combination of strategy literature with futures research (corporate foresight) and 

innovation management. 

 

2.4 Corporate Foresight, Organizational Ambidexterity, and Innovation 

 

As presented, the concept of organizational ambidexterity is not a new one. Popularized already 

in the 90s, the concept has been researched for more than two decades. While the term was 



	 25 

coined by Duncan (1976), it was an article by March (1991) that is most often cited as the 

impulse for the growing interest in the topic. (Raisch & Birkinshaw, 2008). In brief terms, the 

concept was born after it was noted that to be successful in the operating environment, it was 

not enough for corporations to increase the alignment or fit among strategy, culture, structure, 

and processes with the external environment (exploit). Focusing only on that would render 

companies unprepared for the inevitable discontinuous change. Rather, companies should 

become ambidextrous, being able to innovate and improve current businesses (compete in a 

mature market condition in which controlling costs and achieving high efficiency are crucial) 

and develop new products and services (where speed, flexibility and creation of radical – 

explorative – innovations is key) simultaneously. (Tushman & O’Reilly, 1996) (See Figure 4).  

 

 

 

Figure 4: Visualizing organizational ambidexterity in the innovation context according to 

Tushman & O’Reilly (1996). 

 

Conceptually, focusing on one at a time is easy, but doing so guarantees only short-term 

success. This proposes a dilemma for corporations; to be successful on the long term, managers 

might need to “destroy the very alignment that has made their organizations successful” 

(Tushman & O’Reilly, 1996). 
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A literature review by Raisch & Birkinshaw (2008) highlights five different streams in 

literature focused on organizational ambidexterity: (1) organizational learning, (2) 

technological innovation, (3) organizational adaptation, (4) strategic management and (5) 

organizational design.  

Within these streams of research, a framework is presented that describes a variety of 

approaches and perspectives. Some attempt to identify intra-organizational antecedents of 

ambidexterity; for example, structural factors, leadership related and contextual. Others look 

at its external determinants such as competitive dynamics and environmental dynamics. One 

stream aims to identify moderators and discusses the role of firm scope, market orientation and 

resource endowment. Finally, aspects such as performance outcomes related to market and 

growth are looked at (Lis et al., 2018). Looking at this objectively, it becomes clear that the 

capability view (as an antecedent to ambidexterity) is somewhat lacking in the literature.  

Within the literature, tensions related to organizational ambidexterity can be identified. The 

key questions according to Raisch, Birkinshaw, Probst, and Tushman (2009) relate to (1) either 

integrating or separating exploration and exploitation processes within organizational units, (2) 

whether ambidexterity happens at an individual or organizational level, (3) whether 

ambidexterity should be analyzed statically or dynamically and (4) whether exploitation and 

exploration processes are addressed internally or externally (Lis et al., 2018).  

Evidently, the concept of organizational ambidexterity has been researched from many points 

of view. However, as highlighted by Nosella et al., 2012; Raisch and Birkinshaw, 2008; Simsek 

et al., 2009, there are still many questions relating the concept that have not been answered. 

They relate to, for example, the relationship of ambidexterity and performance in organizations 

(Jurksiene & Pundziene, 2016), and how can organizations achieve ambidexterity in terms of 

dynamics, mechanisms, and different variables (Binci et al., 2020; see Kafetzopolous, 2020). 

For example, Suzuki (2019) highlights the importance of studying antecedents through 

ambidexterity by analyzing strategies for organizations to simultaneously explore and exploit.  

On similar lines Koryak et al. (2018) present that an important stream of research on 

ambidexterity relates to studying how certain strategies can be used to enhance organizational 

ambidexterity, where exploitation and exploration are components. They also mention that the 

interactions between the two components should be increased. Additionally, it is highlighted 
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that although many measures of ambidexterity have been used, it remains somewhat unclear 

how it can be best operationalized (Rosing & Zacher, 2017).  

As evidenced above, there is much to be studied in the field of antecedents, and more 

specifically the capabilities, that can help businesses to develop ambidextrous capacities. 

(Raisch et al., 2009; see also Kafetzopolous, 2020). In addition, the specific role that 

environmental uncertainty has on organizational ambidexterity has not been explored 

sufficiently (Kafetzopolous, 2020). Cao et al., (2009) and Wang & Li (2008) report that 

different levels of environmental uncertainty have different implications on the benefit of 

organizational ambidexterity. Depending on the level of uncertainty it is considered that 

emphasis should be put more on exploitation (preferred in a static environment) or exploration 

(preferred in a dynamic environment). (Kafetzopolous, 2020).  

Linking the concepts of CF (as a dynamic capability), innovation and ambidexterity, interesting 

themes emerge. Corporate foresight has long been linked to innovation, with Paliokaitė & 

Pačėsa (2015) highlighting that a large majority of the research concerning CF and innovation 

has focused on explorative – radical – innovation, with studies such as that of Middelbeek 

(2011) insinuating that there is a positive relationship between environmental scanning 

(integral part of corporate foresight) and explorative innovation. However, CF does not only 

play a role in explorative innovation.  

A study by von der Gracht et al., (2010) demonstrates that it in addition to creating new 

innovation ideas (explorative) CF also helps evaluate existing ones, thus aiding in incremental 

innovation as well.  

