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English abstract:

The field of strategic management has long alluded to the idea that lower-level employees
immersed in the day-to-day business have experiential insights of potential strategic value. This
line of thought has predominantly been supported by anecdotal evidence and explored in
meticulous case studies to uncover the evolutionary traits of autonomous ventures. In a related
vein, studies of ‘strategic issue management’ (SIM) tried to uncover organizational processes to
identify emerging issues in volatile environments and devise proper strategic responses. These
conceptual models were introduced in the very first volume of ‘Strategic Management Journal’,
but little empirical research has since tried to develop the conception of SIM. An underlying
research aim of this dissertation is to address and bridge these two literature streams, honing the
idea of utilizing the collective wisdom possessed by frontline employees about ongoing changes
in the internal and external environments as a unique information source to extend and advance
SIM.

In view of this, the dissertation tries to answer the following research question: “To what extent
can frontline employees and customers predict firm performance — and how can it be utilized in
SIM?” In order to answer this question, the dissertation was divided into three different papers,
each with a distinct research focus. The first paper is a conceptual study that reviews and builds
theory, by arguing that the collective wisdom of frontline employees and customers can be
utilized to predict firm performance and identify emerging issues in SIM. The second paper is a
qualitative study that looks into how intended and emergent strategy processes interact over time
in a particularly hostile industry context. The third paper is a quantitative study that seeks to
measure the predictive accuracy, or collective wisdom, of frontline employees and customers in
predicting firm performance. The study includes more than 150,000 individual forecasts based
on 13,531 survey responses which is subsequently compared to measures of actual firm

performance.

The findings of the three papers suggest that (i) frontline employees seem to be able to predict
changes in revenue, incoming calls and customer satisfaction much more accurately than
customers; (ii) these emergent insights are typically not utilized in strategy processes — which is
predominantly a result of a hostile industry context, and (iii) certain employees may embark in

maverick behaviors to be able to respond to emerging issues. In combination, the papers draw



the contours of an interactive approach to SIM, where the collective wisdom of frontline

employees is actively utilized in the strategic analyses conducted by the corporate center.

The challenges associated with strategic management have steadily intensified in the wake of
new technological developments resulting in increasingly complex and unpredictable conditions
with an exponential growth in data availability. These emerging environmental settings provide
new opportunities for firms to obtain insights from continuous streams of unstructured data,

which accentuates the relevance of the topic of the present dissertation.



Dansk resumé (Danish abstract):

Strategi-feltet har lenge kommet med antydninger til ideen om, at medarbejdere pa lavere
niveauer, der er beskeftiget i den daglige forretning, har erfaringsbaseret indsigt af potentiel
strategisk veerdi. Denne tankegang har hovedsageligt veeret understgttet af anekdotiske beviser
og den er blevet undersggt i omhyggelige case-studier for at afdeekke de evolutionaere
egenskaber ved autonome projekter. | et lignende rationale har studier inden for ’strategic issue
management’ (SIM) sggt at afdsekke organisatoriske processer til at identificere emergerende
issues i ustabile omgivelser samt at udarbejde passende strategiske svar dertil. Disse
konceptuelle modeller blev introduceret i den allerfarste udgivelse af 'Strategic Management
Journal’, men kun fa empiriske studier har sidenhen sggt at udvikle SIM-konceptet. Et
underliggende forskningsmal i nervaerende afhandling er at adressere samt at bygge bro mellem
disse to stramme i litteraturen ved at skeerpe ideen omkring at bruge den kollektive visdom, som
frontlinje-medarbejdere besidder omkring lgbende forandringer i de interne og eksterne miljger,
som en unik informationskilde til at udvide samt videreudvikle SIM.

Set i lyset af dette, forsgger afhandlingen at besvare falgende forskningsspgrgsmal: I hvilket
omfang kan frontlinje-medarbejdere og kunder forudsige virksomheds-performance — og
hvordan kan det blive brugt i SIM?” For at kunne besvare dette spgrgsmal, blev afhandlingen
opdelt i tre forskellige artikler, hver med et klart forskningsfokus. Den farste artikel er et
konceptuelt studie, der gennemgar og bygger teori ved at argumentere for, at den kollektive
visdom hos frontlinje-medarbejdere og kunder kan blive brugt til at forudsige virksomheds-
performance samt at identificere emergerende issues i SIM. Den anden artikel er et kvalitativt
studie, der kigger pa, hvordan intenderede og emergente strategi-processer interagerer over tid i
en serligt fjendtlig branche-kontekst. Den tredje artikel er et kvantitativt studie, der sgger at
male den pradikative ngjagtighed, eller kollektive visdom, hos frontlinje-medarbejdere og
kunder i forbindelse med forudsigelse af virksomheds-performance. Studiet inkluderer mere end
150.000 individuelle forudsigelser baseret pa 13531 spargeskema-besvarelser, der efterfglgende

blev sammenholdt med mal for faktisk performance i virksomheden.

Resultaterne fra de tre artikler indikerer, at (i) frontlinje-medarbejdere lader til at veere i stand til
at kunne forudsige forandringer i omsatning, indkommende kald og kundetilfredshed meget

mere pracist end kunder; (ii) disse emergerende indsigter bliver typisk ikke brugt i strategi-



processer — hvilket hovedsageligt er et resultat af en fjendtlig branche-kontekst, og (iii) visse
medarbejdere kan begive sig ud i rebelsk adfaerd for at vaere i stand til at kunne handle pa
emergerende issues. Artiklerne tegner i kombination konturerne af en interaktiv tilgang til SIM,
hvor frontlinje-medarbejdernes kollektive visdom bliver brugt aktivt i de strategiske analyser,

som virksomhedscenteret udfarer.

De udfordringer, som er associeret med strategi-feltet, er stgt intensiveret set i lyset af nye
teknologiske udviklinger, der har resulteret i mere komplekse og uforudsigelige forhold med en
eksponentiel vaekst i tilgeengeligheden af data. Disse emergerende kontekstuelle forhold giver
nye muligheder for virksomheder til at fa indsigt ud af kontinuerlige stramme af ustruktureret

data, hvilket fremhaver relevansen af emnet i naervaerende afhandling.
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Chapter 1
Introduction
1.1 The role of forecasting in strategy

Strategic management is often described as being preoccupied with attempting to
anticipate future opportunities and threats, so the firm can take effective planned actions based
on an intricate analysis and understanding of its internal strengths and weaknesses in the
competitive landscape, in order to achieve its general objectives and strategic aims. Put
differently, “when executives create strategy, they project themselves and their organizations
into the future, creating a path from where they are now to where they want to be some years
down the road” (Luehrman, 1998, p. 89). Hence, the notion of foresight has often been
presumed to be an implicit element of the underlying process and rationale of the conventional

approach to strategic management.

In other words, strategic reasoning entails processes where decision makers are first
engaged in rational analyses of business conditions to identify a desirable strategic position in
the environment and subsequently formulate a plan for achieving the predefined position
(Andersen, 2013). As the described steps necessitate a prediction of the actions needed to
achieve the desired position, as well as considerations about competitive trajectories, forecasting
is logically an inherent element of the practices of strategic planning and strategic reasoning.
Mintzberg (1994) referred to this inherent use of predictions in strategic planning as ‘the fallacy
of prediction’ and noted that: “According to the premises of strategic planning, the world is
supposed to hold still while a plan is being developed and then stay on the predicted course

while that plan is being implemented” (p. 110).

As technology is rapidly altering the nature of competition (Bettis and Hitt, 1995),
managers face major strategic discontinuities that complicate the substantial task of navigating
their organizations safely in a sea of uncertainty. In a competitive reality where both internal and
external environments are rapidly changing, judgmental forecasting and sensing of the first early
signals of emerging developments become increasingly important (Ansoff, 1975, 1980). Studies
have shown that few companies have sufficient capacity to sense, diagnose and act upon weak

signals of impending opportunities and threats (Schoemaker and Day, 2009). For instance,
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would the respective industries have evolved differently if competitors would have predicted
Amazon’s disruptive effect for brick-and-mortar bookstores, Apple’s achievements within e.g.,
music and smartphones, or Uber’s inroads into personal transportation? Moreover, would
political decisions have been different if Western leaders could have predicted the rise of ISIS in
Syria and Irag, the annexation of Crimea by the Russian Federation in 2014, or would have
foreseen Britain’s recent vote to leave the EU, i.e., ‘Brexit’? These contemporary examples
illustrate that developments can emerge unexpectedly (that is, to most decision-makers at the
upper echelons) and have a lasting effect on the future range of strategic options that are

available.

Consequently, two aspects become apparent in this context: (i) Environmental turbulence
and complexity make it essential to develop adaptive strategic response capabilities (Andersen
and Bettis, 2015; Ansoff, 1975, 1980; Bettis and Hitt, 1995; Eisenhardt, 1989; Teece, 2007). If
the environment evolves on an ongoing basis, strategy will — to a certain extent — similarly
necessitate a certain amount of flexibility and responsiveness on an ongoing basis (Eisenhardt
and Martin, 2000; Teece, Pisano and Shuen, 1997). (ii) Strategic response capabilities entail a
certain amount of short-term predictive capabilities — here understood as the ability to forecast
and sense early signals of emerging strategic issues (Ansoff, 1975, 1980). If a firm is to make a
timely response in an environment that is driven by fast and hypercompetitive dynamics
(Eisenhardt, 1989), it must be able to first sense and diagnose the early signals that comprise a

warning of an impending threat or opportunity.

The model of strategic responsiveness, as described in Andersen (2013) and Andersen and
Bettis (2015), presumes that firms compete to obtain a desirable fit between the requirements
imposed by the environmental context and the position of the firm. As noted by Andersen
(2013), “the fit-creating adaptations can be expressed as strategic responsiveness, where the
firm is in possession of a bundle of capabilities to assess the environment, identify firm
resources, and mobilize them in effective responsive actions” (p. 160). Consequently, a better
match between environment and firm position increases firm performance in the form of both
higher and more stable returns, as shown by Andersen and Bettis (2015). That is, simulations
and empirical evidence based on the model of strategic responsiveness show that there is a

longitudinal risk-return relationship, i.e., Bowman’s paradox, particularly in so-called ‘random
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walk’ environments (Andersen, 2013; Andersen and Bettis, 2015). Moreover, the notion of
strategic responsiveness has commonalities with the concept of dynamic fit as it pursues the

dynamic maintenance of market-firm congruence (Zajac, Kraatz and Bresser, 2000).

These studies provide a rationale for ongoing firm adaptation toward evolving
environmental developments in order to maintain strategic fit. Here, it is anticipated that, “as the
environment subsequently changes (e.g., competitors take unanticipated changes, new
technologies arise), managers are able to sense significant change and reconfigure firm
resources so as to maintain or reestablish fit” (Andersen and Bettis, 2015, p. 1135-1136). The
strategic responsiveness model provides a strategic rationale for obtaining above average
profitability in volatile environments (Bettis and Hitt, 1995), which opens up for the strategic
utility of forecasts and ongoing sensing of early signals of impending events, as depicted in the
early frameworks of strategic issue management (Ansoff, 1975, 1980). Moreover,
conceptualizing strategy as a series of real options has similarly incorporated the needed
flexibility and uncertainty considerations into strategic management in volatile environments

(Luehrman, 1998), which is another approach for strategizing in a context of unknowability.

Given that history is filled with examples of disastrously bad forecasts, it is clear that
firms need an approach towards incorporating effective forecasts into planning — and for dealing
with uncertainty (Makridakis, Hogarth, and Gaba, 2010). Knight (1921) distinguished between
risk and uncertainty, where the probability of the former can be measured whereas the
probability of the latter cannot. According to Makridakis, Hogarth and Gaba (2010), accurate
predictions are not possible in many areas of business, as future uncertainty is much greater than
managers often presume or acknowledge. That is, businesses often try to measure the probability
of situations characterized by uncertainty. This may result in disastrous outcomes which
emphasize the importance of forecasting methods that can distinguish between, and
appropriately synthesize, issues of both risk and uncertainty. Uncertainty is furthermore an
intricate part of strategy, as noted by Wernerfelt and Karnani (1987): “Since strategy is
concerned with the future, the strategic context of a firm is always uncertain, although the
degree and the sources of uncertainty may be different for different firms” (p. 187). In a similar
vein, Eisenhardt and Sull (2001, p. 116) argue that: “In stable markets, managers can rely on

complicated strategies built on detailed predictions of the future. But in complicated, fast-
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moving markets where significant growth and wealth creation can occur, unpredictability

reigns”.

As competitive dynamics are becoming increasingly volatile and uncertain, research in the
areas of prediction and forecasting seem to have fallen out of flavor within strategic
management (Duus, 1999). Duus (1999) attributes this development to the underlying shift in
strategy from Porterian five forces, born out of the marriage between Harvard and the prevalent
business thinking at the time, to today’s focus on resources, competencies, networks and

relations.

Contrary to strategy’s diminishing focus on forecasting, Duus (1999) sees strategic
forecasting (i.e., the combination of forecasting and strategic planning) to be in line with the
resource-based view of the firm, as he states that, “... the development of systems and
methodologies for predicting future events has received strong support from the resource or
competence based theory of strategy” (Duus, 1999, p. 178), and he goes on to cite Barney
(1991) arguing that an information processing system embedded in management decision-

making processes may hold the potential for sustained competitive advantage.

Consequently, the following points can be established from the preceding. Firstly, the
environmental context has become increasingly volatile which stresses the importance of
strategic responsiveness. Strategic responsiveness entails a competence in forecasting and
sensing in order to facilitate firm adaptation. Secondly, forecasting often has a bad ‘track
record’, as managers tend to underestimate the role of future uncertainty in their areas of
business. This shortcoming suggests that there is a need for methods and systems to effectively
incorporate both risk and uncertainty in forecasts. Thirdly, forecasting seems to have fallen out
of fashion in the literature in strategic management, although it is an inherent element of
strategy. In contrast, it is found to not only be relevant for contemporary competitive challenges,

but also consistent with seminal traditions.

In order to further develop this latter point, the following will briefly explicate the inherent
nature of the strategy concept from various dominant views. That is, the following will review
the classical debate between the design/planning school on strategy versus the learning school of

strategy.
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1.2 The nature of strategy: Linking thinking and doing

The core nature of strategy benefits from explicit discussion before theoretically
developing or empirically observing the phenomenon. Hence, a short review and discussion of
the nature of strategy, and the rationales for the present project’s presumptions of the concept,
will be provided in the following sections. Starting from the seminal ‘wedge’ between the
planning/design and learning schools of strategy (Ansoff, 1991; Mintzberg, 1990, 1991), which
have seemingly differing opinions of the precedence of thought over action, this author will
argue for an integrative and interactive perspective on strategy (Andersen, 2004; Brews and
Hunt, 1999; Burgelman and Grove, 1996; Grant, 2003).

At its root, strategy has been conceptualized as both designed plans linking objectives and
actions — and as emergent developments creating unforeseen patterns in the firm’s behavior.
Where the former has often been described as top-down driven processes, the latter has
predominantly been described as bottom-up emerging developments. This distinction between
the planning/design and learning schools led to a seminal, yet bitter, debate between two
prominent strategy scholars, Igor Ansoff and Henry Mintzberg, where Ansoff (1991) argued for
the benefits of formal planning in both stable and unstable environmental contexts, while
Mintzberg (1990, 1991) posited that learning and logical incrementalism comprise a better

description of strategy (as echoed by e.g., Quinn (1980)).

In order to fully illustrate the distinction between the two positions, and provide a sound
rationale for the present project’s comprehension of ‘strategy’, the logics of the two different
approaches must be explicated. The “prescriptive schools’ in strategy’ have traditionally
emphasized the importance of rigorous analyses and careful assessment of alternatives, often
conveying a necessity of rationality, formal processes and deliberate planning in order to obtain
a strategic fit between firm competences and the environment. As noted by Ansoff (1991),
“...explicit strategy formulation is typically used in environments in which managers are not
‘sure’ about the future [...] they formulate strategy precisely because being ‘unsure’ makes it
dangerous to assume that the firm’s future will be an extrapolation of the past” (p.456). Hence,

Ansoff (1991) argues that planning is particularly important and prevalent under environmental

! According to Mintzberg (1990, 1991, 1994), these schools consist of the design school, the planning school and
the positioning school.
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uncertainty — which goes against Mintzberg’s (1990) argument that explicit strategies may
become blinders designed to focus direction and block out peripheral vision (p.184). Moreover,
Ansoff (1975, 1980, 1991) developed the notion of real time response, and proposed strategic
issue management as practical real time response procedure(s), meant as an alternative to
periodic strategy planning that could deal with emerging issues in volatile environments.
Mintzberg’s (1990, 1991) main critique with the design school (alongside the other prescriptive
schools) revolved around their promotion of thought independent of action, i.e., strategy
formation as a process of conception rather than learning. Put differently, Mintzberg’s (1987,
1990, 1991, 1994) writing reflects a contrarian argument that strategy has traditionally separated
thinking from doing, precluding learning once the strategy has been formulated. In contrast to
the traditional view of strategy as being concerned with rational planning and forward-looking
thinking, Mintzberg (1987) draws the contours of a different understanding of strategy. In
Mintzberg’s (1987) view, strategy has more in common with the potter who molds the clay
based on her intuitive sensing — in combination with an acute awareness of both past
experiences and future prospects. Put differently, Mintzberg (1987) states that “the crafting
image better captures the process by which effective strategies come to be. The planning image,
long popular in the literature, distorts these processes and thereby misguides organizations that
embrace it unreservedly” (p. 66). Consequently, Mintzberg (1987, 1990, 1991, 1994) sees the
strategist as a ‘craftsman’, and emphasizes the experiential knowledge that may be fostered by
ongoing learning from incremental actions, and which may, in retrospect, show itself as a

pattern in behavior.

Although there has traditionally been a seminal distinction between planning and learning
within the strategy literature, as well as disagreements on the role of environment in this
dichotomy, various empirical studies have been able to shed light on the topic in practice. For
instance, Brews and Hunt (1999) have sought to reconcile this long-standing debate, and argue
that formal planning and incrementalism both form part of ‘good strategic planning’, as firms
both need to learn to plan and plan to learn. In their study, they find that environment “neither
moderates the need for formal planning nor the direction of the planning/performance
relationship” (Brews and Hunt, 1999, p. 889). In a related vein, Grant (2003) provides evidence
that point to a possible reconciliation of the two positions on strategy formulation, as his study

suggested that volatile business environments promote planning systems that foster adaptation
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and responsiveness, i.e., planned emergence. Moreover, Andersen (2004) has argued that the
two strategy modes can interact, as central strategic reasoning can be updated by local adaptive
responses taken by functional managers and employees at the periphery of the organization to
enable an ongoing interaction fueling tactical considerations. Consequently, there are empirical

and theoretical arguments for integrating the two strategy modes into an interactive model.

A careful reading of both Ansoff (1975, 1980, 1991) and Mintzberg (1987, 1990, 1991,
1994) suggests that they actually do have some commonalities that make it possible to
synthesize the two positions. Firstly, although Ansoff (1975, 1980, 1991) emphasizes planning,
he has similarly highlighted the need for processes/systems to deal with emerging issues in
between periodic planning, i.e., strategic issue management systems. Stated differently, Ansoff
(1975) introduced strategic issue management to overcome the ... inability of strategic
planning to handle quickly and efficiently individual fast-developing threats and opportunities”
which entails “the rigidity of the planning calendar, including six to nine-month delays between
initiation and completion of the planning cycle” (p. 32). However, Ansoff (1975) is similarly
quick to emphasize that ... it is dangerous to use strategic issue management without adjoining
strategic planning to it” (p.32). Camillus and Datta (1991) have echoed this notion by arguing
that strategic planning and SIM can be integrated in a manner that complement their respective
strengths and mitigate their individual weaknesses.

In a similar vein, much of Mintzberg’s work (e.g., 1987, 1990, 1991, 1994) more or less
alludes to the combination of both deliberate and emergent strategy — where realized strategy
can be both formulated and formed. Hence, strategy-making seems to walk on two feet, where
one is deliberate and the other is emergent (Mintzberg and Waters, 1985), suggesting a certain
level of interaction is needed between the two to move the organization effectively forward.
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Table 1.1: Different positions and perspectives in strategy.

Perspective

Planning/design —

Learning/doing —

Integrative/interactive —

‘deliberate’ ‘emergent’ ‘walking on two feet’
Analytical dimensions
Philosophy: [e¢  Teleological ¢ Non-teleological e Teleological
o Causal e  Effectuation e Non-teleological
e Anpriori e A posteriori e Reality of paradoxes
e Rationalism e  Process philosophy e  Process philosophy
Metaphors: |¢  Mind e Hands e Mind and hands
e The army general e The frontline/trenches e  Walking on two feet
e  Thinking strategy o Crafting strategy e  Strategy dynamics
Key elements: [¢  Analyses e Learning-by-doing e Managing paradoxes
o Rationality e  Experiences e Interactive updating
e Plans e Actions e Combining
Key action: |¢  Thinking first e Doing first e Interacting first

Commonalities:

Planning dominates the

strategy literature, but executio

n is also essential

Characteristics: [¢ Formal e Informal e Formal/linear and
e Linear e lterative/non-linear o Informal/iterative
Perspective: ¢  Top-down e Mainly bottom-up e Top-down and
e  Sometimes top-driven e Bottom-up
Notable contributions: |e  Andrews (1965) e Mintzberg (1987, 1990, |¢ Andersen (2004, 2015)
e Ansoff (1965) 1991, 1994) e Brews and Hunt (1999)

Quinn (1980)

Burgelman and Grove
(1996).

Camillus and Datta
(1991).

Grant (2003)

Source: Author’s own creation

The present dissertation adopts a view on strategy that subscribes to the

integrative/interactive perspective (table 1.1). The integrative/interactive perspective denotes

“... the interaction dynamic between the central planning activities and decentralized response

initiatives taken by many individuals throughout the organization” where strategy more

specifically is viewed as “...a process where organizational activities eventually shape and form

the realized strategies as time goes by” (Andersen, 2013, p. 146). Hence, the perspective has

explicit focus on strategy as streams of diverse decisions, actions and processes that evolve over

time and take place at different levels of an organization.

The reasons for adopting this perspective are three-fold. Firstly, both deliberate and

emergent processes are acknowledged to exist in real-world organizations, which similarly
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means that an ambition to (better) understand strategy formation in practice necessitates that the
interaction between these two strategy modes is investigated. Secondly, the different positions
reflect how strategy-making are typically perceived at various locations and levels in
organizations. Consequently, an intention to understand strategy formation at different locations
and levels in an organization needs to incorporate the two perceptions of strategy into an
interactive approach. Thirdly, the present project follows and extends empirical and theoretical
studies that argue that it is the interaction between central deliberate strategic reasoning and
peripheral emergent responses that may provide the most fruitful strategic trajectory as
described in e.g., Andersen (2004, 2015), Brews and Hunt (1999), and Grant (2003).

1.3 The literature on strategic issues

Having explicated how integrative/interactive strategy pursues a joint emphasis on
planning and learning-by-doing, the review will subsequently turn to the literature under the
umbrella-term ‘strategic issues’, i.e., the literary streams of strategic issue management,

strategic issue diagnosis and strategic issue selling (see table below).

According to Ansoff (1980), the founding father of strategic issue management systems,
an issue “... may be a welcome issue, an opportunity to be grasped in the environment, or an
internal strength which can be exploited to advantage. Or it can be an unwelcome external
threat, or an internal weakness, which imperils continuing success, even the survival of the
enterprise” (Ansoff, 1980, p. 133). The ambition of Ansoff (1975, 1980) was to create a formal
and rational process that took emergence into account. As Ansoff (1975) noted, “if, as
experience suggests, modern planning technology does not ensure against surprises, the

technology needs to be extended to provide such insurance” (p. 21).

Hence, the literature on SIM seems to be able to synthesize rationales of both emergence
and formal planning, which reconciles the two seminal standpoints in strategy. Table 1.2

provides an overview of the different literary streams concerning strategic issues.
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Table 1.2: Different literary streams on strategic issues.

LITERARY STREAMS ON STRATEGIC ISSUES

Literary streams

Analytical dimensions

Strategic issue
management

Strategic issue diagnosis

Strategic issue selling

Definition: | e

“... a systematic
procedure for early
identification and fast
response to important
trends and events both
inside and outside an
enterprise” (Ansoff,

e “the individual-level, | e

cognitive process
through which
decision-makers form
interpretations about
organizational events,
developments and

“Issue selling refers to
individuals’ behaviors
that are directed
toward affecting
others’ attention to
and understanding of
issues” (Dutton and

1980, p. 134). trends” (Dutton, 1993, Ashford, 1993, p.
p. 339). 398).
Key focus: | ¢  System . Interpretative

Analytical aim: | e

Prescriptive

. Descriptive/explanatory

Commonalities; |

Strategic issues are essential in business.

Strategic issues are predominantly a managerial domain.

They all generally follow Ansoff’s (1980) definition on strategic issues stating
that strategic issues are events, developments, or trends that are viewed as having
implications for organizational performance (however, they differ on the extent
to which they perceive issues as being inherently strategic).

Notable contributions: | e

Ansoff (1975, 1980).
Ansoff and Sullivan
(1993).

Camillus and Datta
(1991).

Dutton and
Ottensmeyer (1987).

e Dutton, Fahey and .
Narayanan (1983).

e Dutton and Duncan, °
(1987).

e Dutton and Jackson
(1987). .

e Dutton (1993).

Dutton and Ashford
(1993).

Dutton, Ashford,
Wierba, O’Neill and
Hayes (1997).

Dutton, Ashford,
O’Neill and Lawrence
(2001).

Source: Author’s own creation

Ansoft’s (1980) work focusing on strategic issue management systems (SIMS) forms the

foundational basis of the various literary streams on strategic issues. Ansoft’s (1975, 1980) work

was prescriptive and practical in nature, and it predominantly focused upon the system and

formal processes of preventing emerging threats and exploiting emerging opportunities.

Essential to the notion of SIM is the detection and responses to early and often weak signals. As

noted by Ansoff (1975), “when a threat/opportunity first appears on the horizon, we must be

prepared for very vague information, which will progressively develop and improve with time”

(p. 24). Hence, forecasting and flexible decision structures become increasingly important in




maintaining an effective response capability. Moreover, reconciliation of thinking and doing is
apparent in SIM, as “strategic issue management is an action, and not a purely planning, system
[...] Planning and implementation are not separated” (Ansoff, 1975, p. 31), which illustrates one

way to pursue the integrative/interactive approach to strategy.

Dutton et al.’s (1983) subsequent work on strategic issue diagnosis (SID) marked an
interpretive turn, as the literary stream started to emphasize the individual-level cognitive
processes through which decision-makers form interpretations about issues. Contrary to
Ansoff’s (1975, 1980) initial conception, Dutton and Ashford (1993) argue that, “No issue is
inherently strategic. Rather, an issue becomes strategic when top management believes that it
has relevance for organizational performance” (p. 397). Whereas Ansoff (1975, 1980)
acknowledged the importance of managerial interpretations of emerging issues, he still alluded
to the argument that issues could affect organizational performance regardless of the attention of
decision-makers. Consequently, the interpretive dimensions of strategic issues in making
adaptive decisions took precedence over formal systems/processes with the advent of the literary

stream in SID.

The concept of strategic issue selling was conceived following the scholarly interest in
strategic issue diagnosis (SID). The literary stream on strategic issue selling was a natural
extension of the interpretive turn on strategic issues, as it focuses on individuals’ actions
directed toward affecting decision-makers’ attention to and understanding of issues.
Consequently, the interpersonal dynamics’ influence on SID could be theorized and observed in

real-world settings with the advent of the literature on strategic issue selling.

Where the literature on SIM focuses on the system, the literature on SID and strategic
issue selling focuses on the interpretive, cognitive and interpersonal dimensions entailed in the
decision making processes of organizations. Hence, the literatures are complementary, albeit the
nature of the literature on strategic issues evolved into distinct streams with different areas of
interest. Moreover, it should be emphasized that all of the literary streams perceive strategic
issues to be the domain of managers. Although strategic issue selling (indirectly) opens up for
the possibility that lower-level employees may first sense, and subsequently seek to affect and
influence top managers’ attention to and understanding of, the issues — this stream of studies

have traditionally focused on middle managers and not on frontline employees in particular.
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Consequently, the role of frontline employees has remained elusive in the literature on strategic
issues, although few notable exceptions have alluded to their potential in identifying issues (e.g.,
Hallin, Andersen and Tveteras, 2012; Potter and Lipinski, 2009).

1.4 Collective wisdom

The notion of collective wisdom is a concept that has been known for centuries, but has
recently witnessed a surge in popularity partly due to Surowiecki’s (2004) book on ‘The wisdom
of crowds’ combined with technological developments that make it possible to tie together
dispersed knowledge within social networks. According to Surowiecki (2004), the wisdom of
crowds can be described as follows: “under the right circumstances, groups are remarkably
intelligent, and are often smarter than the smartest people in them [...] Even if most of the
people within a group are not especially well-informed or rational, it can still reach a

collectively wise decision” (p. XIII — XIV).

Collectively wise behavior is similarly seen in animal swarms which have certain
similarities to the phenomenon (Fisher, 2009). Landemore (2012) sees the notion of ‘collective
wisdom’ as both old and new: It is old as its origins can be traced back to Aristotle — but it is
similarly new, as it has resurfaced in the past ten years in a substantially different guise that
differs from Aristotle’s original notions of the concept. Moreover, collective wisdom has certain
conceptual commonalities with the notion of “distributed cognition’ (Hutchins, 1995), which
emphasizes that cognitive phenomena are often distributed across individuals and artifacts

transcending the boundaries of the single individual.

Although it has been documented that the concept of ‘collective intelligence’ has been
alluded to since at least the 1800’s (and as previously described, some sources trace the concept
back even further to the work of Aristotle or as being an inherent dimension in human
evolution), recent years have witnessed a surging interest in collective intelligence research and
practice, partly enabled by IT developments that drive and impact daily activities in the lives of
people across the globe (Malone and Bernstein, 2015). This development is evident in figure 1.1

from Google Books Ngram viewer.
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Figure 1.1: The evolution of ‘collective intelligence’ on Google Ngram viewer.
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Source: Google Ngram viewer

Google Ngrams has indexed millions of books published tracking the popularity of words
over time (Gloor, forthcoming); hence, the tool makes it possible to conduct a quantitative
analysis of cultural trends mining word usage in millions of digitized books (Michel et al.,
2010). Looking at the word usage of “collective intelligence”, and adding “individual
intelligence” as a comparative benchmark, shows that collective intelligence is an old term that
experienced steady growth since the late 1980s. In contrast, the term ‘individual intelligence’
has experienced declining attention, and was even surpassed by collective intelligence in the
1990’s. Although these trends should not be seen as definitive evidence without any
methodological flaws, combining the described statistical trends from google ngrams with the

literature review suggests a rising interest in collective intelligence.

Here, it is relevant to reflect on the many different concepts and definitions that seem to
revolve around a somewhat identical phenomenon. The phenomenon has been referred to as
e.g., the wisdom of crowds (Surowiecki, 2004), collective intelligence (Malone, Laubacher, and
Dellarocas, 2010), swarm creativity (Gloor, 2006), swarm intelligence (Fisher, 2009), and
collective wisdom (Landemore and Elster, 2012). Moreover, eclectic contributions have been

made in diverse fields such as computer science, social computing, artificial intelligence,
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economics, biology, organization studies, cognitive sciences, and social psychology to name a
few. The present dissertation utilizes the phrase ‘collective wisdom’ as (i) it combines
dimensions of the concepts of ‘collective intelligence’ and ‘the wisdom of crowds’, and (ii) the
word ‘wisdom’ has been chosen over ‘intelligence’ as it is a more encompassing notion that
similarly distinguishes itself of the computer science connotations often entailed in the phrase
‘collective intelligence’ (Landemore and Elster, 2012). In this dissertation ‘collective wisdom’ is
seen as an outcome, and due to the predictive focus, it pursues a definition often found in
predictive studies: “Collective wisdom, as we shall define it here, exists when the crowd

outperforms the individuals that comprise it at a predictive task” (Hong and Page, 2011, p. 2).

The recent work on predictive accuracy of groups of individuals can roughly be
subdivided into two popular streams. One literary stream on collective wisdom seeks to
understand the pre-requisites and boundary conditions for obtaining collective wisdom when
predicting events (Page, 2007; Surowiecki, 2004). Another literary stream focuses on the
individual traits of the most consistently accurate forecasters (Mannes, Soll and Larrick, 2014;
Tetlock, 2005; Tetlock and Gardner, 2015). The present dissertation is arguably positioned
between these two stands, as (i) it acknowledges that generic pre-requisites such as ability,
diversity and independence are needed to obtain collective wisdom, and that (ii) individual
boundary-spanning employees operating on a daily basis in an exposed position may be pre-
disposed to be consistently good collective forecasters. Hence, the environmental context of the
specific organization may condition individuals to be good (collective) forecasters. However,

the underlying dynamics of collective wisdom must be further explicated.

Figure 1.2 illustrates the underlying dynamics of collective wisdom, where individual
forecasts are provided independently, and the idiosyncratic forecasting errors cancel each other
out, so the signal remains in the group average. The figure provides a thought-up illustrative
example that can explicate some of the mathematical principles that comprise popular notions of
the wisdom of crowds and collective intelligence (Page, 2007; Surowiecki, 2004). The figure
illustrates four forecasts of the number of units sold in a store on a given day. Each forecast is
provided by an individual salesperson in the store. Salesperson A predicts 80 — salesperson B
predicts 40 — salesperson C predicts 20 — and salesperson D predicts 100. The high variance

among the forecasters suggest that (i) the forecasts are provided independently of one another,

24



and (ii) there is a high degree of cognitive diversity among the forecasters, i.e., they utilize
slightly different interpretations and predictive models. Moreover, this means that their
prediction errors are not positively correlated, i.e., they do not make the same mistakes which is
an essential element of collective wisdom. Consequently, the individual forecasting errors can
be perceived as idiosyncratic noise, and because this idiosyncratic noise is not perfectly
positively correlated with each other, the noise will predominantly cancel itself out while
retaining the underlying signal when it is combined. The consequence of this aggregation of
dispersed forecasts is that the average of the four forecasts (60 units) is identical to the actual
number of units sold in the store on a given day (60 units). Therefore, the example illustrates the
paradoxical situation where the collective average perfectly fits the actual outcome, although the

individual forecasts that comprise the group are each far from the actual outcome.

One way of making sense of this paradox is by remembering that the individual
forecasters must provide knowledgable forecasts, i.e., their forecasts must be based upon
reasonable assumptions rather than random guesses. Hence, each individual forecaster may
know a piece of relevant knowledge for the forecast, but they do not have perfect knowledge to
provide the full picture of the future. Only by aggregating these dispersed pieces of insight can

one obtain a more comprehensive picture, similar to a jiggzaw puzzle.

Figure 1.2: How collective wisdom works.
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80 40 - | | Average

= Qutcome
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Source: Author’s own creation
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In making a logical case for diversity, Page (2007) has formulated the so-called diversity
prediction theorem that explicates how both ability and diversity matter in predictive tasks, but
especially focusing on how diversity in predictive models reduces collective error. Inspired by
the diversity prediction theorem and examples by Page (2007), the following section will seek to
run the above thought-up example through Page’s rationale, in particular the diversity prediction
theorem. The vantage point of Page’s (2007) model is that the squared error of (i) the various
forecasters, and (ii) the group average is calculated. The formula for this, in Page’s (2007)

elaboration of the notion, is as follows.
Squared error = (Actual outcome — predicted outcome)? (1)

If formula 1 is applied on the thought-experiment of salespeople as forecasters of units
sold on a given day, the following squared errors will be apparent as illustrated in table 1.3.

Table 1.3: An illustrated example of squared errors.

Person A Person B Person C Person D Crowd

Squared Error 400 400 1600 1600 0

Source: Author’s own creation inspired by Page (2007)

Here persons A and B each have a squared error of 400, while persons C and B each have
a squared error of 1600. The group average was completely accurate leading to a squared error
of 0. This leads to the formulation of the prediction diversity theorem by Page (2007) which
says that:

Crowd error = Average individual error — Prediction diversity (2)

Where ‘average individual error’ is simply the average squared error of the four
forecasters, which in this case is 1000 and thereby constitutes a measure of forecasting ‘ability’,

prediction diversity is diversity in predictive models and is simply calculated as follows:

Prediction diversity = Variance of individual predictions (3)
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As the variance refers to the variance of the individual predictions, which in this case are
80, 40, 20, 100, it leads to a variance of 1000. When plotting the various numbers into the

diversity prediction theorem in formula 2, the following appears as illustrated in table 1.4:

Table 1.4: Illustrated diversity prediction theorem.

Illustrated diversity prediction theorem

Crowd error = Average individual error — Prediction diversity

0 = 1000 — 1000

Source: Author’s own creation inspired by Page (2007)

Here, the collective squared error was 0, as the average individual squared error (1000)
was offset by the prediction diversity in the group squared error (1000). The specific numerical
values were meant to illustrate the theorem, but the quantitative relationships implied by the
theorem will always apply according to Page (2007). The theorem states that (i) the crowd will
never do worse than its average member, and (ii) that ability (average individual error) and
prediction diversity (variance in predictions) carry equal weight in determining collective error.
Hence, “it says that prediction diversity matters just as much as individual prediction accuracy
when putting together a crowd of predictors [...] That is not a feel-good statement. It’s a
mathematical fact” (Page, 2007, p. 13). However, the theorem does not state that the group will
always do better than all of its members — only its average member. Consequently, situations
may arise where a subset of the crowd may consistently outperform the group average.
However, in an evolving and complex environment relevant pieces of information are often
dispersed across the organization, suggesting that it would be unlikely that a few individuals
could consistently out-predict a knowledgeable crowd on different predictive tasks over time.

Having reviewed the concept of collective wisdom, the following will briefly tie the concept
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together with the previously discussed literary developments in strategy to argue for the usage of

the collective wisdom of the frontline in strategic issue management (SIM).
1.5 Using the collective wisdom of the frontline in SIM

A key question in strategic management is where to obtain accurate insights to inform
timely firm responses, as competitive advantage in dynamic environments relies on the ability to
observe environmental changes as they evolve to create early strategic responses (Ansoff, 1975,
1980; Dutton and Duncan, 1987; Eisenhardt, 1989; Potter and Lipinsky, 2009). Eisenhardt and
Martin (2000) suggest that dynamic adaptive capabilities in high velocity environments depend
on updated real time information from interacting individuals. As noted by Mintzberg (1987,
p.69), it may be the salesperson out in the field who has the most strategic bit of information in
the entire organization, but this information is useless if it is not conveyed to relevant decision-
makers in the firm. This points towards an unfortunate shortcoming in the literature on strategic
issues: The literary streams on strategic issue management (SIM) and strategic issue diagnosis
(SID) have traditionally overlooked the strategic potential of frontline employees’ collective
wisdom. The firm’s frontline employees, who are most closely associated with the firm’s
operational activities, accumulate intricate knowledge about day-to-day operational factors that
influence organizational performance.