Additionally, Rohrbeck & Gemünden (2011) propose that CF play three roles in the innovation 

process;  

(1) the initiator role in which CF inspires and creates new ideas for innovation. This works 

through offering understanding on how the future might develop among with the external 

environment. Moreover, corporate foresight might reveal information on how to exploit 

existing capabilities and introduce incremental innovations to existing product portfolios or 

operations.  

(2) In the strategist role, CF can help organizations discover and plan development of new 

business fields. 
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(3) In the opponent role, CF can help challenge and assess existing information, innovation 

project and/or existing activities. Thus, corporate foresight can induce both radical 

(explorative) and incremental (exploitative) innovation. Based on the abovementioned 

information, it can be concluded that corporate foresight indeed contributes to organizational 

ambidexterity (Rohrbeck & Gemünden, 2011).  

With these kinds of results, the relationship between CF and organization ambidexterity is 

becoming more evident. However, most of the research regarding the topic has not been theory-

driven, but rather have emerged through efforts to build frameworks for addressing various 

issues (Amsteus, 2012; see also Paliokaitė & Pačėsa, 2015).  

Taking all the factors presented above into consideration – the underexplored role that 

uncertainty has, with the lack in knowledge on capabilities that lead to increased ambidexterity 

– a study is warranted that takes these two concepts and combines them with corporate 

foresight. Studying the concept of ambidextrous organizations from an innovation perspective 

(rather than for example organizational design or strategic management) along with corporate 

foresight allows me to take a unique perspective and bring much needed knowledge to the 

research fields. A perspective that sheds light on mechanisms through which a capability 

(corporate foresight) related to uncertainty reduction leads to ambidexterity and concurrently 

innovation. This approach helps narrow the gap in understanding what capabilities and how 

might lead to organizational ambidexterity (See Figure 5). 
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Figure 5: The relationship between environmental uncertainty, corporate foresight, and 

organizational ambidexterity. By author, based on Duncan (1972), Teece (2007), Fergnani 

(2020) and Tushman & O’Reilly (1996). 

 

In summary, the recent develop in research presents a new framework which integrates the 

diverse conceptual perspectives existing in previous literature. The outcome is a push forwards 

in theory around CF, unifying it as not only a method, process or practice, but a dynamic 

capability of a firm, which goes hand in hand with the micro foundations of DC (sensing, 

seizing and transforming). This ability enables organizations to cope with an uncertain future 

(a “VUCA” environment) and to simultaneously exploit (incrementally innovate) and explore 

(radically innovate). (Paliokaitė et al., 2015). In the context of this research, the recent 

development in theory enables studying the intersection of CF and organizational 

ambidexterity from a capability point of view. 

There is a gap in understanding the antecedents (capabilities) that lead to innovation 

(ambidexterity). Moreover, the role that uncertainty plays in organizational ambidexterity is 

underexplored. Approaching this from the perspective that CF constitutes a dynamic capability 

brings the possibility to shed light on questions posed in recent literature. 
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3. Methodology 

 

This research is qualitative and of empirical nature since only relying on a theoretical 

inspection would not be enough considering the topic in hand. Taking an empirical approach 

enables the production of completely new information and knowledge, more so in a case that 

is quite new within scientific literature (Eriksson & Kovalainen, 2008), which – as highlighted 

– is the case of this research. Still, a theoretical foundation and the consideration of previously 

created frameworks is of importance and serves as the base of the research. 

In terms of research philosophy and both the ontological and epistemological starting points, 

the choice has been made to take the critical realist approach. This approach relies to the fact 

that there is an objective reality which is material, yet individuals make meaning differently of 

this material world and thus multiple different interpretations exist based on context (Braun & 

Clarke, 2006). In some sense the critical realist view is similar to positivistic; there is a world 

that can be observed which is independent of human consciousness, while simultaneously the 

knowledge of the world is socially constructed (Eriksson & Kovalainen, 2018). In this research 

context, the use of CF as a DC in the context of innovation, it means that there is a reality of 

“some role CF plays in creating innovations” yet depending on the case this reality might be 

seen from different angles and take different forms. These interpretations are influenced by 

social constructions and experiences of individuals taking part in the study. For such an 

approach, the thematic analysis of data from interviews is preferred as it “works both to reflect 

reality, and to unpick or unravel the surface of ‘reality’” (Braun & Clarke, 2006). 

The method of qualitative research chosen is that of explorative multiple case study of Finnish 

large corporations that apply CF for innovation purposes (preferably in both incremental and 

radical innovation). This approach is suitable as case studies are deemed to have an advantage 

when open ended questions such as “why” or “how” are in central position of research in 

situations where the researcher has close to no control (Yin, 2003). This makes the method well 

suited for this specific context.  

Further, the research is described as explorative because such an approach enables the study to 

discover new facts and generate new propositions to be examined in future research (Gioia et 

al., 2013). An explorative setting is appropriate as the research attempts to reveal information 

of the relationship between topics (CF & ambidexterity) that have not been extensively 

combined within the scientific literature (Semke & Tiberius, 2020). Further, the chosen 
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approach is well suited for extending existing theory by both connecting formerly separate 

theories and filling existing theoretical gaps (Lee et al., 1999).  