Yet, analyses of communication flows within an organization have shown that relevant
decision makers rarely engage with customer service employees - which may result in
problematic outcomes, as diverse input tend to improve decisions (Pentland, 2014). Moreover,
Eisenhardt and Martin (2000) argue that in high velocity environments firm adaptation depends
on real-time information from interacting individuals, as “real-time information alerts people
early on to the need to adjust their actions since problems and opportunities are spotted more
quickly than when individuals were more distant from information” (p. 1112). Often times,
negative customer feedback will remain as private information among people down in the
organizational hierarchy, and in turn, not be captured by formal management reports (Stieger,
Matzler, Chatterjee & Ladstaetter-Fusseneger, 2012). Put differently, “...although it is usually
lower-level employees who interact directly with the customer, decision makers rarely ask them
how, for example, new products will fare. Leaders therefore deprive themselves of information

that could enrich their analysis and reduce the risk of ivory tower decision making” (Dye, 2008,
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p. 83). Paradoxically, this means that companies often do not know what they know (Potter and
Lipinsky, 2009), as information flows may be skewed in organizations (Reitzig and Sorenson,
2013; Reitzig and Maciejovsky, 2014). Consequently, an intention to improve the firm’s
response capability by responding faster to emerging changes could start with studying the
quality of the knowledge sources of the firm‘s key stakeholders at the periphery e.g., frontline

employees and customers.

As it has been briefly alluded to in this introductory section, frontline employees should be
able to collectively predict firm performance with high accuracy. Moreover, this implicates that
they also can predict changes in performance, and their underlying causations, which implies
that they could be utilized as an informational resource in strategic issue management. Several
complementary explanations are provided in the present dissertation for the strategic utility of
aggregated judgmental forecasts from frontline employees: (i) Due to the mathematical
principles entailed in the notion of collective wisdom, aggregated forecasts built upon ability,
diversity and independence will result in accurate forecasts, as the idiosyncratic noise will
cancel each other out while the signal remains. (ii) As frontline employees are in an exposed
position, they should be the first to detect impending changes. (iii) Frontline employees may be
the first to identify early signals of issues while they are still seemingly small. (iv) Frontline
employees may be better able to intuitively ‘sense’ emerging issues, due to experiential tacit
knowledge accumulated through day-to-day operations. (v) Frontline employees may have
greater knowledge of customer needs due to frequent interaction with customers. (vi) Finally,
frontline employees can link internal and external developments as they are boundary spanning.
In combination, these dimensions each provide a piece to the expected predictive accuracy of
frontline employees. However, the potential of frontline employees has traditionally been

overlooked in SIM.

Part of the underlying reason for this lack of attention on frontline employees might lie in
the fact that there are various valid reasons for why decision-makers do not incorporate frontline
insights: In the work by Arrow (1974), it is posited that information has costs and, ... the
scarcity of information-handling ability is an essential feature for the understanding of both
individual and organizational behavior” (p. 37). Within a SID context it has furthermore been

noted that, “adequately capturing the volume of information that can be gathered by a large
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number of boundary spanning personnel presents difficulty associated with information
overload for the organization” (Potter and Lipinski, 2009, p. 167). Moreover, studies have
shown an inverse relationship between power and perspective taking (Galinsky, Magee, Inesi,
and Gruenfeld, 2006), suggesting that the managerial position in itself inhibits the incorporation
of different views. Hence, there should be a potential in the collective wisdom of frontline
employees in aggregated judgmental forecasting for use in SIM. As little empirical research has
followed up on Ansoff’s (1980) initial paper, using the collective wisdom of frontline

employees may advance and extend the SIM concept within the strategy literature.
1.6 Research questions(s)

The preceding review of the various literary streams on forecasting in strategy, strategic
responsiveness, interactive strategy, strategic issue management and collective wisdom suggests

that there is a paradoxical stance in the literature on strategic issue management.

This paradoxical stance can be illustrated from a threefold explication: (i) As suggested by
the literary stream on the learning school in strategy, key constituents such as frontline
employees and customers gain updated experiential insights as they act on a daily basis. (ii)
According to the mathematical principles detailed in the literature on collective wisdom, the
frontline and customers (and other stakeholder groups from the organizational periphery) should
be able to provide accurate forecasts if they are aggregated in line with the prerequisites for
obtaining crowd wisdom. (iii) However, the literature on strategic issue management has
traditionally overlooked the potential of aggregating judgmental forecasts on an ongoing basis
from key constituents from around the organizational periphery, with the exploratory work of
Hallin et al. (2012, 2013) being notable exceptions.

Consequently, the present project is motivated by a general research question searching
for specific insights expressed in additional sub-questions related to each of the three papers
comprised within the dissertation. The three questions addressed by the three distinct papers
will, in conjunction, try to provide a coherent answer to the main guiding research question of
the project. That is, the dissertation follows a progressive logic where the main research

question is sub-divided into a number of individual studies that, in combination, provide pieces
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to the general puzzle posed by the main research question. The research question(s) are

illustrated below in table 1.5.

Table 1.5: Research question(s) in the dissertation.

Project RQ: To what extent can frontline employees and customers

predict firm performance — and how can it be utilized in SIM?

Paper 1 RQ: How can . .
collective wisdom be Paper 2 RQ: How does Paper 3 RQ: To what

tlized in SIM? intended and emergent extent can frontline
utilized In : strategy processes employees and
interact over time in a customers predict firm
hostile industry context? performance.

Source: Author’s own creation
1.7 Empirical setting — reflections of an industrial PhD

As the research setting plays a pivotal role in the access to data and influenced various
challenges experienced by the researcher while conducting the study, the contextual setting must
be made explicit and critically reflected upon. This is particularly pertinent since the present
dissertation is a result of the so-called industrial PhD program?, where the researcher spends
(approximately) half the time fulfilling a job position at the host company created for the
purpose of supporting the PhD research project. An industrial PhD is a three-year research
project and education, which is carried out in collaboration between the candidate, a host
organization and a university. Accordingly, the candidate is simultaneously employed by the

organization and enrolled at the university.

2 The industrial PhD program is run by Innovation Fund Denmark. Further information about the program can be seen
at: http://innovationsfonden.dk/en/application/erhvervsphd

31


http://innovationsfonden.dk/en/application/erhvervsphd

This research set-up is fruitful and rewarding but also immensely challenging at same
time. Part of the explanation for these paradoxical experiences can be explicated in the domains
of the research project, which is evident from figure 1.3. As it can be seen from the figure, the
industrial researcher, being employed in the organization in which he researches, must operate

in 3 different domains.

Figure 1.3: The different domains of an industrial PhD.

Domain 1 consists of the academic Domain 2 consists of the
world, where the researcher must organization, where the researcher

become fully immersed. must similarly become immersed.

Academia Organization

Domain 3 consists of the boundary
spanning behaviors and interactions
between domains 1 and 2.

Source: Author’s own creation

As evident in figure 1.3, domain 1 consists of the academic world, where the researcher
must become fully immersed. This immersion entails the intellectual curiosity stimulated by
ongoing debates within the relevant academic fields, academic rigor in methodology, values and
norms including discipline, self-critical and reflective considerations with respect to the
researcher’s own experiential insights. Domain 2 consists of the organization, where the
researcher is employed. Here the researcher must be fully immersed as an actor within the
organizational context which entails gaining intricate insights into norms, values, practices,
politics thus identifying with the organization. Domain 3 consists of the boundary spanning
behaviors and interactions between domain 1 and domain 2. Domain 3 is particularly

challenging, as domain 1 and domain 2 differ in terms of e.g., expectations, purpose and time
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horizons. Where domain 1 may expect the researcher to be a detached onlooker, domain 2 may
expect the researcher to be an active participant. Where domain 1 may be preoccupied with what
is true in the project, domain 2 may be preoccupied with what works in the project. Hence,
domain 3 is not only preoccupied with navigating under these diverging and conflicting
rationales, but similarly entails an ambition to obtain symbiotic knowledge in this intersection,
where what is true does not necessarily work — or more interestingly, what works is not
necessarily true. These paradoxical instances may give rise to interesting research, where the
researcher can further develop the academic field while simultaneously improving practice.
Moreover, this dual improvement is obviously also apparent in the synergetic situation where

what works in practice is similarly what is true from a theoretical point of view.

However, these 3 domains similarly give rise to various reflections that have remained
somewhat elusive in the methodological literature. These reflections are illustrated in figure 1.4.
As evident in the review of the 3 domains, particularly the issue of politics and the issue of the
potential tension between observing versus intervening are prevalent in domain 3. Here, an
understanding of politics (both organizational politics and politics between the organization and
university) is a necessary prerequisite to being able to navigate in the boundary spanning
behaviors that an industrial research project necessitates. Moreover, this political understanding
is similarly necessary when there are mutual interactions between key people between the
academic domain and the organizational domain as it helps translate and understand the

behaviors and interests of the multiple constituents.

The tension between observing and intervening may similarly play a pivotal role in in
these political interplays, where it often is valuable to combine the two, but at the same time
stipulating up front what the research project should be framed as in order to have a common
ground as a vantage point that could be referenced back to in the political dynamics which,

undoubtedly, will shift during a research project.
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Figure 1.4: Reflections of an industrial PhD.

Actor-director
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Reflection in
action

Source: Author’s own creation inspired by Coghlan and Brannick (2014), and Evered and Louis (1981)

The issues of inside versus outside perspectives, actor-director, role duality and reflection
in action share several commonalities. The role duality is apparent in the chasm between being a
detached onlooker and a participant observer, i.e., outside versus inside perspectives. Inquiry
from the inside is characterized by the immersion of the researcher in the corporate setting to
gain experiential insights and situational knowledge (Evered and Louis, 1981); in contrast, a
detached researcher makes inquiries from the outside and validates the generalizability of
nomothetic knowledge based on concrete measures and underlying logic. Evered and Louis
(1981) suggest that the two modes together form a more appropriate inquiry by enhancing
reflective choices among researchers in the face of intricate and ambiguous organizational

settings.
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Whereas it is challenging to pursue the two approaches simultaneously, the researcher
took on the role of a participatory actor with an inside perspective, and sought the outside
perspective by partnering up with external co-authors, as well as by reflecting critically on the
experiential participant knowledge. This critical reflection can similarly be described in the
metaphor of ‘actor-director’ in movies. Making films entails engagement in actions, dynamic
patterns and relationships that are similar to participatory research in organizations, as the
researcher may resemble an actor directing his own films by e.qg., enacting a scene and
subsequently return behind the camera to study it, critique it and making the necessary decisions
in view of the updated insights gained from the scene (Coghlan and Brannick, 2014). As noted
by Coghlan and Brannick (2014): “... the work of scholar-practitioners takes place in the
present tense as they endeavor to change their organizations and to generate actionable
knowledge” (p. 8). Hence, the industrial researcher, or actor-director, becomes preoccupied with
doing research in action, rather than merely research about action. Consequently, the dual
research requirements necessitate that the researcher is cognizant of the importance of

reflection-in-action in the industrial research project.

This researcher’s experiential understanding and strategy for collecting data, and
analyzing it, was to equate the role of an industrial PhD as being a hybrid between action
researcher and ‘an involuntary ethnographer’, because it has many commonalities with
fieldworkers who are immersed in a setting and engaged in organizational fieldwork (Van
Maanen, 1988). The concept of ‘involuntary ethnographer’ refers to the fact that an industrial
PhD is, in essence, a fieldworker expressing realist, confessional and impressionist tales from
the field (Van Maanen, 1988) albeit not necessarily being cognizant of the effect of the
immersion before the project has been commenced. However, this similarly created various
tensions. For instance, the unique access to the field necessitated that the researcher took
additional actions in order to keep a certain amount of distance during the process: This was
done by working with external co-authors who could maintain an exclusively ‘outside’ view, in
addition to the researcher making sure that he got outside the field during periods of analysis
and writing. Moreover, the role duality of being an ‘involuntary ethnographer’ similarly brought
about ethical considerations that are not typically conveyed in methodology books: For instance,
when being provided with casual and informal information or gossip from people within the

organization, do they share it based upon the role of a colleague or of a researcher? This is one
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example of the many complexities in the engagement and execution of an industrial research
project. Having provided a brief overview of the many intricacies involved in doing an industrial
PhD, the next section will explicate the methodological presumptions and data of the
dissertation.

1.8 Methodological presumptions and data

The project’s research approach and data collection were logically influenced by this
researcher’s presumptions concerning (i) the nature of strategy, and in particular, (ii) a process
philosophical vantage point. Where the author’s view on the nature of strategy has already been
discussed, it is relevant to similarly explicate the underlying assumptions inherent in process
philosophy, which (i) resonate with the author’s view on strategy, and which (ii) shaped the
empirical studies in the present dissertation.

At its core, process philosophy is preoccupied with an ontology of becoming rather than
an ontology of being, which similarly suggests that change is the cornerstone of reality. In other
words, ‘being’ is perceived as evolving and dynamic - and any investigation into reality needs to
incorporate this dynamic nature of an evolving ‘being’ in order to fully comprehend reality. This
means that, “ontologically, process philosophy views process, flux and transformation as the
primary ‘stuff” of reality” (Nayak and Chia, 2011, p.289). Accepting this premise necessitates
that phenomena are observed as continuously evolving dynamics, and therefore, that phenomena
are observed over longer periods of time, ideally by being immersed in these changing
processes. These assumptions have affected the author’s view of strategy in which strategy is
seen as ‘patterns in resource-committing decisions’ (e.g., Bower and Gilbert, 2005, 2007), in
addition to observing phenomena over longer periods of time in both empirical papers in the
dissertation - a longitudinal qualitative case study in paper 2, and aggregated judgmental

forecasts over consecutive time periods in paper 3.

This author was, as previously described, immersed in the research context throughout the
three years of research, and was consequently able to observe, experience and act in the
continuously evolving organizational processes of emergence and transformation. Moreover, the

process perspective similarly influenced the main strategy scholars that are predominantly
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drawn upon in the dissertation (e.g., Burgelman and Grove, 1996; Mintzberg, 1987; Quinn,
1980).

The data consisted of both qualitative (paper 2) and quantitative (paper 3) data that in
combination provided different perspectives on the research topic. Albeit qualitative and
quantitative methods have distinct strengths, combining the methods can have a complementary
effect, where their individual limitations are partly addressed, and may provide a more complete
understanding of social reality (Axinn and Pearce, 2006). Hence, mixed methods was utilized as
“More often than not, a combination of qualitative and quantitative methods will do the task
best” (Flyvbjerg, 2006, p. 242). Despite the different methodological approaches, both papers
followed developments over time, as the researcher was immersed in the research context for 3
years. The researcher was a part of 5 different departments in 4 different business divisions at
different points in time during the three-year period. Paper 2 draws upon data that is
predominantly qualitative. Here, 13 semi-structured interviews were conducted in addition to
casual participant observations of meetings and day-to-day activities, as well as archival data.
Paper 3 relies on quantitative data, as the researcher collected 13,531 survey responses that

entailed over 150,000 individual forecasts collected over 17 consecutive months.

In combination, the papers comprise an extensive empirically based research effort into
the specific organizational context that provides complimentary perspectives. Consequently,
abductive reasoning utilizing mixed methods constitutes the methodological core of the
dissertation. This was chosen as it resonated with the author’s presumptions about theory and

epistemological approaches.
1.9 Dissertation composition and outline

The dissertation is comprised by three interrelated papers that progressively build upon
and extend each other pursuing answers to the posed research questions. Albeit the three papers
are interconnected, they similarly differ in their approaches (figure 1.5). That is, paper 1 is a
conceptual paper that (i) reviews various literary streams, and (ii) synthesizes various points in
propositions that comprise a model for the conceptualized approach. Hence, Paper 1 provides
the theoretical vantage point for the two subsequent papers. Paper 2 is a qualitative paper that

seeks to understand the various processes in which the researcher was immersed taking the form
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of an embedded single case study. Consequently, paper 2 draws extensively on qualitative
rationales and methods. In contrast, paper 3 is a quantitative paper that seeks to measure and
compare the predictive accuracy of the aggregated judgmental forecasts of frontline employees
and customers with respect to firm performance. Consequently, paper 3 draws extensively on

quantitative rationales and methods.

However, these qualitative and quantitative papers are complimentary, as their distinct
research questions and methods provide findings that together add up to inform the general
research question of the dissertation. Moreover, the qualitative and quantitative papers both take
time into account in their research designs that resonate with the process philosophical
perspective of the research. So, although the three different papers have different typological
classifications, they are tied together by commonalities in assumptions and a progressive

structure that provide a complimentary logic to the broader dissertation.

Figure 1.5: The various typologies of the papers.

Paper? oo Qualitative Quantitative |.__________ Paper 3

B &

Paper 1

Source: Author’s own creation

The dissertation pursues a progressive structure, as each of the papers build upon one
another. This is illustrated in figure 1.6, which conceptualizes the progression as a staircase,
where paper 1 provides a theoretical grounding underlying the empirical work, paper 2
explicates the strategic context of the empirical work, and paper 3 seeks to measure the

predictive accuracy, or collective wisdom, of the frontline. Put differently, paper 3 tests the
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theoretical propositions laid out in paper 1 — within a context depicted in paper 2. Moreover,
paper 1 argues for a balance between strategy-making processes and collective wisdom — where
paper 2 focuses on strategy-making processes, and paper 3 focuses on collective wisdom.
Hence, there are clearly interconnected links between the three papers.

Figure 1.6: The progressive structure of the papers.

A Paper 3
l - Collective wisdom
‘ Paper 2

l - The strategic context

Paper 1
- Theoretical grounding

Source: Author’s own creation

Taking this model of the progressive logic of the dissertation as a point of departure, the
three papers will now be briefly outlined. All three papers have strategy scholars and
practitioners as their main audiences. However, the papers and their findings are similarly
expected to resonate with and contribute to audiences interested in the organizational/managerial
use of dispersed knowledge. Hence, important secondary audiences consist of scholars and
practitioners interested in collective wisdom, judgmental forecasting, knowledge management —
and management science in general, given the basic dichotomy between the organizational
center and periphery. The following will provide summaries of the main elements and findings
from the three papers to provide the contours of the results, contributions and proposed model of
the dissertation. This brief review is not meant to be a comprehensive explication of the papers,

but merely to provide a general overview.

Paper 1 is a conceptual paper reviewing various literatures with the purpose of

synthesizing insights into specific propositions that together frame an organizational approach
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towards utilizing the collective wisdom of the organizational periphery in strategic issue

management (SIM). The summary of the paper can be seen in table 1.6.

Table 1.6: Summary of paper 1.

PURPOSE: - Develop a conceptual model for using the collective wisdom of frontline
employees and customers in strategic issue management.

BACKGROUND: - Recent studies have indicated that they are some of the first to identify
emerging issues, but they are rarely probed about their insights.

METHODOLOGY: - Conceptual argument drawing on different literary streams.

FINDINGS: - Drawing on insights from crowd wisdom, interactive strategy-making and
strategic issue management, it is possible to create a model for using
collective forecasts from frontline employees and customers to identify
early signals of emerging strategic issues.

MAIN CONTRIBUTION: - It provides theoretical propositions and frames the contours for an
organizational model using collective wisdom to predict emerging issues.

IMPLICATIONS: - Points towards the potential of cross-fertilizing strategy and crowd
wisdom. Moreover, it draws up the contours of an organizational approach
which may have both academic and managerial implications.

Paper 2 (table 1.7) is a qualitative paper that seeks to understand the intricate interaction

between intended and emergent strategy processes over time in a competitive industry context.

Table 1.7: Summary of paper 2.

PURPOSE: - Obtain a (better) comprehension of how intended and emergent strategy
processes interact over time at different locations and levels in a
particularly hostile industry context.

BACKGROUND: - Large body of literature explicating the prominence of the two modes, but
our understanding of how they interact in different contexts are limited.

METHODOLOGY: - Qualitative — case study - field research - interviews.

FINDINGS: - The dynamic competitive pressures combined with a strong corporate
legacy cause strategic initiatives to primarily emerge as deliberate actions
induced by the strategic apex around top management.

« The organizational setting fosters managerial maverick behavior with
disregard for formal rules to turn autonomous initiatives into viable
strategic ventures.

MAIN CONTRIBUTION: - Our findings illustrate that a highly competitive and hostile context
conditions a process of reduced organizational slack in the form of time
and human resources that makes it difficult for organizational members to
take and engage in autonomous initiatives.

IMPLICATIONS: - In short, the two feet of strategy-making, deliberate and emergent, seem
to display different cadences under different contextual conditions
cautioning a more nuanced view on the complex interactive strategy-
making process.
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Following paper 2, the dissertation will move on to the quantitative paper 3, which seeks

to measure the predictive accuracy of key constituents who operate around the organizational

periphery. The paper outlines empirical results which suggest the usefulness of aggregated

judgmental forecasts from frontline employees in the SIM process. The summary of paper 3 can

be seen in table 1.8.

Table 1.8: Summary of paper 3.

PURPOSE:

BACKGROUND:

METHODOLOGY:

FINDINGS:

MAIN CONTRIBUTION:

IMPLICATIONS:

To test if the collective wisdom of frontline employees and customers
entail predictive accuracy and can be used in strategic issue management.

Recent studies have indicated that they are some of the first to identify
emerging issues, but they are rarely probed about insights.

Quantitative — surveys — distributed lag models — equivalence tests.

Call center employees are able to predict various performance measures -
the same accuracy is not seen among the customer respondents.

It provides quantitative evidence for the predictive accuracy of call center
employees — and in this case, they outperform customers at forecasting.

The results suggest that the collective wisdom of call center employees is
indeed true i.e. they comprise ‘proof-of-concept’.

The results indicate that call center employees might be able to provide
quite accurate insights about customer satisfaction. This was not seen
among the customers themselves.

The results point towards the usefullness of an interactive model of
strategic issue management and diagnosis.

This dissertation is divided into 5 chapters. After this introduction (chapter 1), the subsequent

chapters will be comprised by the various research papers. Chapter 2 will be comprised by paper

1; chapter 3 will be comprised by paper 2 — and chapter 4 will be comprised by paper 3. While

each chapter (i.e., paper) individually addresses a unique purpose and contribution to the

literature, combined the chapters enhance our understanding of the main research question of the

dissertation, by framing an organizational approach using collective wisdom from key

constituents around the organizational periphery to identify emerging issues that update top

management about ongoing developments that necessitate managerial attention. Finally, chapter

5 summarizes and discusses the findings while answering the main research question of the

dissertation. Moreover, the chapter will similarly discuss contribution(s), limitations and

implications of the research.
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CHAPTER 2

DETECTING AND EXPLOITING EARLY SIGNALS:

USING COLLECTIVE WISDOM IN STRATEGIC ISSUE MANAGEMENT?

CARSTEN PEDERSEN

Abstract

In dynamic environments, competitive advantage lies in developing actionable knowledge from
continuous streams of unstructured data to discern the contours of the evolving competitive
landscape. Recent studies indicate that certain key stakeholders, such as frontline employees and
customers, are among the first to observe emerging issues of strategic importance to the firm.
Yet, they are rarely probed to obtain updated information about emerging strategic issues. The
present paper develops a conceptual model to detect early signals drawing on insights from
collective wisdom, interactive strategy-making, and strategic issue management. This frames an
organizational approach using collective wisdom to identify emerging issues that updates top
management about ongoing developments for active engagement in the execution of adaptive

initiatives.

Keywords: collective wisdom, interactive strategy, strategic issue management, learning

3 Earlier versions of this paper have been presented at Strategic Management Society Conferences in Copenhagen (see
Pedersen, 2014) and Madrid.
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Introduction

In dynamic environments, strategic advantage relies on the ability of firms to observe
environmental changes as they evolve to enable early strategic responses (Ansoff, 1975, 1980;
Dutton and Duncan, 1987; Eisenhardt, 1989; Lovas and Ghoshal, 2000; Schoemaker and Day,
2009; Stacey, 1995; Teece, 2007). Previous studies suggest that frontline employees and certain
groups of customers should be among the first to sense emerging events, as they often act on a
daily basis and therefore gain unique experiential insights about the firm’s ability to perform its
day-to-day activities (Burgelman and Grove, 1996, 2007; Christensen, Anthony, & Roth, 2004;
Hallin, Tvetteraas and Andersen, 2012; von Hippel, 2005). According to the commonly cited
rationale of collective wisdom, here defined as situations where the collective output is more
accurate than the average individual inputs that comprise the group, aggregated judgmental
forecasts by key stakeholders from around the organizational periphery should be accurate if
they are based on independence, diversity and knowledgeable insights (ability) as these are the
prerequisites for obtaining collective wisdom (Larrick, Mannes, & Soll, 2012; Page, 2007a;
Surowiecki, 2004). Yet, these stakeholder groups are rarely probed to identify and assess
strategic issues that are critical for early responses and effective adaptation of organizational
activities. For instance, studies of internal communication flows have shown that customer
service employees tend to be overlooked by decision makers which, in turn, may result in
suboptimal outcomes (Pentland, 2014). We know that fast effective decisions in high-velocity
industries use comprehensive analyses based on diverse updated information (Eisenhardt, 1989)
but little research is conducted to uncover specific approaches to aggregate peripheral
information to identify emerging strategic issues, with Hallin, Tveteras and Andersen (2012,
2013) as notable exceptions. Eisenhardt and Martin (2000) distinguish between moderately
dynamic and high velocity environments and they posit that dynamic adaptive capabilities in
high velocity environments depend on real time information from interacting individuals.
Hence, the present paper seeks to build upon this argument by developing a conceptual
framework to exploit peripheral insights for use in strategic issue management (SIM).

Several studies have explicated how detailed knowledge of operating conditions is held
among lower-level employees (Andersen, 2004; Bower and Gilbert, 2007; Burgelman and
Grove, 1996; Dutton and Ashford, 1993; Hallin et al., 2012, 2014; Mintzberg, 1990a). Bower

and Gilbert (2007) argue that strategy is formed by a series of resource-committing decisions
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made by individuals throughout the organization that in many cases fail to reflect the plans of
top management. In a similar vein, Burgelman and Grove (1996, 2007) argue that alternative
actions taken by lower-level employees can become useful responses to strategic inflection
points. Similarly, Teece (2007) suggests that the firm is vulnerable if the environmental sensing
is left to a few individuals within it. Hence, it is posited that lower-level employees have a better
sense about ongoing changes and that this information can be used to inform the strategy-

making process in high velocity environments.

As frontline employees and customers are in a better position to sense distinct knowledge
about changes in the firm’s operational conditions, they constitute good sources to inform
considerations about responses to emerging developments (Burgelman and Grove, 1996, 2007;
Mintzberg, 1987, 1994; von Hippel, 1988, 2005). The present paper argues that updated insights
from these key stakeholders operating around the organizational periphery should be collected
and considered in the SIM process, as a potential for double-loop learning among managers
(Argyris, 1976). That is, aggregated judgmental forecasts by peripheral stakeholders can be
utilized to modify or reject a goal. The paper introduces a conceptual model that describes how
forecasts of firm performance by key stakeholders can be aggregated and used to identify
strategic issues, i.e., internal and external events that can influence firm performance (Ansoff,
1980; Hallin et al., 2012, 2013). The aggregated judgmental forecasts by key stakeholders can
fuel strategic issue diagnosis (Ansoff, 1975; 1980; Dutton and Ashford, 1993; Dutton and
Duncan, 1987; Dutton, Fahey, and Narayanan, 1983) and thereby help the firm to make better
adaptive moves. Put differently, aggregated judgmental forecasts can foster double-loop
learning enabled by an interaction between the center and periphery (Argyris, 1976), where the
strategic reasoning of the central apex can be updated by ongoing local experiences gained by
frontline employees and customers acting around the organizational periphery.

This conceptual paper adds new understanding to the strategic potential of cross-fertilizing
the concepts of SIM and collective wisdom. The study contributes to the literature in several
ways. First, using collective wisdom from the periphery in SIM is not yet well-developed
(Ansoff, 1980; Dutton and Duncan, 1987; Hallin and Andersen 2014), so the conceptualized
model provides a theoretical vantage point into the cross-fertilization of these literary streams.
Second, the paper contributes by arguing that using aggregated judgmental forecasts in SIM

processes may stimulate double-loop learning within the organization (Argyris, 1976). As the
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model that we propose utilizes peripheral groups to identify emerging issues which managers
can help resolve, it stands in contrast to conventional crowd models where management frames
a task that the crowd subsequently solves. However, this requires a learning process to take
place at the upper echelons. Moreover, it is argued that this interactive learning potentially has
superadditive effects. Thirdly, the study deals with crowd wisdom within a context entailing
organizational processes and managerial mindsets i.e., through a holistic and process-based
perspective. This differs from most studies researching crowd wisdom, as it seeks to balance
aspects of collective intelligence and managerial decision making. Finally, the paper contends
that the proposed approach reconciles central and peripheral processes, along with intended and
emergent processes, as the use of crowd wisdom in SIM utilizes a central and intended process
for making use of emergent peripheral insights. Hence, it bridges the seminal wedge between
planning and learning approaches to strategy.

The paper develops a theory to explain why and how the aggregated judgmental forecasts
of frontline employees and customers can provide early signals of emerging issues and why
managers at the strategic apex are instrumental in using this information to orchestrate adaptive
responses. Where the evolutionary view of strategy formation puts a distinct emphasis on
individual actions (Lovas and Ghoshal, 2000), we also ascribe an important role to top
management in orchestrating proper responses to emerging strategic issues identified by
employees and customers. The first part of the paper provides an overview of the theoretical
rationale of the proposed approach to SIM. The paper then discusses the study’s contribution to
the strategy literature and limitations while proposing directions for future research.

BACKGROUND

Many contemporary environments have been described as nonlinear, unpredictable, and
driven by uncertainty (Andriani and McKelvey, 2009; Ansoff, 1975, 1980; Schoemaker and
Day, 2009; Silver, 2012). Eisenhardt and Martin (2000) distinguish between moderately
dynamic and high velocity environments. In high velocity environments, dynamic adaptive
capabilities rely on real time information from interacting individuals (Eisenhardt and Martin,
2000). Hence, firms may obtain superior performance in high velocity environments, if they are
able to early detect, interpret, and act on weak ambiguous signals of impending issues. Albeit
organizations and industries vary in terms of their resources, structures, and appropriate

strategy-making approaches, it is argued that - especially among large organizations in dynamic
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environments - increasing external complexity tends to be mirrored in internal complexity: This
poses an inherent strategic paradox in large organizations operating in high velocity
environments, as evolving environmental conditions create a need for increasing organizational
adaptation, but internal complexities such as intricate and time-consuming decision processes
both delay responses and act as a barrier for fostering the needed responses. The internal
complexities and increasing specialization result in a knowledge gap between the strategic apex
and the organizational periphery, which suggests a pressing need for ongoing interaction and
communication between these relevant constituents at the center and the periphery.

Hence, the following will further detail why using aggregated judgmental forecasts by key
constituents from around the organizational periphery in SIM processes may constitute a fruitful
trajectory. A SIM system is “a systematic procedure for early identification and fast response to
important trends and events inside and outside an enterprise” (Ansoff, 1980, p.134). Albeit
previous studies have suggested the use of crowds of key stakeholders in sensing strategic issues
(Hallin et al., 2012, 2013, 2014), and the difficulty of managers in detecting early signals of
emerging issues has been explicated (Schoemaker and Day, 2009), these related aspects have
rarely been dealt with in combination. Therefore, the present paper takes a more holistic and
process-based view on utilizing crowd wisdom in SIM. This could provide a needed perspective
on the latent opportunities and potential challenges of utilizing crowd wisdom to predict
emerging issues, as crowd predictions must interact with organizational processes and

managerial mindsets to obtain the desired outcomes.

The proposed approach of the present paper differs from the model suggested by
Schoemaker and Day (2009), as it utilizes peripheral crowd wisdom to sense, and not only help
interpret, early signals of emerging issues. In the rationale of Schoemaker and Day (2009)
‘peripheral’ refers to peripheral vision, and not the organizational periphery — albeit the two
could arguably be combined. Whereas Schoemaker and Day (2009) acknowledge that crowd
wisdom could be utilized in the process of detecting early signals of impending events, they do
not suggest that crowd wisdom should be utilized to sense the issues, but only to interpret
identified signals. The difference has important practical implications, as the former lets the
crowd sense and define the issues, whereas the latter would necessitate that managers sense and

frame the signals that the crowd should subsequently assess. According to Ansoff (1980), “An
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issue may be a welcome issue, an opportunity to be grasped in the environment, or an internal
strength which can be exploited to advantage. Or it can be an unwelcome external threat, or an
internal weakness, which imperils continuing success, even the survival of the enterprise” (p.
133). The present paper argues that strategic responses relying on collective wisdom should let
peripheral crowds sense and detect impending strategic issues, whereas central managers are
needed to provide a timely and coordinated response to the changes. Here, the obstacle arises
when the peripheral sensing challenges the dominant logic of managers. In dynamic
environments, the dominant logic of managers is expected to lag behind market changes, and it
is therefore essential that collective predictions from the periphery guide the process and that
central decision makers are open and receptive to absorb this information. It is exactly this
peripheral-driven process that is able to lead to double-loop learning among managers (Argyris,
1976), as it challenges managerial assumptions that may quickly become obsolete in an evolving

environment.

In order to deal with uncertain events, firms could rely on aggregated judgmental forecasts
rather than probabilistic scenarios, because many new and unknown things are evolving. In a
Knightian perspective, uncertainty differs from risk in that risks can be described as
probabilistic outcome distributions whereas uncertainty cannot. While uncertainty is difficult to
manage, it is also the source of economic value creation (Andersen, Garvey and Roggi, 2014).
Consequently, there is upside potential to conceiving management approaches that effectively
take advantage of true, or Knightian, uncertainty. This would, however, require an intricate
interaction between teleological and non-teleological strategy approaches. Hence, there is a need
for management approaches that utilize the entire firm to effectively incorporate and take
advantage of true uncertainty. The conceptualized management approach seeks to meet this
challenge, and it builds on and extends Ansoff’s (1980) thoughts, while being aligned with

Rerup’s (2009) attention to the importance of weak signals from various organizational levels.
Using Distributed Intelligence to Predict Strategic Issues

In contrast to periodic management systems that are typically revised annually, SIM is
‘real time’ continuous preoccupation with strategic issues throughout the year. Hence, it is
ongoing surveillance of ‘fast’ issues that may arise internally or externally in between reviews:

According to Ansoff (1975, 1980), a strategic issue is an event that has a significant
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performance impact on the firm. The domain subsumed by an ‘issue’ is likely to be broad,
diffuse, and ill-defined — particularly in its early stages (Dutton and Duncan, 1987; Dutton et al.,
1983). Hence, it is important to respond to weak signals in order to be able to make a timely
response (Ansoff, 1975, 1980; Ansoff and Sullivan, 1993).

The timeliness of firm responses is dependent on the interaction between the forecasting
horizon and the time required by a firm to select and implement its response (Pedersen, 2014).
As noted by Ansoff (1975), “firms often fail to anticipate and suddenly discover that a fleeting
opportunity has been missed or that survival of a product line is threatened. Typically, at the
‘moment of truth’ neither the causes nor the possible responses are clear; the firm confronts an
unfamiliar and often threatening event” (p. 22). This means that organizations should become
skilled in recognizing weak signals and properly interpreting them (Schreydgg and Kliesch-
Eberl, 2007). Organizations can benefit from taking a collective view on weak cues in order to
foster organizational learning from crises (Rerup, 2009). As noted by Rerup (2009), disparity in
attention to issues across the organization and a managerial inability to coherently attend to

weak signals may result in unexpected crises.

The underlying rationale builds on enabling an interactive informational dynamic between
the central apex and the organizational periphery, as illustrated in figure 1: Key constituents
operating around the organizational periphery could arguably be the first to sense emerging
issues of strategic importance, as they are the most exposed to change. Here, the organizational
periphery is defined as the organizational boundaries around which internal and external
stakeholders interact on an ongoing basis around firm-environment touch points: Stakeholders
engaged in the firm’s daily operations build up experiential insights, which could subsequently
be aggregated by the central apex. As noted by Burgelman and Grove (1996), “it is wise to keep
in mind that when spring comes, snow melts first at the periphery: That’s where it is most
exposed” (p. 11). Hence, knowledge networks increasingly appear throughout and around firms
rather than being narrowly confined to upper management: Thus, “Employees are now
responsible for adaptive capability rather than just being bodies to carry out orders” (Costanzo
and MacKay, 2009, p.31).

--- Insert Figure 1 about here ---
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As strategic planning has often separated thinking from doing (Mintzberg, 1994,
Mintzberg et al., 1998), experience-based learning has typically been ignored in top-level
decision making. This is unfortunate, as there are many examples of strategic renewal and
innovative initiatives emerging from the organizational periphery (e.g. Bower and Gilbert, 2007,
Burgelman and Grove, 1996; Chia and Holt, 2009; Miller and Wedell-Wedellsborg, 2013;
Mintzberg, 1994). In addition, experiential insights from the periphery should be more updated
than conventional diagnostic control systems.

Figure 2 juxtaposes peripheral learning with central learning (Pedersen, 2014). Figure 2 is
a conceptual model that is inspired by Andersen’s (2013, 2014, 2015) argument for
collaborative learning that combines the long learning cycles of the central apex with the short
learning cycles from the organizational periphery, and Page’s (2007b) emphasis on the potential
benefits in the superadditivity of diversity: In the model central learning is characterized by long
feedback cycles of planning followed by eventual outcomes, and peripheral learning is
characterized by relatively short feedback cycles entailing peripheral actions followed by
immediate results (Andersen, 2015; Pedersen, 2014). This suggests that the experiential insights
obtained around the organizational periphery can be more updated than those encountered at the
central apex. As noted by Andersen (2014, 2015), the two types of learning loops can be
combined within a system of collaborative learning. Hence, these individual learning loops may
be combined to create superadditivity, where f(x+y) > f(x) + f(y) (Page, 2007b), as central
learning is combined with peripheral learning to create interactive, or superadditive, learning.
This means that the combination will create more than the sum of its parts, as the interaction
itself constitutes a novel learning process, i.e., the two individual learning processes in
combination create a third. The model below therefore emphasizes the superadditive benefit of
having diverse lines of sight, as this aspect is not made explicit in Andersen’s (2015) original
model, albeit it is an inherent mathematical effect. Not only is the model itself superadditive,
more importantly, combining diverse insights from the center and periphery on how to react to
emerging issues could create superadditive solutions (Page, 2007b), where one insight from the
periphery could be combined with another strategic assessment from the central apex to form a

third idea that entails both updated experiential insights and strategic considerations.
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Superadditive learning similarly reflects the potential double-loop learning taking place in the

firm.