In order to decide an exact number of cases to be studied, this research follows the approach 

provided by Eriksson & Kovalainen (2008) which indicates that the ideal number of cases 

should be between three and ten cases. Yet, in the context of the use of corporate foresight in 

building innovations, the amount of possible cases is rather limited. First, because smaller 

organizations do not have the resources nor expertise to do so, and second, because even larger 

corporations do not all use CF for innovation purposes (Semke & Tiberius, 2020). Taking these 

factors into consideration, only three companies agreed to participate in this study under 

contractual terms. While this limitation to a fewer amount of cases is partly due to external 

factors Eisenhardt (1989), in Eriksson & Kovalainen, (2008) the authors argues that a smaller 

sample of cases is beneficial in theory development – one of the goals of the proposed research. 

Following the discussion on selected enterprises for the research, Semke & Tiberius (2020) 

highlights the importance of finding internal stakeholders of organizations to study the 

relationship between dynamic capabilities and corporate foresight. So, instead of opting for 

external consultants with extensive experience, this study chose cases based on organizations 

with history of use of CF for innovation purposes. This further differentiates this research from 

those existing in literature, as both external and internal foresight users have been mixed in 

current research and Semke & Tiberius (2020) noted how these tend to “take a strikingly 

different view of the integration of CF and DC”. Taking these criteria (firm size, history with 

CF for innovation, internal CF capability) into consideration. Although the further focus of 

criteria based on specific industry has been recommended by some researchers (Fergnani, 

2020), this is rather difficult to perform in purely Finnish context. 

When thinking about the “types” of case studies more specifically, Eriksson & Kovalainen 

(2008) present two options: 

1. Intensive case studies that aim to understand a unique case from the inside and attempt to 

provide a “thick, holistic, and contextualized description”, and 

2. Extensive case studies that aim at creating generalizable theoretical constructs by comparing 

multiple cases. 
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Based on these definitions, and further because extensive case studies are suitable in similar 

contexts as mine - in situations where existing theory is not broad and has gaps (Eriksson & 

Kovalainen, 2008), this research can be defined as extensive. 

Lastly, it is essential to highlight that this study’s methodology will follow an abductive 

reasoning. As mentioned before, this research has modeled a new combined framework derived 

from the work previously done in the fields of corporate foresight, capabilities, organizational 

ambidexterety and environmental uncertainty. Moreover, by adopting a methodology 

composed of semi-structured interviews followed by the the Gioia method of thematic analysis 

(Gioia et al. 2013), this study intends to discover plausible explanations and connections 

between the observed data in the business environment of all three Finnish cases explores and 

the theoretical framework. Therefore, the information gathered in this study is used in order to 

describe a common phenomenon among practices of corporate foresight in Finnish companies, 

with the objective of generating plausible explanations (Bamberger, 2018).  

Such approach differentiates from the deductive reasoning given that the results of this research 

comprise new facts that are not explained by the existing literature, and its neither trying to 

validate a generalizable rule (Bamberger, 2018). Additionally, the abductive approach consists 

of explaining such results by evaluating the best explanation according to cognitive reasoning, 

thus allowing the researcher a chance to create new frameworks with only plausible conjectures 

and some insights about its meaning (Shapira, 2011). Moreover, the adoption of abductive 

reasoning in combination with the Gioia method of thematic analysis is often considered as a 

great way to begin a real-world problem, draw on existing theories and change these in order 

to explain the obersved phenomenon, thus resulting in contribution to the existing literature 

(Mathieu, 2016). 

However, it is also important to mention that this abductive approach is still similar to both 

deductive and inductive reasoning given that it is applied in order to make logical inferences 

from the data collected and thus construct theories about it. Therefore, the results are derived 

both inductively from the observed qualitative data but also deductively from existing literature 

in an interative manner (Jaakkola, 2015). 
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3.1 Data Collection 

 

As already highlighted, this research intends to analyze three Finnish cases that use corporate 

foresight for innovation purposes. In order to do so, the information was obtained through semi-

structured interviews of internal stakeholders responsible for CF activities within the firm. The 

optimal titles of the interviewees would include head of business development, head of 

innovation, head of foresight, R&D manager, among others. More important than the title itself, 

is the experience of the person in question. Thus, the selection criteria of interviewees are based 

on both selective and availability sampling.  

As for the interview type, semi-structured interviews coupled with rather open-ended questions 

makes it available to approach a topic with experts (experienced with certain phenomena) 

without guiding them with predefined answers. Such method enables one to study a 

phenomenon with a structured interview (similar questions to every participant) with the ability 

to ask follow-up questions to gain deeper insights when needed. In relation to this research 

context, such a method is appropriate. (Semke & Tiberius, 2020). Moreover, while the general 

questions are quite similar across the board, the order and wording might change depending on 

how the conversations develops, enabling to pick topics on the go. This also adds a layer of 

flexibility to the interviews, enabling the joint decision making of either shortening or 

lengthening each interview based on the nature of the discussion. Still, a standardized time 

promise is given to each interviewee and possible exceptions gone through on a case-by-case 

basis.  

To make the data set more reliable and capture different perspective in the same firm, two to 

three separate interviews were conducted with different members of each case company. Each 

interviewee would only be interviewed once. This process resulted in a sample of 8 interviews 

with each having the approximate duration of one hour. Due to the extraordinary period of the 

COVID-19 pandemic and its effects on how and where people work, all the interviews were 

conducted in a virtual environment (Zoom or Microsoft Team). All the interviews were 

recorded and transcribed using appropriate tools (Amberscript) in accordance to the non-

disclosure agreement. 

Evidently, willing participation is a requirement. For ethical and data related concerns, the 

interviews were conducted anonymously and it was ensured that no conclusions can be drawn 

of the identity of companies from the output of this research. Moreover, in order to conduct 
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this study, it was necessary to adhere to the policies set by the General Data Protection 

Regulation (GDPR). 

As stated in the research methodology, this study undertakes the critical realist approach. This 

entails that some of the information gathered in the process of interviewing might be influenced 

by the “context”, in this case, the age, gender or other traits of the interviewee. Knowing this, 

the study attempts to have the most balanced sample of interviewees possible, acknowledging 

the restrictions posed by the rather low amount of CF practitioners in the Finnish context. The 

resulted answers show have a minimized potential bias related to demographics. 

 

3.2 Sample Companies 

 

This small section is dedicated to explain how the three studied companies where selected 

while also providing some general information about each of the firms in order to differentiate 

them. As mentioned before, the first criteria when selecting a range of companies was regarding 

the corporate foresight practices as well as their innovative level. In order to make this 

assessment, a thorough research was conducted by having conversations with different Finnish 

CEOs, the support of Finnish American Chamber of Commerce (Amcham) and by using public 

available information on news outlets and social media (LinkedIn).  

 

After the range of ideal companies was selected, then the firms were approached by email in 

order to assess their interest in contributing for this research. This process resulted in three 

firms that agreed to participate given that their anonymity and GDPR rules were respected 

regarding the firm’s identity, the interviewees and their responses, as mentioned in the sections 

above. However, all three companies possess similarities that qualify as essential in order to 

provide a better comparison, such as all of them being founded originally and currently 

possessing a headquarter in Finland, being multinational companies with presence in multiple 

countries and they all posses some level of industrial production in order to offer their products. 

These characteristics ensure that all of the approached companies can be analyzed individually 

but also in a cross-case analysis. Moreover, in order to simplify the following sections of this 

study and better differentiate the companies, specific acronyms were designated to each firm 

(X, Y and Z). 
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The first approached company will be referenced as Company X. It represents the largest of 

the three companies as it is considered a national champion of its industry. Company X is 

responsible for the production, sale and maintenance of accessibility products and devices. 

From Company X, three people that work with corporate foresight within the firm agreed to 

participate of this research, being two employees and one at managerial level. 

The second approached company will be referenced as Company Y. It represents another large 

multinational with a more moderated level of industrial production, if compared to the previous 

case. However, Company Y has a large and well developed department of R&D and corporate 

foresight given that the firm once held a more prestigious position in its business segment. 

Overall, Company Y can be positioned in the telecommunications and infrastructure market. 

From Company Y, another three people that work with corporate foresight within the firm 

agreed to participate of this research, also being two employees and one at managerial level. 

The last approached company will be referenced as Company Z. It represents an originally 

Finnish firm that was later acquired by a large multinational company. Despite the acquisition, 

the original Finnish company maintained its brand and independency and thus, Company Z 

designation will be associated to the Finnish firm and not the acquirer. If compared to Company 

X, Company Z possesses less industrial production given the size difference, but it still 

surpasses Company Y since the latter one has a larger focus on research and development. 

Overall, Company Z can be positioned in the production and sale of agriculture machinery. 

From Company Z, only two people that work with corporate foresight within the firm agreed 

to participate of this research, being one employee and one at managerial level. 

The overall information of the individuals that agree to participate of this study are the 

following (See Figure 6): 
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# Perspective Age Gender Participants 

1 Manager - Company X 37 Male 1:1 Interview 

2 Employee - Company X 27 Male 1:1 Interview 

3 Employee - Company X 32 Male 1:1 Interview 

4 Manager - Company Y 33 Male 1:1 Interview 

5 Employee - Company Y 24 Female 1:1 Interview 

6 Employee - Company Y 29 Male 1:1 Interview 

7 Manager - Company Z 42 Female 1:1 Interview 

8 Employee - Company Z 27 Male 1:1 Interview 

	

Figure 6: General information about the participants.	

 

Therefore, this sampling of companies (X, Y and Z) allows this study to undertake a two level 

analysis. The first level corresponds to the company stage, since interviewing both the 

managerial and the employee stages grants both perspectives and thus a deeper analysis within 

the same firm. The second level corresponds to the cross-case analysis, by comparing what 

were the responses among different companies it is possible to extract the 1st Order Concepts 

which in turn are derived into 2nd Order Themes. 

 

3.3 Data Analysis 

 

In order to facilitate the data analysis, the interviews were transcribed, and the information was 

analyzed according to the 'Gioia Method' (Gioia et al., 2013). At first, the data was coded into 

core fragments by labeling relevant sentences, words, or narratives, in order to gather distinct 

perspectives and further examine whether it represented any connection to the topics displayed 

in the literature. The resulting codes were then designated according to the literal answers 

provided by the interviewees (in vivo codes) and themes discussed in the theoretical 

framework. This process of using in vivo codes represents a type of analysis in which the 

responses of all participants will first be considered according to general themes provided by 
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the interviewees themselves. Thus, the codification uses their own words to classify each 

response. After each answer of each interviewee is coded, then these resulting codes were 

aggregated in 1st order concepts, which summarized and grouped the exact quotes of the 

respondents (Gioia et al., 2013). 