--- Insert Figure 2 about here ---

It is generally assumed that strategic planning should be the domain of the top
management team, and that attention toward short-term operational execution should remain the
domain of line and functional managers (Mintzberg, 1998). However, recent studies have
propagated integrative approaches to strategy making, where central and decentralized processes
are depicted as complementary strategy modes (Andersen, 2004, 2009, 2015; Andersen and
Minbaeva, 2013). The conventional strategic management model comprises rational and
analytical decision-making approaches which constitute the central strategy-making process that
sets the direction, intent and aspirations of the company. In contrast, the ability of middle
managers and lower-level employees to take action in view of emerging events constitutes a
decentralized strategy process (Burgelman and Grove, 1996, 2007; Mintzberg, 1990; Mintzberg
and Waters, 1985; Mirabeau and Maguire, 2014).

Research suggests that effective organizations engage in integrative processes (Hill et al.,
2000), and some industries have developed modes of strategic thinking conducive to planned
emergence, i.e., integrating central and decentralized processes (e.g., Grant, 2003). An
explication of the elements within this integrative strategy process would explain why it could
be advantageous to rely on collectively predicted issues from the organizational periphery.
Hence, the following will explicate the inherent rationale of the elements comprising the

interactive strategy modus operandi.

How Does the Central Apex Develop Strategies?

The conventional perspective in strategy-making has been that strategy formation is a
conscious, rational and analytical process in which central management decides on an
appropriate direction linked to clear objectives (Andrews, 1971; Ansoff, 1965; Chandler, 1962;
Mintzberg, 1987, 1994; Mintzberg et al., 1998). Hence, the process often assumes a teleological
and causal logic, where the central apex can predict and decide on the most appropriate strategy

to meet the desired objectives. As noted by Mintzberg (1987), “Imagine someone planning
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strategy. What likely springs to mind is an image of orderly thinking: a senior manager, or a
group of them, sitting in an office formulating courses of action that everyone else will
implement on schedule” (p. 66). Within this perspective, the central apex is often depicted as
setting the strategic direction by issuing declarations of intent, formulating official policies and
investing in specific projects. This rationalistic top-down logic of corporate strategy can be
traced back to Alfred Chandler (Hoskisson et al., 1999; Whittington, 2008), who distinguished
between formulation, where top management outlines the strategy, and implementation, where
lower-level employees execute and carry out the strategy (Andersen, 2013; Chandler, 1962;
Hoskisson et al., 1999).

This line of reasoning has been the predominant way to think about strategy, as
exemplified by the design, planning and positioning schools of strategy formation, i.e., the
‘prescriptive’ schools of thought (Mintzberg, 1990; Mintzberg et al., 1998). The design school
describes an approach to strategy that focuses on the managerial process of the inception of the
strategy, where the internal situation of the organization is used to match the external
environment in a conscious manner (Mintzberg, 1990; Mintzberg et al., 1998). In this school of
thought, a key role in strategy formation is played by the board of directors and especially by the
chairperson. The planning school accepts the premises of the design school except for two (i)
that the process is informal, and (ii) that the chief executive is the key actor (Mintzberg, 1994).
In this perspective, strategy formation consists of developing, formalizing and implementing an
explicit plan that is developed by planners in a staff division (Mintzberg, 1994; Mintzberg et al.,
1998). The positioning school is often implicitly assumed to follow the same assumptions as the
planning school, but focuses on the content of the strategies (Mintzberg et al., 1998).

When a top-down approach to strategy is pursued, managers tend to rely on diagnostic
control systems to monitor and control the execution and implementation of the strategy
(Simons, 1990, 1991, 1994, 1995). As Simons (1995) argues, “Diagnostic control systems work
like the dials on the control panel of an airplane cockpit, enabling the pilot to scan for signs of
abnormal functioning and to keep critical performance variables within preset limits. Most
businesses have come to rely on diagnostic control systems to help managers track the progress
of individuals, departments, or production facilities toward strategically important goals” (p.
81). In other words, this approach assumes that the central apex can set a direction, and then

monitor how well the organization progresses on the desired trajectory, by making use of
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diagnostic control systems that track how well employees carry out the strategy (Simons, 1990,
1991, 1994, 1995).

Thus, the purpose of accounting and control systems has traditionally been to guide an
organization toward meeting its pre-defined objectives (Davila, Foster and Oyon, 2009), as the
original view of control systems was that they were tools to implement goals coming out of the
strategic planning process (Simons, 1995). Hence, well-designed diagnostic control systems
keep deviations to a minimum. As Davila, Foster and Oyon (2009) note, “The thermostat
metaphor — where an output measure is compared to the intended goal (temperature) to establish
a feedback mechanism that controls the (heating) process — has often been used to illustrate this
interpretation of control” (p. 282). Implicit in these conventional approaches to strategic
planning is the premise that the world will hold still while a plan is being developed and stay on
the predicted course while that plan is being implemented, i.e., the fallacy of prediction
(Mintzberg, 1994; Sarasvathy, 2001, 2008; Steyaert, 2007). These are premises that often pose
significant challenges for the people executing the predefined strategy down in the
organizational ranks (Burgelman and Grove, 1996).

In other words, planning processes tend to convey teleological assumptions, whereas
execution and implementation are often characterized as non-teleological activities. Hence,
central planning can be explicated as following an ontology of being, whereas peripheral
execution can be described as following an ontology of becoming (Steyaert, 2007). This has
likewise been conceptualized as the difference between a causal and an effectual logic
(Sarasvathy, 2001, 2008). Consequently, the implicit assumptions behind strategy formation and
strategy execution may differ significantly (Chia and Holt, 2009; Sarasvathy, 2001), as strategy
has historically distinguished between thinking and doing (Andrews, 1971; Chandler, 1962;
Mintzberg, 1987). This makes it relevant to explicate how strategies are experienced around the
organizational periphery, and how strategies can sometimes emerge from the periphery.

How Are Strategies Experienced Around the Organizational Periphery?

After the overarching plan has been formulated and conceived by top management, the
next step in the prescriptive model of strategic management entails the organization’s line and
middle managers stepping in to ensure that the plan is executed (Andersen, 2013). The strategy
which has been stipulated by the central apex is subsequently enacted, effectuated and

experienced by individuals around the organizational periphery. The enacted strategy comes to
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life in the daily interactions among frontline employees and customers. Whereas this logic can
similarly be transferred to other stakeholder groups such as suppliers or unions, the present
paper focuses on frontline employees and customers for parsimonious reasons, as they comprise
the operating core of day-to-day business.

The frontline employees and customers of an organization are arguably often the first to
sense what is happening, as they interact on a daily basis and therefore gain unique experiential
insights about the firm’s ability to perform its operational tasks and routines. The competitive
context may change after top management has developed a strategy, and therefore, the planned
strategy can rely on assumptions which have become outdated by the time it is being
implemented (Eisenhardt, 1989; Mintzberg, 1994). In continuation of this, the CEO may often
be the last to know of novel developments (Burgelman and Grove, 1996). Due to the short-
cycled learning loops, it can be argued that key constituents operating around the periphery of
an organization would be the first to realize and sense if the chosen strategic trajectory is
ineffective or becoming obsolete because environmental changes require novel approaches from
the organization.

This suggests that frontline employees (Hallin et al., 2012) and certain customers
(Christensen et al., 2004; Christensen and Raynor, 2003; von Hippel, 1988, 1999, 2005) often
have updated knowledge of the effects and developments of the chosen strategic trajectory.
Hence, a micro to macro interaction may be observable, as individuals can sense emerging
issues of importance to the organization. Deliberate strategy precludes learning once it is
formulated and emergent strategy fosters learning — suggesting that strategy-making walks on
two feet (Mintzberg and Waters, 1985; Mintzberg, 1987; Mintzberg et al., 1998). In other words,
important constituents such as employees and customers experience the effects of the chosen
strategic path first-hand, and therefore, they have important knowledge about operational factors
that may influence corporate performance.

As noted, conventional views on strategy presume a top-down initiated process, where the
central apex sets the direction and employees execute it (Ansoff, 1965; Mintzberg, 1987, 1990a,
1994; Mintzberg and Waters, 1985). However, a seminal discussion within strategic
management concerns the extent to which strategies evolve from lower-level ‘autonomous’
initiatives in the organization, as opposed to being initiated by the managerial top (Bower and
Gilbert, 2005, 2007; Burgelman and Grove, 1996, 2007; Mintzberg, 1987, 1990a, 1990b, 1994;
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Mintzberg and Waters, 1985). For example, some studies question whether strategy is a
coherent plan conceived at the top, or if it is formed by a stream of individual commitments, not
always in line with the plans of the top management team (Bower and Gilbert, 2007; Burgelman
and Grove, 1996, 2007; Miller and Wedell-Wedellshorg, 2013; Mintzberg, 1987; Mintzberg and
Waters, 1985; Mirabeau and Maguire, 2014). Mirabeau and Maguire (2014) use a model of
emergent strategy formation where emergent strategy originates from autonomous strategic
behavior and subsequently becomes realized as a consequence of mobilizing wider support to
provide impetus and manipulating the context to legitimate the project by constructing it as
consonant with the prevailing concept of strategy. Hence, the study illustrates how the effect of

projects can evolve over time.

Thus, the strategy as practice perspective of strategy-making pursues the call from
Johnson et al. (2003) for “an emphasis on the detailed processes and practices which constitute
the day-to-day activities of organizational life and which relate to strategic outcomes” (p.3).
This supports an activity-based view of strategy, where strategy-making is seen as an amalgam
of activities from a multitude of people in different parts of the organization. In other words,
strategy is something people do i.e., an activity (Johnson et al., 2003). Chia and Holt (2009)
promote a view of strategy as wayfinding, which involves knowing as we go, in contrast to the
conventional presumption in strategy of knowing before we go. Wayfinding is a strategic
approach pursued by a multitude of entrepreneurial companies and individuals e.g., Google;
Richard Branson’s initial trials with the airline industry and Muhammed Yunus’ explorations

which eventually resulted in Grameen Bank (Chia and Holt, 2009).

As strategic planning has often separated thinking from doing (Mintzberg, 1994),
experience-based learning has typically been ignored by the top-driven view of strategy. This
can force employees to create autonomous initiatives that go against managerial orders, i.e.,
creative deviance (Mainemelis, 2010; Pedersen, 2014). However, emergent strategies often
happen in a more subtle manner, where responses —or reactions to actions- drive experiences
from actions that form a basis for learning and thinking. This is exemplified by Mintzberg
(1987), who explains that, “Out in the field, a salesman visits a customer. The product isn’t quite
right, and together they work out some modifications [...] after two or three more rounds, they

finally get it right. A new product emerges, which eventually opens up a new market. The
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company has changed strategic course” (p. 68). The example illustrates how seemingly minor
improvements may turn out to have substantial strategic implications (Andriani and McKelvey,
2009; Holland, 2002) fostered through learning-by-doing.

In a related line of work, Miller and Wedell-Wedellsborg (2013) propagate what they refer
to as ‘stealth innovation’, arguing that it is often better if lower-level employees innovate ‘under
the radar’ without any interference from the managerial top. Going to the top for permission can
kill the initiatives as the default answer is ‘no’, making the organizational spotlight of top
management attention a bad place for unproven ideas. According to Miller and Wedell-
Wedellshorg (2013), a better alternative is to innovate two levels below the C-suite. These ideas
of shadow innovations resonate with the concepts of autonomous initiatives (Burgelman and
Grove, 1996, 2007), emergent strategy (Mintzberg and Waters, 1985), informal innovation
(Hartmann and Hartmann, 2015), and creative deviance (Mainemelis, 2010). As noted by Miller
and Wedell-Wedellsborg (2013): “While aiming to deliver some quick wins is excellent advice
[...] the nature of your idea may be such that doing so is simply not possible. By starting your

project in stealth mode, you can postpone the moment that the clock starts ticking for your idea”

(p. 5).

Consequently, central management may think of strategic thinking as an activity that
entails learning-by-doing and encompasses the entire organization. As noted by Mintzberg
(1994), such strategies “... must be free to appear at any time and at any place in the
organization, typically through messy processes of informal learning that must necessarily be
carried out by people at various levels who are deeply involved with the specific issues at hand”
(p. 108). Hence, it should be evident that frontline employees and customers may have
important insights for the central apex, as they first hand effectuate and experience the effects of
the chosen strategies and activities (Andersen, 2013; Chia and Holt, 2009). This accentuates the
managerial necessity of taking advantage of distributed intelligence by utilizing the insights of

actors operating in the periphery of the organization.

Integrating Central and Peripheral Processes
As the previous sections have shown, there are strong arguments for both a designed top-
down driven strategy and bottom-up approaches of an emergent character. However, reality is

most likely comprised by a complex interrelationship between the two that intricately
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interweave central and peripheral processes (Andersen, 2004; Brews and Hunt, 1999;
Burgelman and Grove, 1996, 2007; Grant, 2003; Mintzberg, 1987, 1994). Communication and
learning could ideally take place in an ongoing interaction between central and peripheral actors.
Interactive strategy-making could therefore combine central long-cycled learning and peripheral
short-cycled learning.

A practical reality entailing both central top-down planning of intended strategies and
peripheral bottom-up effectuation that may foster emergent strategies and innovative initiatives
has long been propagated (e.g., Andersen, 2015; Mainemelis, 2010; Mintzberg, 1987, 1990a;
Mintzberg and Waters, 1985; Mirabeau and Maguire, 2014). In contrast to the paradigm of the
post-bureaucratic organization, research has shown that particularly R&D is less decentralized
than contemporary accounts suggest (Hill et al., 2000). Hill et al. (2000) therefore argue that
effective organizations engage in more complex integrative processes. Similarly, Grant (2003)
points to a possible reconciliation of the ‘design’ and ‘process’ approaches to strategy
formulation, i.e., the process of planned emergence. Hence, the dual concerns have also been
described as a potential resource (Andersen, 2004; Brews and Hunt, 1999; Burgelman and
Grove, 2007), as integrative organizational processes may lead to superior financial results and
risk outcomes. For instance, Andersen (2004, 2013, 2015) argues that integrative strategy-
making combining decentralized responsive actions with central strategic planning is a winning
combination, as a symbiosis between central strategic reasoning and local adaptive responses
can be obtained, i.e., interactive/integrative strategy-making.

As it has previously been described, frontline employees and customers execute and
experience the chosen strategies and their subsequent effect. Hence, they can observe the effect
of the planned trajectory, and they can identify and observe emerging issues. The peripheral
actors could arguably be better able to do this than central management, as they have more
updated knowledge. In contrast, central management would arguably be the best at prioritizing
integrated solutions, based on the peripheral actors’ sensed issues and coordinated rational
analyses.

While it may seem contradictory at first glance, top-down processes may symbiotically
interact with bottom-up processes (Grant, 2003; Hill et al., 2000). There is often a significant
difference in the underlying assumptions of central planning and peripheral effectuation and

experiences. Conventional top-down processes of the central apex often follow the prescriptive
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schools of thought (Mintzberg, 1987, 1990a; Mintzberg et al., 1998) with a causal logic
(Sarasvathy, 2001, 2008) and teleological models (Steyaert, 2007). Bottom-up processes follow
an effectual logic (Sarasvathy, 2001, 2008) that is evident in non-teleological process models
(Steyaert, 2007) and the so-called learning school of thought within strategy (Mintzberg et al.,
1998).

Strategic renewal is built on activities of organizational learning, which has an inherent
tension between exploration and exploitation (Burgelman and Doz, 2001; Crossan, Lane and
White, 1999). As Crossan, Lane and White (2009) put it, “Renewal requires that organizations
explore and learn new ways while concurrently exploiting what they have already learned” (p.
522). Similarly, continuous change necessitates that firms find a symbiotic balance in this
dichotomy. Albeit a combination seems possible, the view has typically been that, “Innovation
is associated with taking advantage of unexpected opportunities, exceptions, new relationships,
uncertain outputs, risk and the possibility of failure. Tools designed to eliminate variation and
control routine activities have little role in these settings” (Davila et al., 2009, p. 282). However,
interactive management control systems have been argued as a possible solution to this
paradoxical requirement (Simons, 1990, 1991, 1994, 1995). Therefore, central and peripheral
processes may be complimentary within organizational learning and strategic renewal, as they
together form an organizational response capability that can overcome the tension between
exploitation and exploration.

The necessity of combining central and peripheral processes has long been highlighted,
but often in slightly different ways (Brews and Hunt, 1999; Burgelman and Grove, 1996, 2007,
Grant, 2003; Mintzberg and Waters, 1985). It has often been argued that strategic renewal
derives from complimentary central and peripheral processes. For example, Mintzberg and
Waters (1985) have explicated how real-world strategies lie on a continuum between deliberate
and emergent — and that a mutual interplay between the two is the most common. Similarly,
Burgelman and Grove (2007) propose that corporate longevity depends on both autonomous and
induced strategy processes to different forms of strategic dynamics, and that the role of
leadership is to balance these induced and autonomous processes. Burgelman and Grove’s
(1996) premise is that in extremely dynamic industries, “alignment between a firm’s strategic
intent and strategic action is not likely to last”, and therefore, “new strategic intent must be

based on top management’s capacity to take advantage of the conflicting information generated
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by strategic dissonance” (p.8-9). However, Grant (2003) sees planned emergence as a process in
which strategic planning systems provide a mechanism for coordinating decentralized strategy
formulation within a structure of demanding performance targets and clear corporate guidelines.
Finally, Burgelman and Doz (2001) argue that long-term success in maximizing profitable
growth requires developing new strategy-making capabilities, i.e., complex strategic integration,
which makes leaders able to identify the maximum-strategic-opportunity set. This refers to those
opportunities that can let companies fully exploit both their capabilities and their potential to
pursue new strategies (Burgelman and Doz, 2001).

In conjunction with each other, these literary streams provide coherent support for the
benefits of integrative strategy-making that can foster interactive learning, which has the
potential to fuel double-loop learning in the organization (Argyris, 1976). Yet, integrative
strategy-making necessitates appropriate information aggregation mechanisms and continuous
interactive communication to succeed. Therefore, it is necessary to review the concept of the
wisdom of crowds, and briefly, exemplify some common methods of information aggregation.
Collective Predictions from The Periphery

Whereas it should be clear that a collaborative relationship between central decision-
making and peripheral predictions can be desirable, such an interaction requires appropriate
mechanisms to aggregate dispersed knowledge. As Surowiecki (2004) states, “a decentralized
system can only produce genuinely intelligent results if there is a means of aggregating the
information of everyone in the system. Without such a means, there’s no reason to think that
decentralization will produce a smart result” (Surowiecki, 2004, p. 74). Hence, there is reason to
argue that decentralization needs a certain amount of centralization to work effectively
(Brabham, 2013), and that appropriate aggregation mechanisms are needed when pursuing this
effort. Approaches such as crowdsourcing (Brabham, 2013; Howe, 2008), prediction markets
(Luckner et al., 2012; Page, 2007b), preference markets (Soukhoroukova et al., 2007), and
employee-sensing (Hallin et al., 2012) all build on the wisdom of crowds, and are all
mechanisms to aggregate dispersed insights from the periphery.