The second stage consisted of analyzing the 1st order concepts to find overlapping themes 

while at the same time exposing new themes and theories relating to literature. Another relevant 

factor that was considered was the frequency with which the 1st order codes were repeated in 

the range of interviews, which represented whether the respondents were pointing at some 

relevant topic or characteristic. The arising themes from this process were aggregated to the 

coded concepts and denominated 2nd order themes (Gioia et al., 2013). By following this 

process, certain patterns and relations within the interviews were acknowledged which further 

helped in the data set analysis (Gioia et al., 2013). The third stage of categorizing the data 

consisted of grouping the 2nd order themes into aggregate dimensions, which can be 

recognized as 3rd order themes (Gioia et al., 2013). Lastly, an overall theme was determined 

in order to grasp the overall topic of this research and further comprise the data set. 

In order to keep track of all the codes and consolidated fragments, it was necessary to develop 

a codebook using Microsoft Excel. This codebook served to enclose several aspects utilized in 

the Gioia Method such as the labels of the 1st order concepts, the number of times this concept 

was mentioned in the interviews, the most relevant quote for the concept perceived by the 

researcher, the labels of the 2nd order themes, and the labels of the aggregate dimensions. In 

the end, the codebook was transformed into a figure to clearly present the data structure. 

Following the creation of potential themes, it is essential to review and refine them to make 

sure that they are not overlapping (collapse into each other). The overall goal is to establish 

that the themes “cohere together meaningfully” while remaining clearly distinctive from each 

other. (Braun & Clarke, 2006). 

Thus, the intention of this methodology is to describe themes emerged from the overall data 

and afterwards the findings relevant for each of the three cases. Moreover, all derived themes 

are connected from the analysis to the research questions. In the end, the goal of this study is 

that this pragmatic methodology of research leads to concrete findings that provide insight not 

only to the research within CF in innovation but also to practitioners trying to increase their 

capability. 
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4. Findings 

 

In order to present the collected information (See Figure 7), this section is structured according 

to the 2nd Order Themes. By doing so, it is possible to understand how such themes emerged 

from the 1st Order Concepts while also allowing for a better comprehension on how they relate 

to the Aggregated Dimensions which are associated to the theoretical model. Lastly, this 

research proposes a discussion that connects the practical applications of Corporate Foresight 

observed in the Finnish companies during the COVID-19 pandemic with the discussed 

literature. 

 

 

 

Figure 7: Full data structure according to Gioia et al. (2013). 

 

4.1 Digitalization 

 

The first 2nd Order Theme, which can be described by the term Digitalization, comprise the 

organizational perspective and insights of corporate foresight managers observed across all 
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three companies in the semi-structured interviews, as it represents the most important and 

common mentioned theme. From the three companies approached, all of them explained 

different factors that in combination result in the comprised 2nd Order Theme of Digitalization. 

However, it is possible to observe distinctions between each company studied.  

For example, Company X appeared to have the strongest concepts out of the three companies 

interviewed that can be translate to Digitalization. In other words, Company X have 

demonstrated to posses all the factors present in the 1st Order Concept regarding Digitalization. 

As for Company Y, it ranked second as the firm only lacks the elevated presence of hardware 

tools and the adoption of new technologies. For this case, the interviews demonstrated that the 

firm gave much more importance to software tools while also lacking behind when it comes to 

exploring new paths. Lastly, for Company Z, as explained previously this firm represents the 

smaller one from the three cases, being in financial size but also in its practices of corporate 

foresight and capacity to innovate. Despite that difference, Company Z still have demonstrated 

to have a sophisticated software and hardware tools in a integrated system that can be easily 

accessed. All the described factors from the three cases are represented as 1st Order Concepts 

(See Figure 8). 

 

 

 

Figure 8: Data structure corresponding to digitalization according to Gioia et al. (2013). 

 

The first observed factors correspond to the usage and internal development of sophisticated 

software tools, which are used across the entire organization in order to better collect 

information and constantly update the strategy, R&D and CF departments. However, it is also 
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observed that, in order to maximize the data collection, another essential factor is the adoption 

of top edge hardware tools such as tablets, notebooks and even self-developed equipment. By 

having such a system, the studied companies are able to have a very efficient integration 

between all the software and hardware data collection tools used in the different departments 

of the organization, which in turn correspond to a fast and up to date internal network. 

  

"I believe that in the age of information, whoever is able to make the most use of the data 

available will get some type of advantage." – Company X manager 

 

The last factor corresponds to having an active perspective when it comes to adopting new 

technologies, such as information of things (IoT) devices and artificial intelligence (AI) 

programs, and exploring new applications. Just as the software and hardware, there is an 

incentive for the research and production of self-owned intellectual property (IP) technologies 

in order to make the tools more specific and therefore efficient, while at the same time 

protecting the information from competitors or third-party providers. 

Lastly, it is essential to analyze how Digitalization relates to the literature topics comprised in 

the Aggregated Dimensions. In order to do so, the data is analyzed according to the eight-

components framework proposed by Fergnani (2020), which is derived from the work of Teece 

(2007) and further elaborates on the topic of dynamic capability.  

According to the answers provided by the managers, all the factors described as 1st Order 

Concepts have a clear relation to the five primary components of (1) information collection, 

(2) people & network, (3) level of inclusion, (4) method sophistication and (5) techniques 

variety & integration, described by Fergnani (2020). As mentioned in the literature review, 

those components correspond respectively to the level of information collected, the quality of 

human resource engaged and the connections between them, the level of inclusion across the 

different parts of the firm, the level of sophistication in analyzing and collecting the data, and 

the level of diversity in methods and integration. 

 

Therefore, given that this 2nd Order Theme can be basically described as the usage and 

development of both software and hardware tools integrated to a sophisticated internal network 
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that centralizes the information gathered across many departments within the firm, it becomes 

evident that the Digitalization theme tackles all the five primary components of the micro 

foundations responsible for the ability to monitor and detect technological shift and market 

needs (sensing) and for the ability to refine and adapt business models (seizing). Thus, the 

highly developed process of Digitalization designed specifically to collect information and 

properly direct it to the CF and R&D departments creates an integrated structure within the 

company that allows for a much more efficient sensing and seizing capacities. 

 

4.2 Organizational Penetration 

 

The following 2nd Order Theme, which can be described by the term Organizational 

Penetration, comprise the depth of diffusion and impact that CF has on the organization and it 

represents the second most important and common mentioned theme. All of the three 

companies approached explained different factors that in combination result in the 2nd Order 

Theme of Organizational Penetration.  

For Company X, this second theme of Organizational Penetration was present in both the 

managers and employees responses, as it appeared to be again the most prominent company to 

have explored all of these 1st Order Concepts. As for Company Y, it again falls behind in second 

place since the firm demonstrated to have an elevated emphasis on the importance of corporate 

foresight as well as a direct connection to the board of directors. However, Company Y 

appeared to have its Organization Penetration practices less integrated to its Digitalization 

theme than Company X. In other words, the firm lacked a presence of CF tools across a diverse 

range of company groups and therefore also lacked the connectivity across company other 

company levels. Lastly, Company Z appeared to be very similar to Company Y when it comes 

to the responses regarding this theme. For Company Z, both managers and employees 

expressed the importance of CF practices and also its acknowledgement by the top management 

of the firm, however it differentiates from Company Y since Z had some level of presence of 

CF tools among more company levels. All the described factors are represented as 1st Order 

Concepts (See Figure 9). 
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Figure 9: Data structure corresponding to organizational penetration according to Gioia et al. 

(2013). 

 

The first described factor corresponds to having a specific metric tool built in the software end 

of all relevant company groups and departments. This factor differs from the previously 

mentioned Digitalization theme, given that it corresponds to a specific set of data that is directly 

compatible with the work performed by the CF managers, and not the entire digital structure 

built in order to make the free flow of information possible. As explained by the managers, 

tracing a specific metric in each relevant department helps in sorting all the information 

available and focusing at first in the most pertinent aspects for the CF models. However, it is 

important to notice that there is an effort in trying to find trends among all the information 

gathered across the company platforms beyond the specific metric tools. 

The second factor was described as central for the Organizational Penetration theme as it is 

directly connected to the first and following factors, as it represents the organizational emphasis 

on the importance of the CF tools and metrics. In other words, it corresponds to having a 

corporate culture across the entire company that emphasizes the significance of the information 

collected and of the models developed by CF managers. According to the interviews, without 

the full support of the organization, from the workers feeding the system with the data to the 

the top management taking the predictions in consideration, and an established corporate 

culture that incentivizes this process, it would be much more difficult to make accurate models 

that can provide reliable solutions for the firm. 
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"The culture is definitely essential. As a CF manager, my work depends on how connected we 

are to the other levels of the company." – Company X manager 

 

The last two factors represent having a connection between the CF department and the other 

vertical levels of the firm, from the blue collar workers to the directors. As explained 

previously, with the structure provided by the Digitalization it becomes possible to connect, 

even if indirectly through a software, the work performed by different level employees. 

However, it is also important to have a direct linkage to the CEO and the other directors, given 

that they will analyze the outcome provided by the CF department and make the final decision 

regarding the strategy to follow. 

 

"Without this sense of importance, it would be much harder to convince the board about the 

real change we can provide." – Company Y employee 

 

As for the framework analyzes, it is possible to find a relation between the 1st Order Concepts 

and four of the primary components described in the literature review. The first three 

components correspond to the Aggregated Dimension of sensing, (1) information collection, 

(2) people & network, and (3) level of inclusion, given that the Organizational Penetration is 

closely related to the Digitalization theme. While the former provides the corporate structure, 

the latter provides the digital arrangement and the connectivity. Therefore, both 2nd Order 

Themes act supporting the other in a mutual relation of dependency and constitutes the basis 

for an efficient process of sensing, according to the interviewed companies. 

Lastly, the answers provided also display an important relation between the work performed 

by the CF department and its impact in the top management. In other words, the ability to use 

foresight as an input for real strategic decision making (foresight-strategy linkage) which 

corresponds to the primary component of the micro foundation of reconfiguration.  

 

4.3 Corporate Stimulus 
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The last 2nd Order Theme, which can be described by the term Corporate Stimulus, comprise a 

set of corporate actions in order to stimulate and incentivize the presence of CF within a firm. 

All of the three companies approached explained different factors that in combination result in 

the 2nd Order Theme of Corporate Stimulus.  