The wisdom of crowds here denotes the surprisingly accurate estimates that crowds can
provide (Pedersen, 2014). As Surowiecki (2004) states, “under the right circumstances, groups
are remarkably intelligent, and are often smarter than the smartest people in them” (Surowiecki,

2004, p. xiii). The underlying logic of the wisdom of crowds posits that the average of a diverse
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and knowledgeable crowd of independent individuals will be relatively accurate. The hypothesis
is derived from mathematical principles which indicate that the crowd’s prediction comprises
signal-plus-noise, and subsequent averaging across predictions will both cancel out the noise
while extracting the signal (Hong and Page, 2011; Page, 2007a; Pedersen, 2014; Suroweicki,
2004). Hence, “Collective wisdom, as we shall define it here, exists when the crowd
outperforms the individuals that comprise it at a predictive task” (Hong and Page, 2011, p. 2).
The wisdom of crowds is fueled by (i) diverse perspectives (ii) diverse interpretations (iii)
diverse heuristics and (iv)diverse predictive models (Page, 2007a). Hence, wise crowds entail
both expertise and diversity (Larrick et al., 2012).

Page (2007b) has shown that diversity trumps ability, as the best problem solvers likely
have similar perspectives and heuristics, and therefore tend to get stuck in the same places.
Hence, “when solving problems, diversity may matter as much, or even more than, individual
ability” (Page, 2007a, p. 173). Within predictions, however, Page (2007b) has presented the
diversity prediction theorem stating that diversity is equally important to ability. Consequently,
this constitutes an argument for why central management should engage peripheral crowds of
diverse perspectives. The underlying rationale of collective intelligence, or the wisdom of
crowds, traces back to the seminal work of von Hayek (1945), Fama (1970) and Katona (1959,
1961). However, crowds may also lead to herding which may result in bad decisions (Hong and
Page, 2011; Ottaviani and Serensen, 2007). Consequently, it is posited that diversity and
independence are essential when tapping into the wisdom of crowds (Hong and Page, 2011), as
the best decisions and estimates are not built on consensus and compromise. Therefore, “the best
way for a group to be smart is for each person in it to think and act as independently as possible”
(Surowiecki, 2004, p. xx). This likewise indicates the difference that difference itself can make
within a crowd, which underscores the value of diversity.

Markets have long been praised for aggregating information that is otherwise dispersed
across agents in the economy (Hayek, 1945). More recently, interest in prediction markets as a
forecasting method has seen a rise, popularized by the notion of the wisdom of crowds (Hong
and Page, 2011; Luckner et al., 2012; Surowiecki, 2004). Prediction markets are, “incentive-
based mechanisms designed to pool information about future events” (Ottaviani and Sgrensen,
2007, p. 554), and have been utilized by e.g., Hewlett-Packard, Yahoo! and Google. The

theoretical foundation predominantly stems from von Hayek (1945), who considers the price
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mechanism the most efficient instrument for aggregating asymmetrically dispersed information
possessed by various market participants. The literary stream on prediction markets also rests on
a foundation that stems from Eugene Fama’s efficient market hypothesis (Luckner et al., 2012).
The efficient market hypothesis states that, “prices at any time ‘fully reflect’ all available

information” (Fama, 1970, p. 383).

Albeit prediction markets, preference markets, crowdsourcing techniques, and surveys are
all different mechanisms, they essentially share a common purpose: To utilize the potential of
collective wisdom and leverage the wisdom of crowds, by aggregating dispersed information to
gain a better understanding of future and present conditions of strategic importance. Hence,
there are many tools for carrying out the same rationale in practice. However, the aggregation of
diverse lines of sight is essential: As Page (2007b) argues, diversity in predictive models reduces
collective error, and this logic of diversity provides a foundation on which to construct practices
to leverage differences to improve corporate performance. This similarly promotes the
aggregation of sensed issues from the periphery, as diverse lines of sight should accurately

predict issues, performance impact, and probable solutions.
A MODEL FOR USING DISTRIBUTED INTELLIGENCE IN SIM

Synthesizing the main arguments from the preceding review can deduce the contours of
the suggested approach. Figure 3 is a conceptual model that explicates the main propositions of
the suggested approach. The conceptualized model represents an approach to SIM that centers
around peripheral predictions of strategic issues and minor initiating events. Hence, it represents
an approach that may stimulate processes of double-loop learning in organizations (Argyris,
1976).

The main claim of the depicted process is as follows: By incorporating collective
predictions from key stakeholders who operate around the organizational periphery into the
process of strategic issue diagnosis (Ansoff, 1975, 1980; Dutton et al., 1983; Dutton and
Duncan, 1987; Rerup, 2009), the proposed model could foster effective SIM under volatile
conditions of uncertainty. However, certain conditions must be met in order to obtain effective
SIM, such as the preconditions for collective wisdom and the presence of various dimensions

entailed in the notion of a receptive central apex.
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--- Insert Figure 3 about here ---

Turning the Peripheral Crowd into Issue Finders

Aggregated judgmental forecasts by the peripheral crowd are utilized to find emerging
issues that are in need of the attention of central management. As frontline employees (Hallin et
al., 2012), lead users (von Hippel, 1988, 1999, 2005) and overshot customers (Christensen et al.,
2004) have been characterized as being at the forefront of novel developments, it would be
logical to rely on their aggregated judgmental forecasts of internal and external changes, i.e.,
using distributed intelligence to predict emerging issues of tiny initiating events in operational
conditions that may scale up to impact the strategic performance of the firm (Andriani and
McKelvey, 2009; Holland, 2002; Stacey, 1995). Given that people often ‘do not see what they
aren’t looking for’ (Andriani and McKelvey, 2009), it would be logical to pay attention to the
collective forecasts of operational conditions, as this captures diverse lines of sight (Page, 2007).
This could inform management of impending events and provide weak signals of emerging
strategic issues (Ansoff, 1975, 1980; Rerup, 2009; Stacey, 1995). The conceptualized approach
could likewise speed up the emergence of the networked intellectual capabilities of human

agents from the periphery of the firm.

The explanatory logic for the ability of key stakeholders from around the organizational
periphery to identify emerging issues is twofold: Frontline employees and customers are in a
position to be the first to sense emerging issues, as they are the most exposed to changes. As it
has been described in the present paper, experiential learning is grounded in short learning loops
that can create more updated insights than the long learning loops of the central apex. This
provides part of the explanation for utilizing the aggregated sensing from key stakeholders
engaged in the firm’s daily operations. The other part of the explanation is rooted in the
remarkably accurate predictions that crowds can provide (Surowiecki, 2004), if they are
comprised by individual predictions living up to certain requirements (Page, 2007a). Here, the
essential requirements are ability, diversity and independent predictions, in order to avoid
information cascading and herd behavior (Larrick et al., 2012; Page, 2007a; Surowiecki, 2004).
Inspired by models of group consciousness (Gloor and Colladon, 2015), these boundary

conditions can be depicted in a three-dimensional framework (figure 4). Although it could be
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argued that independence and diversity are related, the model depicts them as two different
dimensions, as independence is a necessary, but insufficient, source of diversity — and diversity

in itself is no guarantee for independent predictions among the respondents.

--- Insert Figure 4 about here ---

Proposition 1.1: Frontline employees can collectively sense emerging strategic issues.

Proposition 1.2: Customers can collectively sense emerging strategic issues.

Proposition 1.3: Frontline employees and customers can predict developments accurately only;

if they have sufficient ability, their predictions are provided independently of each other, and if

they have diversity in their cognitive models.
Turning Central Management into Issue Resolvers

It is of paramount importance to pay attention to the pivotal role of central management in
the model: The conceptualized model entails the notion that central management will need to act
on the issues identified by peripheral crowds. Hence, issue identification is restricted to the
collective predictions of key stakeholders, whereas central management must engage in
interactive discussions (Simons, 1990, 1991, 1994, 1995) with the purpose of gaining deeper
and more updated insights for interpreting the issues and potential responses. The interactive
discussions around identified issues can provide a basis for interactive learning that may result
in various response alternatives. As it has been noted by Dutton and Duncan (1987), the creation
of momentum for change through the process of strategic issue diagnosis depends on the effect
of the organization’s belief structure and its resources on the interpretive assessments in the
process. Hence, this explains why firms may respond differently to the same strategic issues,
and why an open central management plays a pivotal role by engaging in interactive discussions
with actors from around the organization. Without this openness, and ability of self-critical

reflection, the potential for double-loop learning will be eroded (Argyris, 1976).

Moreover, the work of Dutton and Duncan (1987) similarly emphasizes the importance of
the managerial interpretation of issues and the subsequent prioritization of responses to

emerging issues. The model’s emphasis on an active role of top management echoes Lovas and
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Ghoshal’s (2000) incorporation of a more realistic role of top management in shaping the
direction and outcomes of evolutionary processes within firms. Hence, “The responsibility for
managing the system is assumed by a senior management group which has the resources and the
authority to initiate prompt action without unnecessary delays” (Ansoff, 1980, p. 134). This
means that management plays a pivotal role in orchestrating the appropriate responses toward

rapidly evolving issues (Ansoff, 1980).

Because management would need to adjust how they typically perceive themselves, the
transition from issue identifiers to issue responders logically influences their dominant logic.
Dominant logic is defined as, “a mind set or a world view or conceptualization of the business
and the administrative tools to accomplish goals and make decisions in that business. It is stored
as a shared cognitive map (or set of schemas) among the dominant coalition” (Prahalad and
Bettis, 1986, p. 491). The sources of dominant logic stem from reinforcement of a world view
by market success (operant conditioning), complex problem solving abilities such as cognitive
simplifications (paradigms and pattern recognition) and cognitive bias (Prahalad and Bettis,
1986). It is furthermore essential to note that, “Critical signals on the validity of current
practices more often than not are experienced as a profound critique of those authorities who
have developed and advocated the method of doing business and gaining competitive advantage
in question” (Schreyogg and Kliesch-Eberl, 2007, p. 929-930). Hence, top management may
feel humbled and threatened by critical surveillance activities, and consequently, “Members of
the power structure therefore often launch indirect threats and intimidating messages to keep the
stream of critical signals under control” (Schreyogg and Kliesch-Eberl, 2007, p. 930). This is
remedied by a self-critical top management, who has an open and inquisitive mindset that allows
questioning the status quo. In this manner, criticism and strategic dissonance can be utilized
constructively by top management (Burgelman and Grove, 1996, 2007) to foster higher-levels of

learning (Argyris, 1976).

Proposition 2.1: The top management team must have an open, inquisitive and self-critical

mindset to allow updating of erroneous initial beliefs in view of dissonant counterfactual signals

sensed collectively by the periphery.

Proposition 2.2: The organization must have supportive organizational processes to be able to

react to collectively sensed issues from the periphery.
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Proposition 3: The interaction of accurate peripheral predictions and appropriate conditions of

central responsiveness will result in effective strategic issue management.
CONCLUSION

In this paper, the notion of utilizing the collective predictions of key stakeholders who
operate around the organizational periphery in SIM has been introduced. The notion provides
the contours for an approach to SIM that emphasizes responsiveness to conditions of
uncertainty. It has been proposed that key stakeholders operating around the organizational
periphery can collectively predict internal and external issues, and that central management
could continuously aggregate, diagnose and act upon their insights through interactive
discussions and subsequent learning. The paper has introduced a conceptual model for using
distributed intelligence in SIM. The model builds on SIM, collective predictions and interactive
management control systems within a context of Knightian uncertainty: The model proposes an
active role of top management in interactively learning about and resolving the sensed issues. In
conjunction, this could constitute an organizational response capability in line with integrative
strategy. Consequently, central decision makers can allow themselves to navigate their
attentional priorities according to the collective predictions of dispersed actors. However, it is
essential that the process of mutual central and peripheral engagement would need to be a
continuous interaction, as the early signals of emerging issues evolve on an ongoing basis, and

the state of urgency of the issues may change.
Theoretical Contributions and Implications

The conceptualized approach, which has been derived in the present paper, contributes to

the literature in SIM in several ways.

As noted at the outset of the paper, using collective wisdom from the organizational
periphery in SIM is not yet well-developed (Ansoff, 1980; Dutton and Duncan, 1987; Hallin and
Andersen., 2014). Hence, the first contribution consists of introducing a conceptual model that
provides a vantage point into the cross-fertilization of the literary streams in crowd wisdom and
SIM. Second, the paper contributes by arguing that using aggregated judgmental forecasts in
SIM processes may stimulate double-loop learning within the organization (Argyris, 1976).

Moreover, it is argued that this interactive learning potentially has superadditive effects, as
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peripheral learning combined with central learning may simultaneously foster interactive
learning. Thirdly, the study deals with crowd wisdom within a context entailing organizational
processes and managerial mindsets. This differs from most studies researching crowd wisdom,
as it seeks to balance aspects of collective wisdom and managerial decision making. Finally, the
paper contends that the proposed approach reconciles central and peripheral processes, along
with intended and emergent processes, as the use of crowd wisdom in SIM utilizes a central and
intended process for making use of emergent peripheral insights. This contributes to the
reconciliation of the classical debate between the planning and learning approaches to strategy.

Limitations and Research Agenda

While the conceptualized management approach makes several theoretical contributions, it
Is evident that future research directions would need to explore the verisimilitude of the
conceptualized process model in empirical studies entailing both qualitative and quantitative
approaches. This not only meets the need to empirically validate the developed frameworks and
general argument, it can also provide rigorous investigations of the concepts entailed within the
proposed SIM approach. Here, it would be relevant to investigate the validity of the approach in
different industry contexts. The notion also needs further conceptual development: Future
studies may look into the qualitative differences in the knowledge of the organizational actors
placed at the central apex and the organizational periphery. This likewise calls for a focus on the
micro-foundations of the processes (as made clear and initially explicated in e.g., Pedersen
(2014)).
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CHAPTER 3

DEDUCTIVE STRATEGIC EMERGENCE IN A HOSTILE INDUSTRY CONTEXT:

BREAKING FORMAL RULES*

CARSTEN PEDERSEN

TORBEN JUUL ANDERSEN

Abstract

This study of a market-leader in a turbulent and hostile telecommunications industry uncovers a
model of strategic emergence within a deductive strategy-making process. It shows how a
highly competitive industry conditions a setting of reduced organizational slack that inhibits
inductive autonomous initiatives and urges central deductive actions. The dynamic competitive
pressures combined with a strong corporate heritage cause strategic initiatives to primarily
emerge as deliberate actions induced by the strategic apex around top management. These
centrally driven processes create an information gap between the ongoing experiences gained by
frontline employees operating in the periphery of the organization and the perceptions of key
decision-makers at the corporate center. This organizational setting fosters managerial maverick
behavior with disregard for formal rules to turn autonomous initiatives into viable strategic

ventures.

Keywords: Competitive dynamic, Emergent strategy, Intended strategy, Organizational

adaptation, Strategic response capabilities, Uncertainty

4 Eatlier versions of this paper have been presented at Strategic Management Society Conferences in Sydney and St
Gallen.
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INTRODUCTION

It is generally recognized that strategy-making is comprised by a mix of intended strategies from
deliberate actions induced by top management at the corporate center and emergent strategies
deriving from autonomous initiatives taken by managers dispersed throughout the organization
(e.g., Bower, 1970; Burgelman and Grove, 1996; Mintzberg, 1978; Mintzberg and Waters,
1985). The underlying complex organizational decision processes are typically identified and
analyzed in qualitative studies (e.g., Bower and Gilbert, 2005; Burgelman, 1983; Bourgeois and
Eisenhardt, 1988; Eisenhardt, 1989a; Regnér 2003) and extended in case-based studies of
concrete strategy-making practices (e.g., Johnson, 1988; Melin, 1985; Whittington, 2007). Such
studies are fertile grounds for examining the micro-foundations of strategy dynamics and
forming a deeper understanding of effective strategic responses in different competitive and
organizational contexts (Andersen and Bettis, 2015; Regnér, 2008).

There is an implicit assumption in the antecedent strategy process literature that the organization
somehow is able to balance centrally induced and dispersed autonomous initiatives as precursors
to realize intended and emergent strategic outcomes and practiced strategy-making. However,
our knowledge about how these dynamic processes interact effectively over time remains
limited. A recent study made interesting inroads to analyze the intricate dynamic between
autonomous initiatives and emergent strategy formation (Mirabeau and Maguire, 2014). In a
longitudinal study of a multinational telecommunications firm, Mirabeau and Maguire (2014)
identified 17 induced and 7 autonomous projects defined as “dissonant” strategic initiatives® and
analyzed how they evolved into emergent strategy. This demonstrates that autonomous
initiatives can have a significant impact on emergent strategy outcomes consistent with other
studies on the induced and autonomous strategy dynamic (e.g., Burgelman, 1991, Mintzberg and
Waters, 1985). This creates relevant insights about how strategy can take form and emerge
through the impact of autonomous projects arising from organizational agents with dissonant
views on the formal and intended strategy. Here we extend this perspective by explicitly
considering the interplay between the centrally induced initiatives and the autonomous projects
(e.g., Burgelman and Grove, 2007) while capturing specific insights from a national player in a
competitive industry context. Hence, we analyze strategy formation in a leading European

telecommunications company operating in a highly dynamic and hostile industry with the aim of

5 Autonomous projects were determined by whether they were considered to be dissonant with the prevailing strategy
concept at the time of their initiation whereas induced projects were consonant with the prevailing strategy.
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gaining a more nuanced understanding of how intended and emergent strategies are realized in
this context. In doing so, we honor the call for “contextualised explanation” in qualitative
studies as a way to develop new relevant theoretical insights when “contingent conditions ... in
combination with a causal mechanism, produce an outcome” (Welch, Piekkari, Plakoyiannaki
and Paavilainen-Mantymaki, 2011: 741).

In this research we adopt a qualitative descriptive approach to uncover how the company
conducted its strategy-making processes to better understand how they operate in their industrial
environment. We use the extant strategy process literature as foundational inspiration in the
qualitative inquiry about strategy formation where we see strategy as formed by a stream of
resource committing decisions taken by managers at different hierarchical levels and functional
areas of the organization over time (Bower and Gilbert, 2005, 2007; Burgelman and Grove,
1996, 2007; Mintzberg, 1978, 1990). The analysis uncovers how strategy is realized from
emergent initiatives linked to a formal intended strategy-making process and thereby creates
new insights about the contextual framing of the interplay between strategic intent and
emergence (Mintzberg and Waters, 1985). We relate this to the concepts of induced and
autonomous strategic initiatives (Burgelman and Grove, 1996, 2007), deductive and inductive
strategy-making (Nonaka, 1988; Regner, 2003), and dynamic interaction between central
strategic planning and decentralized responses (Andersen, 2004, 2013). We gather information
from a longitudinal qualitative study of the strategy formation process in a large national
telecommunications company over the past decade. One of the researchers was employed with
the company in a dedicated research position during the full period of the study thereby gaining
intimate knowledge about organizational practices with access to informants among executives,
managers, and frontline employees for personal interviews and primary data collection.

This empirical qualitative study adds new understanding to the complex strategy-making
process comprised by intended and emergent strategy-making elements as they happen(ed) in a
particular competitive industry context and organizational setting. The study contributes to the
strategy field in several ways. First, the study adds nuance to current strategy process studies by
considering the strategy formation of a market-leading company operating in a highly
competitive European industry. Second, the study uncovers the interaction between intended and
emergent processes realizing that both are significant where the interplay between the two may

give important clues to effective strategy-making practices. Thirdly, the study considers two

87



alternative views on emergent strategic adaptation including one instigated by top management
(Quinn, 1979, 1980) and one deriving from spontaneous actions taken by dispersed managers
(Mintzberg, 1978, 1994). Fourthly, we contend that challenging organizational settings may
foster maverick behavior among certain employees. Finally, the study accepts that
organizational processes including complex strategy-making are influenced by corporate
memory, embedded practices, and the competitive conditions of the industry. In other words, we
show that context matters and that complex interactions between strategic intent and improvised
responses play a vital role in the way strategy is realized by organizations operating in turbulent
environments.