Surprisingly enough, for the case of Company X this last theme of Corporate Stimulus was 

barely touched in the interviewees responses. Nevertheless, it is possible to affirm that 

Company X still have some sense regarding this theme as its employee’s have expressed a 

support by the Human Resources (HR) department when it comes to data collection and 

technological usage. Moreover, the highly developed theme of Digitalization integrated with 

an also developed theme of Organizational Penetration might pose an explanation to why 

Company X invested less in the Corporate Stimulus theme, as it might have considered to be 

more a support component than a sensing characteristic.  

As for Company Y and Company Z, they both demonstrated all the factors comprised in the 1st 

Order Concepts for this third theme. This incentive was comprised of cooperation programs 

orchestrated and implemented by their respective HR departments as well as standard 

procedures among employees in order to facilitate data collection. Thus, according to Company 

Z responses, despite the firm possessing the lowest rank when it comes to Digitalization, it 

compensates this difference that can very well be attributed to the financial size differences 

and levels of investment by having a stronger focus to Organizational Penetration and 

Corporate Stimulus. All the described factors are represented as 1st Order Concepts (See Figure 

10). 
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Figure 10: Data structure corresponding to Corporate Stimulus according to Gioia et al. 

(2013). 

 

The Corporate Stimulus theme comprises a set of factors that can be explained as another 

important initiative from the organization side in order to incentivize and facilitate the work of 

CF managers. However, this theme differs from the Organizational Penetration as it comprised 

a set of secondary actions that are not directly linked to corporate foresight. The Corporate 

Stimulus concepts act another layer in order to constantly guarantee and improve the efficiency 

of Digitalization and Organizational Penetration.  

 

"Also the programs done by the HR provide a good assistance. I can’t really say if it has 

much real impact, but I feel like it helps to keep the flow of information steady." – Company Z 

employee 

 

Thus, this set of actions are usually designed and implemented by the HR department and 

include a range of cooperation and incentive programs for the employees, such as benefits and 

goals regarding the amount of data collected. Moreover, there are also consistent reminder for 

the use of the internal platforms in an attempt to better integrate the most resistant employees, 

and also the creation of standard steps such as a designate a task in the work day dedicated to 

uploading the the data. 
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Lastly, for the framework analysis, it is possible to infer that this set of Corporate Stimulus also 

serves to maintain the consistency of the information collection, people & network, and the 

level of inclusion. Even if its impact has a smaller proportion compared to the other two 2nd 

Order Themes, the Corporate Stimulus programs help to improve the sensing capability of the 

analyzed firms. However, due to its characteristic of encouraging the use and execution of 

dynamic capability, the theme can also be classified as a supporting component of foresight 

system as described by Fergnani (2020). 
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5. Results 

 

The following section is comprised of two parts. The first corresponds to a discussion using 

one of the three cases explored in the section above, as it focuses specifically in Company X’s 

case in order to provide more details of how the firm managed to apply the explored themes in 

a real business environment. Lastly, the second part intends to close the discussion by clearly 

relay the theoretical contributions of this research.  

 

5.1 Discussion 

 

The idea of this section if to discuss a practical example using the information provided by one 

of the case companies (Company X) and thus better exemplify how the managers were able to 

translate the theoretical literature explored in this study into real world practices. From all three 

explored cases, Company X was selected for this discussion of its results given that it 

represented a clear and direct linkage between the impacts of a VUCA environment, its 

corporate foresight department and the process of innovation. Moreover, despite all three 

companies having demonstrated different levels of results regarding each theme, Company X 

is the only one to present the themes of Digitalization and Organizational Penetration integrated 

as a core component of its corporate foresight practices. 

As mentioned in the methodology, a certain degree of anonymity must be respected due to the 

non-disclosure agreement. However, its is possible to create and discuss this practical example 

without directly implicating on the company identity.  

The case of Company X consists of a highly developed company that produces machinery 

which can be used to better facilitate accessibility. For the increased uncertainty scenario, 

Company X had to undergo a dynamic and complex environment characterized by the COVID-

19 pandemic. However, Company X coincidently had the grand majority of its employees 

allocated in the country in which the pandemic started. Moreover, as mentioned in the results, 

the case company had already a highly developed situation in favor of corporate foresight 

(Digitalization, Organizational Penetration and Corporate Stimulus). 
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As expected, the pandemic had many different impacts across the company, however, given 

the CF practices not only the negative impacts where minimized, but they were also used in 

order to adapt the organization to new possible future outcomes. Given the employees 

allocation and the digital system in place, the strategy and CF managers were almost 

immediately aware of the emergent situation that would soon expand across the world. In that 

way, Company X was able to use its corporate foresight tools according to the data collected 

from the employees at this specific country, which therefore characterizes as the sensing 

process. 

From this accurate and fast process of sensing, the corporate foresight managers at Company 

X were able to not only adjust the prediction models reliably despite the ever more uncertain 

scenario, but also perceive new trends and possible opportunities that also emerge from the 

change caused by the pandemic. After analyzing such opportunities, the resulting set of ideas 

were listed according to its feasibility, investment and impact. Lastly, the most prominent ideas 

were directly discussed with the CEO and board of directors in order to turn them into concrete 

actions. After the decision is made, the projects and investments are directed to the R&D 

department which will be responsible for the development, testing and eventual launch of the 

technology.  

In the case of Company X, the result of having a highly sophisticated digital platform with the 

appropriate corporate culture and incentives for CF practices during the complex and dynamic 

environment of the pandemic, was mainly two new ideas that were quickly incorporated in the 

business.  