STRATEGY FORMATION

Mintzberg (1979) identified two rather distinct and seemingly opposing ways in which strategy
can take form in organizations. The first was referred to as the planning mode where strategy is
developed in an orderly, integrated and purposeful manner as a conscious choice, or intent. The
other was referred to as the adaptive mode where strategy emerges, or comes about as things
happen and managers meddle through and bargain about ways to act under the given conditions.
This nuance in perspectives carried the insight that realized strategies must derive from both
intended and emergent strategies (Mintzberg, 1978; Mintzberg and Waters, 1985) and that
strategy will appear in ex post analysis as patterns in decisions, or actions taken over time.

The planning mode reflects the conventional strategic management view of a formal analytical
process to determine a proper strategy that subsequently is implemented by the organization
(e.g., Ansoff, 1988; Mintzberg, 1990). The adaptive mode reflects an informal social learning
process where organizational actions are adapted on an ongoing basis in response to changing
conditions in the surrounding environment (e.g., Burgelman, 1988; Mintzberg, 1990). Hence,
strategy formation seems to “walk on two feet ... one deliberate, the other emergent” where
“managing requires a light deft touch to direct in order to realize intensions while at the same
time responding to an unfolding pattern of action” (Mintzberg and Waters, 1985: 271). A better
understanding of how the two feet walk together and how the two strategy-making modes
interact may help explain how the complex strategy formation process unfolds. There is a
general understanding that responsive entrepreneurial behaviors are essential to deal with
changing conditions and renew the strategy (e.g., Aggerwal and Helfat, 2009; Covin and Miles,

1999; Wolcott and Lippitz, 2007) while rationality and structure are important to attain
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economic efficiency (e.g., Baum and Wally, 2003; Brews and Hunt, 1999; Goll and Rasheed,
1997)8. That is, the ability to engage in effective adaptive strategies relies on entrepreneurial
responses as well as integrative structures that coordinate the execution of strategic activities
(Andersen and Nielsen, 2009). This leads to a conceptualization of strategy formation as iterated
decisions that allocate resources towards concrete actions over time by decision-makers in
different parts of the organization (e.g., Bower, 1986; Bower and Gilbert, 2005; Burgelman,
1983; Mintzberg, 1994; Noda and Bower, 1996).

Intended and emergent strategy

The formation of intended strategy is typically described as a longitudinal sequential process of
analytics-based planning with subsequent execution and monitoring of outcomes in a strategic
control process (e.g., Ansoff, 1988; Anthony, 1965; Richards, 1986; Schendel and Hofer, 1979).
This strategic management process creates strategic purpose and direction with related long- and
medium-term goals and a suggested way to accomplish the intended outcomes. The adaptive
learning approach is an evolutionary process where top management sets a general vision while
strategic initiatives are dispersed to lower-level managers in the organization as they respond to
opportunistic environmental developments (Bower and Gilbert, 2005; Bower and Doz, 1979;
Burgelman, 1983, 1996). If the dispersed initiatives are successful, they can eventually be
incorporated as part of the formal corporate strategy. This is also expressed as ‘guided
evolution” (Lovas and Ghoshal, 2000) where decentralized initiatives in principle are pursued in
accordance with the strategic vision of top management.

However, the autonomous opportunistic initiatives taken by lower-level managers must typically
be championed by middle managers to gain the attention of top management and consider the
viability of the new business activities within the existing corporate strategy (Burgelman, 1983,
1996). In other words, there is an adjacent social negotiation process interpreting and
categorizing strategic issues in view of environmental conditions (Dutton and Duncan, 1987;
Dutton and Jackson, 1987; Dutton and Ottensmeyer, 1987). Strategic issues can be dealt with
through reflective/active and unreflective/automatic managerial decision-making processes
where prevailing organizational features arguably make the latter approach the more dominant
form (Dutton, 1993). Hence, the underlying process of selling strategic issues explains how

organizational actors frame the issues and use different moves to get attention and support for

¢ For the sake of terminological clarity we note that Regnér (2005) asctibes the latter approach to an adaptive logic and
the former to a creative logic.
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desired actions (Dutton, Ashford, O’Neill and Lawrence, 2001). Dutton et al. (2001) identify
three distinct ‘selling’ practices: (1) link issues to goals, (2) involve social contacts, and (3)
move to affect managerial attention and influence decisions.

Fundamental changes in the competitive context come about every so often and constitute times
where executives must make strategic decisions to adapt the current business (Mintzberg, 1987).
So, as executives ‘craft’ the strategy they must develop a sense for when and how the
organization should respond to the changing conditions. That is, emergent strategic initiatives
can also be instigated by top management as implied by Quinn’s (1979, 1980) concept of
“logical incrementalism”. Empirical studies of strategy formation in real organizations seem to
reveal that major strategic changes often happen in periodic bursts displaying long-term strategy
trajectories of “punctuated equilibria” (Mintzberg and Waters, 1982; Mintzberg and McHugh,
1985). This phenomenon is also apparent in the case of Intel’s change process to become a
micro-chip producer in the early 1980s as the evolving competitive reality presented the
company with a “strategic inflection point” of fundamental structural change in the industry
where it had to renew its strategy (Burgelman and Grove, 1996; Grove, 1996). Longitudinal
empirical studies of the same company show a stronger imposition of induced strategies from
top management in periods after the strategic focus changed to create alignment and economic
efficiencies (Burgelman and Grove, 2007).

The four approaches to strategy formation identified from the literature are illustrated in Figure
1. Two elements are the top-down driven process of strategic planning and monitoring and
strategic adaptation imposed periodically by the incremental logic of top management. Other
two elements are the bottom-up driven autonomous entrepreneurial initiatives among lower-
level managers and the ‘selling’ of emergent ‘strategic issues’ championed by middle-managers
as opportunistic solutions. This framework provides some nuance to the basic intended and
emergent strategy processes identified by Mintzberg (1978) where strategy-making seemingly
“walks on two feet” (Mintzberg and Waters, 1985) thus implying different top-down and
bottom-up processes that interact along the way. Although the various theoretical concepts have
distinct underlying assumptions, it is argued that this diversity in perspectives is representative

of strategy-making at multiple levels in real-life organizations.

---- Insert Figure 1 here ----
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Interactive strategy-making

The planning of strategic intent and the emergence of autonomous initiatives are often
considered as distinct sub-processes where strategic intent influenced by top management vision
“is exogenous to the evolutionary and ecological process” (Lovas and Ghoshal, 2000: p. 886).
So the evolutionary emergent models where initiatives derive from the actions of low-level
managers (Mintzberg, 1994; Burgelman, 1996) do not really consider a dynamic between
central planning for intent and dispersed strategic initiatives. While Regnér (2003) identifies
fundamentally different strategy activities at the center and the periphery of organizations the
interaction between the two remains fairly unexplored. Hence, the possibility for interactive
processes between strategic intent at the center and responsive initiatives in the periphery are not
considered, which is a potential shortcoming of the evolutionary strategy view (Lovas and
Ghoshal, 2000). Top management is rather passive in evolutionary theory and not actively
involved in the execution of strategic actions.

The dynamic capabilities perspective reflects high-level routines that provide the organization
with an ability to adapt its strategy to ongoing changes in the environmental context (e.g., Helfat
et al., 2009). The strategy-as-practice perspective sees this process as the result of concrete
organizational activities where the view is, that ”strategy is something that people do” (Johnson
et al., 2007). In other words, strategy derives from social practices around day-to-day activities
performed by individuals located in different parts of the organization that can be observed and
analyzed. Hence, the way organizational members interact as they shape a strategy is an
essential part of the strategy-as-practice approach that can extend the analytical perspective to
consider the influences of broader social, cultural, and cognitive contexts (Jarzabkowski, 2005;
Regnér, 2008).

The cyclical planning process with analytical formulation, execution, monitoring, and updating
through strategic controls implies a strategic learning loop where top management reconsiders
the intended strategy in view of realized outcomes. Mintzberg’s (1994) depiction of strategic
emergence promotes dispersed initiatives that develop new opportunities often without the
awareness of top management. The initiatives taken by low-level managers create experiential
insights about evolving market conditions that normally would be invisible to top management.
These insights can be seen as a source of updated strategic information that can be collected and

considered in strategic action plans. So, the environmental insights of dispersed managers can
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update the knowledge of top management and challenge their preconceived perceptions
(Mintzberg, 2009). Hence, the strategic thinking at the core of the central planning process can
be informed by insights gained from decentralized initiatives (e.g., Andersen, 2004; Andersen
and Nielsen, 2009). The implied interaction between autonomous strategic initiatives and a
strategic planning process can support decisions and update strategic action plans. While there is
a need for autonomous initiatives to find alternative strategic options, there seems to be an equal
need for induced strategy that can guide initiatives in a dynamic environment and coordinate
organizational activities (Burgelman and Grove, 1996, 2007).
METHODS
To gain further insight on the circumstances around the interacting strategy-making processes
we engaged in a longitudinal qualitative study on a market-leading incumbent operating in a
highly competitive and dynamic industry.
Single-case study and research site
We conducted an exploratory single-case study of the strategy-making processes at a
telecommunications provider in Europe’. The study was conducted from 2013 to 2015. The
choice of research site predominantly rested on three main considerations. First, the dynamic
unpredictable nature of the telecommunications industry made it a fertile ground to understand
emergence and evolving strategy processes. Second, the size of the company made it interesting
in view of the interplay between central planning and peripheral learning. It was possible to
observe intricate relationships between, e.g., induced and autonomous initiatives, issue selling,
and resource allocation decisions. Third, the company was characterized by a unique heritage
and operated in an extremely competitive national market, which may provide an alternative
perspective to Mirabeau and Maguire’s (2014) study of how autonomous strategic behavior
turned into emergent strategy in a Canadian telecommunications company. As the case
comprised a unique setting with idiosyncratic characteristics that could still be related to the
findings of e.g. Mirabeau and Maguire (2014), a single case was deemed appropriate for the
purpose of the present study (Dyer and Wilkins, 1991; Flyvbjerg, 2006; Siggelkow, 2007; Yin,
2003).

The purpose of the study was to uncover strategy-making as it happens across different

hierarchical levels in a single organization with multiple business units in a high-velocity

" The company will remain anonymous in the paper.
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national industry. A case study is typically defined as “an empirical inquiry that investigates a
contemporary phenomenon within its real-life context, especially when the boundaries between
phenomenon and context are not clearly evident” (Yin, 2003, p. 13). According to Yin (1981), a
case study can be likened to an experiment where evidence is collected around topics,
propositions and research questions. Unlike an experiment, the empirical inquiry investigates a
phenomenon within its real-life context without manipulation of specific variables and case
studies are ideally suited to observe contemporary events where behaviors cannot be
manipulated. Therefore, the case study methodology is useful for our purposes, as it can provide
rich contextual descriptions of phenomena as the basis for inductive theory development
recognizing relationship patterns between constructs and their logics based on a grounding in
related literatures and research questions to guide the theory building (Eisenhardt, 1989b;
Eisenhardt, 1991; Eisenhardt and Graebner, 2007). The researchers were insignificant onlookers
and participant observers in the organizational context attempting to explain the how and the
why of the complex interacting strategy-making processes.

Even though the study was exploratory in nature, a case study approach requires the
construction of a preliminary theoretical framework to guide the data collection as well as to
specify the unit of analysis. Hence, the present study constructed a broad theoretical framework
to guide our initial understanding and search for insights where subsequent empirical
observations could be compared to the literature for analytical generalizations (Yin, 1981). The
design reflects Yin’s (1981) notion of embedded single-case design, as multiple units of analysis
embedded within the same context was utilized incorporating various business units, levels, and
functions in the study. Here empirical observations were compared to theoretical rationales for a
comprehensive explanation that could revise and update existing literary streams, consistent
with some of the main arguments for using single cases (Flyvbjerg, 2006; Siggelkow, 2007).

At the time the study was conducted, the case company was the leading provider of
communications solutions and Pay-TV in the local market, where the company had market
leadership across all segments. In adjacent geographies, the company was the main challenger.
The corporate history of the company can be traced to 1881. The later history has been
characterized by market deregulation, divestment of peripheral international businesses,
transition from state-owned to being owned by private equity funds and then becoming a

publicly quoted company.

93



Inquiry from the inside and from the outside
We sought to combine both an inside and outside perspective to the study. Inquiry from the
inside is characterized by the immersion of the researcher in the corporate setting to gain
experiential insights and situational knowledge (Evered and Louis, 1981). In contrast, a
detached researcher inquire from the outside and validate the generalizability of nomothetic
knowledge based on concrete measures and underlying logic. Evered and Louis (1981) posit that
the two modes together form a more appropriate inquiry by enhancing reflective choices among
researchers in the face of intricate and ambiguous organizational settings. Hence, we combined
the two modes of inquiry with one of the authors immersed within the organization for a three-
year period and the other author detached from the research setting. This allowed the authors to
combine insights and triangulate the diverse perspectives of the participant observer and the
detached onlooker. As suggested by Evered and Louis (1981), we moved back and forth
between these modes to validate new insights discussing differences in interpretation to obtain a
holistic understanding.
Data collection and analysis
The data was comprised by an amalgam of internal (e.g., semi-structured interviews,
presentations, formal announcements and observations) and external information (e.g., reports,
articles, and archival data). The information consisted of both primary and secondary data
reflecting both quantitative and qualitative aspects, i.e., mixed methods (Axinn and Pearce,
2006) (Table 1). The volume of the data was exemplified by the fact that a compilation of
predominantly secondary data comprised well over 700 physical pages with print on both sides
of the papers — or what would be equivalent to over 1400 single print pages.

---- Insert Table 1 here ----

The data collection and analysis phases entailed various steps. First, we drew on external
and internal data at the organizational level to understand (i) the corporate history (ii) the
evolution of strategies in the company, and (iii) formal strategy processes and their relationships
to budgeting and resource allocation decisions. In the second step we drew on data at the
industry level to understand the competitive situation in the local telecommunications industry.
The insights from these steps were combined and discussed to assess the path dependent
contextual reality of the company’s strategy development. Based on these findings, it was

decided to focus on strategy-making at various hierarchical levels in the period between 2013
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and 2015 where the company was dealing with the demands of an increasingly competitive
market. These initial considerations provided the necessary foundation to move the study to the
next and third step.

Semi-structured interviews

In the third step, we collected qualitative data about the strategy processes both among division
managers and key employees from various semi-structured interviews with relevant people in
the organization. Prior to the data collection, a preliminary theoretical framework was developed
based on the literature. The framework provided an integrative perspective on strategy-making
in organizations, and served as the basis for the interview grid focusing the interviews on
relevant theoretical themes and constructs that could be compared across the respondents to
secure validity and reliability. The interview grid was based on theoretical themes such as
intended vs. emergent strategy (Mintzberg and Waters, 1985), strategic planning (Mintzberg,
1994), induced and autonomous initiatives (Burgelman and Grove, 1996, 2007), resource
allocation processes (Bower and Gilbert, 2007), strategic issue management (Ansoff, 1980),
issue selling (Dutton and Ashford, 1993), and interactive management control systems (Simons,
1990, 1991, 1994). The broad incorporation of theoretical themes resonated with the explorative
purpose of (i) understanding the strategy processes, and (ii) utilizing specific findings surfaced
during the data collection to compare to the relevant theory (Yin, 1981). Albeit theoretical
guidance for the interviews was necessary to determine the unit of analysis (as the paper sees
strategy as ‘strings of resource-committing decisions’), the interviewer was aware of
counterfactual interviewee responses allowing new perspectives that were elusive in the initial
frameworks. Hence, a theoretically guided explorative approach was pursued with the
interviewer cognizant of possibly having research agendas that ‘capture the loose set of concerns
and orientations that are central to the researcher who is conducting social research” (Potter and
Hepburn, 2012, p. 562).

The study conducted and analyzed 13 semi-structured interviews. As the study followed
an embedded single-case design, we pursued interviews with people (i) from different functions
and business units (ii) at different levels of the organizational hierarchy, and (iii) who had
different experiences, responsibilities, roles, stakes, and interests in the strategy processes (Table
2). Here, we sought to benefit from the various stakes and interests that are typically present

when conducting qualitative studies.
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As the organizational setting influences the interview process and findings, various aspects
needed to be considered in the sampling of interviewees. A list of initial respondents was
compiled. However, to pursue a rationale of incorporating emergence into the intended and
planned research processes, subsequent interviewees were identified through snowballing. The
interviewees received the interview grid prior to the interview so they could peruse the
questions. By sending the interview grid in advance, the respondents could form their answers,
recollections and assessments prior to meeting the interviewer to minimize inter-subjective
biases. Most of the interviews were recorded, and interview summaries were subsequently sent
to the interviewees to ensure that the interviewer had understood the respondents correctly. Two
of the interviews did not follow this approach, as it was not possible to record them under the
circumstances in which they took place. These interviews were only used to validate insights
from other respondents. Each of the interviews conducted between September 2014 and May
2015 lasted approximately one hour. The background and purpose of the study was explained to
the interviewees prior to the meetings. Interview summaries were written within 48 hours after
the interviews were concluded.

---- Insert Table 2 here ----

Analysis of the interviews

The textual interview data was manually coded on the basis of categories derived from extant
literature. A few important reoccurring concepts that initially seemed firm-specific were also
coded inductively from the data, and subsequently discussed in view of the relevant theories.
This allowed a certain degree of empirical emergence into the coding scheme, which resonates
with the explorative aim of the project. Research is an emergent process where one cannot know
from the outset what will be found or issues that arise, and one must adopt the insights from
chance events encountered along the way (Wilkinson and Young (2004). The coding scheme
was predominantly a priori deductive themes, yet allowing a posteriori inductive themes to
emerge to foster a dynamic abductive process.

The final phase detected patterns across the interviews, and interviewee responses were
compared to detect subtle differences and similarities. Once patterns were detected, they were
compared to findings from the relevant literary streams. Here, the approach captures a process
characterized by Wilkinson and Young (2004) as “collection and assembly of pieces of a

knowledge jigsaw puzzle; one in which you do not know the shape or nature of the final
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picture.” The challenge is to create a meaningful synthesis of disparate findings gathered from
various interviews.
ANALYSIS
Findings
In this section we first focus on the formal processes of intended strategies that characterize the
forward-looking analytical activities of strategic planning and execution. This is followed by
descriptions of emerging initiatives that either derive from the center or the periphery of the
organization. Then the section probes the ongoing interaction between the center and the
periphery and briefly touches upon the contingent roles of environmental context and
organizational heritage. The indications of intended strategy, emergence and interactive process
themes between center and periphery stem from both initial theoretical and emergent codes
(Table 3). Each interview provides a piece of the intricate strategy-making and resource
allocation processes that play out within the case company.
--- Insert Table 3 her ---

Intended strategy and formal process
Intended strategy and formal processes describe the predominantly analytical and formal
activities that go into formulating, executing and tracking a strategy. It entails various planning
processes that feed into budgeting and resource allocation decisions. These processes tend to be
guided from the central apex of the organization.
Guiding star, strategic boundaries and formal processes
One key notion in the interviews was the importance of having a formal strategy in place that
guided the forward-looking aspirations of the organization, and provided the contours for
organizational actions. Furthermore, the benefits of having formal processes in place to
formulate and execute the strategy were also evident in several interviewee responses. Thus, our
findings echo this classic rationale from the more normative strategy literature, as the
interviewees generally described a similar role of the long-term strategy, and as many expressed
an explicit need for this type of deductive or induced long-term guidance. For instance, the role
of central forward-looking aspirations was often described as necessary for daily sense-making.