The first one corresponds to a more accurate sensors and newly developed hygienic devices 

that work in conjunction with the available accessibility products. In a scenario like a 

pandemic, this solution allowed for a contactless and more secure product. This first innovation 

can be considered as incremental given that its purpose is to only enhance a previously existing 

characteristic of the product and creates an adaption that not only fits the requirements imposed 

by the uncertainty scenario, but that also contributes to an overall better and more precise 

product. 

The second idea corresponds to the creation of an IoT device that would perform a specific 

function in the accessibility products, by measuring all the product information available and 

making it accessible to the technician through the firm´s internal digital structure (radical). In 

this way, the company employees were able to diagnose the problem and also the required 
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solution before even arriving at the site. Thus, by using this IoT device as a supplement to the 

old products and as an incorporated function in the new ones, this solution provided for a much 

more effortless maintenance, less overall costs and a less frequent contact between technician 

and consumer. This second innovation can be considered as radical given that it fundamentally 

changed how the offered product functions as the implementation of this IoT device represents 

a significant advancement for Company X product, given that it allowed for a much enhanced 

level of performance compared to the old models. However, it is important to clarify that it 

doesn’t classify as a disruptive innovation where a completely new product make the previous 

ones fully obsolete. 

Both ideas were a direct consequence of the work performed by corporate foresight managers 

when analyzing the data extracted from its internal network, and they both resulted in real 

solutions that could be quickly implemented in order to adapt the company to the ever more 

uncertain scenario while also improving the products for new possible futures (See Figure 11). 

In other words, Company X was able to generate both radical and incremental innovations. 

 

 

 

Figure 11: Company X relationship between corporate foresight and organizational 

ambidexterity during the COVID-19 pandemic. By author, based on Duncan (1972), Teece 

(2007), Fergnani (2020) and Tushman & O’Reilly (1996). 
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5.2 Contributions 

 

The main idea behind this research was to explore the before mentioned gaps from the 

corporate foresight, capability, increasing uncertainty and innovation literature. However, by 

combining the existing frameworks proposed by the approached authors, this study arrived in 

a new model that better explains the connections and effects that every framework have on 

each other (See Figure 5). Moreover, the novelty model proposed by this study allows for a 

better conceptualization of the explored themes while also providing a structure that can be 

replicated in order to study different companies, under the influences and impacts of a different 

VUCA environment and evaluate if there is a same or different connection between the 

corporate foresight as a dynamic capability and the creation of radical and incremental 

innovation. 

By applying the proposed model to explore Finnish companies with a developed practice of 

corporate foresight, while they undergo the impacts of the COVID-19 pandemic, it becomes 

possible to extract results which directly correlates CF as a dynamic capability to the 

emergence of organizational ambidexterity. This relation becomes even more evident when 

analyzing the responses provided in the interviews, as the findings demonstrate a real sense of 

importance between the components necessary for the work done by the CF managers and 

employees and the innovation created as a result of this process (See Figure 12).  
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Figure 12: The dependency between corporate foresight and digitalization, corporate stimulus, 

organizational penetration, and its relation with organizational ambidexterity according to the 

results. By author, based on Tushman & O’Reilly (1996). 

 

Therefore, by proposing a new framework established in accordance to previously explored 

literature and testing such model by applying it in semi-structure interviews of real case 

companies, this research intends to contribute to the further development of innovation as a 

dynamic capability functioning in conjunction to corporate foresight, as well as the to explore 

the impacts of uncertainty among firms as well as how the most developed ones are able to 

transform these changes into organizational ambidexterity. 
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6. Conclusion 

 

Given the rich and innovative context in which Finland is immersed, the aim of this research 

was to analyze how Finnish companies reacted to the emergence of the COVID-19 pandemic 

by using corporate foresight to generate organizational ambidexterity. Moreover, this study 

explored how corporate foresight as a dynamic capability can further help this innovation 

process and lead to an improved capability. In order to do so, this research examined the recent 

literature available regarding corporate foresight, innovations, organization ambidexterity and 

environmental uncertainty, arriving at the framework descripted by Teece (2007) and further 

elaborated by Fergnani (2020).  

As for the methodology, the chosen approach was of a qualitative and empirical nature 

characterized by an extensive case study of multiple companies. To do so, this study opted for 

an information collection method that consisted of semi-structured interviews coupled with 

rather open-ended questions, followed by an analysis type describe by Gioia et al. (2013) with 

the purpose to facilitate the data breakdown and to guarantee there is no overlapping topics.  

The results demonstrate that the corporate foresight managers in the observed companies have 

a clear dependency with three sets of themes: Digitalization; Organizational Penetration; 

Corporate Stimulus. According to the CF managers’ perspective, those themes may have 

different effects, however they perform essential functions that guarantees a constant and ever 

more efficient work. Furthermore, according to the interviewed employees, there is a real sense 

of responsibility when it comes to the innovation generated due to their work, as they perceive 

a direct connection between corporate foresight and organizational ambidexterity. 

To conclude, the study uses a practical example of one of the interviewed companies to better 

exemplify how corporate foresight as a dynamic capability was made efficient considering the 

discovered themes. By doing so, this qualitative research managed to proposed a self-

developed model that fully comprehends the causal links of the use of corporate foresight and 

an organization's ability to innovate within the context of extreme uncertainly created by a 

global pandemic. 
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