"I think that in a large company you need a formal process, as you

cannot be in a perpetual strategy mode. You should obviously be ready

to react if events suddenly emerge. You should also be prepared to
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change direction or adjust your strategy - but it is important that the
strategy always has an overarching guiding star: So when you change
direction, it is still the same guiding star. The roads to the guiding star
may change, but it is sensible to have a formal process annually, where
you look up and figure out what the focus should be the next year"
(Interviewee 1).

Here the interviewee is particularly aware of the aspirational role of a conceptual guiding
star for the organization as well as the importance of top management having laid out so-called
corner flags or strategic boundaries. These strategic boundaries explicate the boundary
conditions of organizational activities, and hence, the limits for where they will focus resources.
Being questioned about the influence of predetermined aspirations on the ability to respond to
dynamic changes in the environment, the interviewee did not necessarily see a chasm between
the two.

"If your guiding star is correct and broad enough, then | also believe that
there is room to maneuver" (Interviewee 1).

In the case company, the long-term formal strategy and the strategic boundaries were
conceived at the top, with subsequent involvement of the local business lines in order to
operationalize the broad vision and strategic conjecture laid out by the top management team.
The processes were highly formalized and explicitly stated the needed actions.

"The strategy starts out top-down with top management discussions of
which trajectory should be pursued. Subsequently, these broad strategic
contours hit the business lines. This is a place where top-down and
bottom-up processes meet, as the business lines formulate their must-
win-battles and state how they are in line with the strategic trajectory”
(Interviewee 12).

Hence, the formal process was conceived at the center with subsequent peripheral
involvement and input. The formal processes and the content thus guided subsequent actions
and created a common strategic platform although sometimes at the expense of being agile and
responsive.

"The strategic processes follow an annual cycle with specific activities in

specific months [...] The advantage of a formalized strategy process is
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that it provides a common platform that enables people to work together
and reach objectives within a specified date. The disadvantage is that
you are locked into a certain structure, so if something unexpected
happens, you will not necessarily be able to respond and adapt”
(Interviewee 11).

Albeit several interviewees generally appreciated central aspirations, few interviewees
similarly acknowledged the negative consequences of the highly formalized processes and
sporadic involvement of middle managers. This highlights the notion that peripheral
involvement may not automatically provide the needed input, as it depends on the manner and
setting in which it is done.

“The process is a double-edged sword: Many people in the organization
are involved sporadically in the process, and therefore, they do not know
exactly what to contribute with, because they do not know exactly how it
will be utilized. The stream of feedback about the use and context of the
input is weak [...] People often take part in a workshop and afterwards
ask themselves: What exactly just happened? Two or three months later
they can see the result on a portal and say to themselves ‘oh, so that is
what happened” (Interviewee 5).

Furthermore, the challenge of maintaining firm responsiveness despite having very formal
processes was also mentioned among several interviewees: “We are kind of locked in to the
current processes that we have” (Interviewee 7). Furthermore, the strategy was not always seen
as leading the way.

"One of the primary challenges is that the long-term strategy is
interpreted in many different ways locally in the organization [...] In my
view, the general strategy is too top-down. Often you just get the
strategy presented to you. There are few people involved in formulating
the strategy - and those people are from the top. | have not been involved
in formulating the formal strategy at the group level in any way"
(Interviewee 10).
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Equity story and shareholder value
One of the themes that emerged inductively from the data centered on the importance of the so-
called ‘equity story’. The notion of equity story explicated the pivotal role of generating
shareholder value for dividend payment as the general strategy content. It was apparent in
several interviews that the equity story influenced the strategy and the related processes to
formulate it defining a basic view for the strategic and operational ambitions and targets.

“Our equity story explicates how much of our free cash flow we will pay

out to our owners [...] Our equity story controls the strategy”

(Interviewee 12).

Hence, the concept of the equity story can be seen as a promise or selling proposition to
the shareholders, and therefore, it controls the subsequent content and execution of the strategy.
It could arguably provide an insight into why formal strategies, and remaining ‘on track’ in
terms of the plan, is so important for many of the actors in the case company. This aspect is also
referred to as an ‘agreement’ between the management team and the owners of the firm.

"If strategies are an agreement between the various managerial levels,
the equity story is an agreement between the firm's management team
and the firm's owners - with the board being the mediating layer"
(Interviewee 2).

Several interviewees explicated how the equity story and shareholder value constituted the
core of the strategy work, as it determined the limits of the strategy content and influencing
daily operations. The company had undergone important changes in its ownership structure from
a government owned enterprise to ownership by private equity funds where the financial
expectations of the owners influenced the actions of corporate decision-makers. Consequently,
the heritage of the firm played a major role in the way the strategic trajectory was formed and
also influenced internal processes as the equity story had an apparent effect on the resource
allocation process.

Central resource allocation

A lack of organizational slack (available excess resources) and the presence of a centralized
resource allocation were mentioned in most of the interviews. The capex process, i.e., the
process to allocate resources for capital expenditures, sought to define the best possible use of

resources to achieve the pre-defined strategic and operational ambitions and targets. Several of
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the interviewees similarly noted that the central process predominantly was a consequence of the
competitive industry context, the equity story and the heritage of the company.

“Often decisions are not made by what makes sense in the market, but

by the resources that are available [...] Resources are a substantial

internal issue [...] I spend too much time fighting for resources

internally compared to thinking about what is the right thing to do in the

market [...] We can talk strategy for 4 hours - and then we can

subsequently use the following months to fight for the necessary

resources to execute the strategy” (Interviewee 10).

Hence, the interviewee could describe vividly how a minimum of slack and the presence
of central resource allocation processes influenced the daily execution of local strategies. This
rationale was similarly echoed by various other interviewees.

“Due to the way that capex is being allocated, you are basically not
being allocated enough in the business units. This means that they will
need to be very tough in prioritizing between essential projects in the
business lines. When you are in that situation, you will not be prone to
put resources aside to fuel the development of new business
opportunities, and therefore, they are typically not that good at finding
growth initiatives adjacent to the core” (Interviewee 11).

The issues of resource allocation and lack of slack were acknowledged at various levels in
the organization: The issues were validated both centrally and at the periphery of the
organization. Hence, it is something the interviewees generally were aware of and
acknowledged.

“Finding resources is a general challenge in this company: Capex
prioritization is an obstacle” (Interviewee 4).

The reasoning behind the resource allocation processes is partly influenced by the
necessity to deliver on the so-called equity story. Yet, several interviewees note that this would
benefit short-term deliverables, but could likewise hinder more sustainable long-term growth. It
similarly means that the periphery could be cut-off from testing new responsive initiatives, and

hence, the company typically relied on top-down driven initiatives.
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“It can be difficult to obtain the needed resources to make various

probes or tests to develop the organization, as we are so determined to

deliver on our equity story [...] The challenge with an organization like

ours is that many of our initiatives require substantial capex investments.

So initiatives originating from within the organization often need to

reach a certain level to obtain the needed funding” (Interviewee 12).
Emergent strategy and autonomous initiatives
Strategic emergence is the antithesis to intended strategy, and it can originate both at the center
and at the periphery of the organization. Even though emergence typically has been explained in
the strategy literature as a phenomenon that emanates from the periphery of the organization
other studies establish emergence, or adaptive strategy, as a process driven by the central apex.
The case company frequently experienced emergence from the top and only rarely envisaged
emergence from the bottom, or the periphery, of the organization in the form of autonomous
initiatives. This could be a consequence of central resource allocation and formal strategic
planning processes imposed by the commitment to deliver on the equity story, due to ownership,
heritage and competitive context.
Emergence from the center
Instances of emergence can be traced in various secondary data of the company, i.e., annual
reports, press releases, articles and internal documents exemplifying instances of responses to
emerging events and strategic issues. These instances were echoed by many of the interviewees,
but the data pointed to the fact that many of these emergent actions were imposed by the central
apex due to the need for substantial investments and strategic importance. Yet, when emergent
actions were determined from the central apex they were often carefully legitimized by stressing
a conceptual linkage to the pre-existing intended strategy.

"Strategy is never fully carved out in stone, as new things come about

which you need to act on and adjust the strategy accordingly. But what |

think is important in relation to the 2015 strategy is that 'integrated

solutions' has always been the guiding star. Along the way, you may

adjust and revise plans because things just happen - but you have always

had a guiding star” (Interviewee 1).
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However, in other cases it is debatable whether an emergent action was in fact congruent
with pre-defined intentions formulated by top management. One example of top management
acting on an emerging opportunity that was not initially planned was the acquisition of a major
company in an adjacent market which to some extent could be perceived as a change of the
prevailing equity story. The acquisition was made because there was a window of opportunity in
which the top management team could decide to act.

“[The acquired company] is an example of us acquiring something
which is within our predefined strategy, because we are in [an adjacent
geography], we have a [similar] footprint, [similar] customers etc., but it
is actually a substantial change in the equity story because it is so
expensive for us to do” (Interviewee 2).

In the instances where emerging issues came to the attention of ‘people’ in the firm, it was
often necessary that a member of the top management team became involved to by-pass formal
processes and procedures and secure a timely response: "You often need the involvement of a
member of the top management team to be able react to emerging issues™ (Interviewee 12). It is
also noted that the concept of emergence does exist within the company, so it is not uncommon
that new initiatives require formal revisions of the intended plans.

"Emergence does actually happen, as we might find out that something

needs to be done to deal with a specific issue. In those cases, we must

revise the existing plans” (Interviewee 11).
Autonomous initiatives and slack
Autonomous initiatives are often described in the literature as emerging from the periphery of
the organization. Albeit local autonomy was prevalent in many of the interviews, many of the
interviewees emphasized the fact that the resource allocation processes were centralized and
formal. Hence, the periphery often felt challenged by the formal requirements in creating
autonomous initiatives as well as there was insufficient slack in terms of money, time and
people available locally to develop them.

“There is an inherent scarcity in the organization in relation to making

things happen: Initiatives could take-off faster, if we were not

experiencing the current level of strict economic constraints”

(Interviewee 5).
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The environmental context does not reveal circumstances of strategy evolving as an
iterated process of lower-level resource committing decisions but is rather reflected as a
centralized resource allocation process. This was explicitly stated by several interviewees.

“As the resource allocation is controlled, autonomous projects are
limited” (Interviewee 10).

Several of the interviewees argued that this could have a limiting influence on the
innovative potential of the company, and made the case for how local resource allocation for
innovative probes could ideally become a success in the firm.

“By making small launches you test if the incremental changes create the
expected value for the users and get an idea of what the demand for the
product is at the same time [...] You can create a pool of money for
areas, which you then ‘free’ from the more formalized resource
allocation and project management processes” (Interviewee 7).

Hence, there was an awareness of the argument that a shortage of organizational slack
could create a challenge for innovative and responsive initiatives inside the organization.
Although this awareness was more pronounced at lower-levels in the organization, the general
logic was also noted among certain key decision makers in the central apex.

The effect of formal processes on emergence
It was apparent in the interviews that the formal processes for strategy, project management,
budgeting, resource allocation and new product development played an important role for the
firm’s ability to respond and adapt to changes in the environment. Particularly among middle
managers there was an explicit concern around this issue. The formal processes were at times
seen as surrealistic.

“It can be a sort of surreal show where there are many formal demands

and requirements, and then everyone who knows something about how

things are run also know that you cannot live up to them, if you actually

want to put something in the market" (Interviewee 3).

Despite the predominant perception that formal processes were a hindrance for bottom-up
emergent responses, few interviewees saw formal processes as an arena that could advance

emergence to the formal analyses and forward-looking intended plans.
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"We have a formalized process that we initiate; then we reach some
findings - and those findings might pull the process in a different
direction: For instance, we might observe that something radical needs
to be done within an area - and then the process will be shaped around
that finding, because that area then becomes a base assumption for the
entire process” (Interviewee 11).

This way of using formal analytical processes to foster emergence has rarely been dealt
with in the strategy literature. However, most of the interviewees stressed that formal processes
were a hindrance to bottom up responses in a dynamic and evolving environment where
emergent events often cannot be predicted. These issues are further highlighted by the particular
environmental context of the local telecommunications market, which is considered extremely
dynamic and hostile.

"In [our] market, you do not know what you will be doing 8 months
ahead of time. It is so extremely dynamic, so many parameters change
and the prices can decrease 50% - we just do not know. So you cannot
run the daily operations in an overly formalistic manner"” (Interviewee
3).

The nature of the local market and the evolutionary dynamic of telecommunications
worldwide were echoed by other interviewees.

“The competitive situation in [our market] has been unsustainable for
some time: Four mobile networks to five million people - they do not
even have that many networks in Germany with 80 million people [...]
The telecommunications industry is in the midst of disruptive change”
(Interviewee 12).

It is broadly acknowledged that the competitive environment is at the crossroads of
disruptive change exposed to changing consumption patterns and converging industries
managed by intricate governance structures with a multiplicity of project management teams
and steering committees. The increasing external complexity, therefore, seemed to foster
internal complexity in formal coordination and resource allocation processes, which hurt the

ability to make timely responses in a changing environmental context.
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Interactive processes between center and periphery
So far, it has been evident from the findings that strategy is effectuated and experienced at
different locations and levels of the organization. The center tends to formulate the general
strategic trajectory, whereas the periphery mainly provides input and executes. Furthermore, it
has been exemplified how the contextual settings may influence how strategy is carried out.
Finally, it has been shown how strategy is made up of both intended and emergent activities that
can originate from the center as well as the periphery. However, in the present company
emergence seemed to predominantly originate from the center. Hence, the following will look
further into the center-periphery interaction.
Interactive processes and a knowledge gap
As evident from the interviews, there is general consensus that the organization had a multitude
of avenues for interactive processes. The interactive processes involve line managers when they
complete action plans in the formal strategic planning processes to fulfill general strategic aims.
They also entail formal processes for ongoing monitoring and coordination, such as, steering
committees, performance reviews, capital allocation processes, strategy updating processes and
workshops. The interactive processes also took informal forms such as ongoing communication,
interactive dialogue and serendipitous encounters. Hence, it is clear that the interviewees agree
that various forms of interactive communication take place in the company. Despite these
interactive processes, it is apparent that several interviewees noted a knowledge gap between the
periphery and the center of the organization. This could illustrate that not all insights are easily
transferred to the central apex despite the ongoing communication activities. Even though the
ongoing involvement could have various benefits, some interviewees also reported negative
aspects of bottom-up involvement.

"The inclusive bottom-up approach often focuses on the present

situation, and it is hard for the people involved not to be a bit

conservative around the formulation of objectives, as they know that

they will need to execute it themselves. So if you ask them 'how high

can you jump?', they will always try to maintain a balance between on

the one hand being perceived as ambitious and on the other hand not

promising something that they cannot keep" (Interviewee 2).
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At the same time, external consultants were used extensively in the company, and one of
the main tasks accomplished by these consultants seemed to be to collect relevant insights from
within the organization to develop, test and asses various hypotheses used as solutions to deal
with specific emergent tasks. Hence, there were peripheral insights that seemed to have value in
these strategic projects but the information was just collected and brought forward by
consultants.

“Best practice within strategy development is that you make a

hypothesis: To support or reject the hypothesis, you list up several

assumptions. So if the hypothesis is X, then y and z must be true. You

then research whether or not these things are true, and if they are not,

then your hypothesis cannot be true either... And then you must

formulate another hypothesis [...] External consultants typically run

around and collect massive amounts of input” (Interviewee 11).

Some of the interviewees echoed the notion that frontline employees were among the first

to sense emerging trends that could have strategic importance for the firm.

"Frontline employees who provide customer support tend to be faster to

sense trends than central managers, as they are often confronted with

questions from customers™ (Interviewee 13).
All the while, there were formal processes in place to track, review and discuss ongoing
developments on operational performance outcomes. However, it seemed as if these updated
insights were not effectively communicated to top management as the following quotes
illustrate.

“I talk a couple of times per month with the local strategy officers from

the business lines about their progression in terms of the execution of

their plans. These insights are then aggregated and communicated to the

top management team each month and to the board every quarter [...]

My role is to translate what is happening out in the business lines to the

top management team [...] There are a lot of operational insights that do

not reach top management” (Interviewee 12).

“Strategy takes place at many levels in the organization [...] There is a

gap between the top-down driven strategy and the frontline employees
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who will execute it. The gap is substantial. This is because there is little
information flowing in the other direction” (Interviewee 10).

The seeming gap in insights can be a logical consequence of communication from many
middle managers where they are required to prioritize and filter the information that moves
upwards through the organizational ranks.

"Each link in the information flows from the bottom to the top has an

advantage and a disadvantage: The advantage is the filtering function.

The disadvantage comes when to filter works too well [...] When ideas

and insights do not move up, it is not because the middle managers are

stupid — it is because they are doing their jobs. Their function is to make

sure their employees are doing their jobs and delivering what they are

expected to do" (Interviewee 2).
Formal and informal issue selling
A result of the environmental reality of the company is that organizational slack is limited and
the resource allocation process is centralized. Issue selling is considered an important activity
among middle managers in the company as a way to get access to needed resources. Both formal
and informal types of issue selling were identified as several interviewees explained when it
would be beneficial to pursue formal processes for issue selling, and when it would be beneficial
to pursue more informal avenues for selling an issue to higher organizational ranks. However,
the specific approaches seemed rather idiosyncratic to specific individuals in the organization.
This suggests that issue selling behavior is very diverse and that specific strategies may be
inherently individual and context specific.

A formal avenue for selling an issue is the business case, which typically denoted a
quantified argument for the proposed response to the issue that takes into account various
assumptions and scenarios. The described business case is generally presented and discussed
with the relevant decision makers based on rational analyses commensurate with the planning
school of strategy formation. In a similar vein, the presentation of the business case for
responding to a certain issue often benefits from being presented as an element of a strategic

narrative that illuminates a greater strategic plan.
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"In a company like [ours], you are always going to be four steps ahead if
you have a business case compared to if you have a gut feeling"
(Interviewee 2).

“This organization tends to follow those who have a plan. So if you are
good at developing your own plans; breaking it down into certain must-
win-battles and explaining the importance of this plan to stakeholders -
then you can create your own direction [...] I have always felt that
people listened to me, if | opposed an idea or viewpoint. It all comes
down to the arguments. You need to have facts and arguments ready -
and then you should challenge” (Interviewee 3).

These quotes reflect the organizational emphasis on rational analytics and plans and
convey the importance of crafting a persuasive business case based on rigorous analyses as well
as the ability to present it as a part of a greater strategic narrative. Consequently, these formal
rituals of analyses, business cases and plans all played important roles in the more formal issue
selling processes.

The informal issue selling approaches entail various dimensions, and were highly
idiosyncratic to the individuals performing the actual issue selling activities. One strategy for
informal issue selling would entail indirect mentioning of an issue around a person in near
proximity of key decision makers who are able to bring the issue forward more effectively and
with more credibility. This indirect form of issue selling leverages networks and social
intelligence.

"It is always a game: A part of it is also to place relevant information in
the Finance department, if there is something that you know has a
certain cost. In that case it can be a good thing to mention it to someone
around the Finance department [...] I can mention a problem around
someone that | know will talk about the issue with a certain person who
can act on it" (Interviewee 6).

As resources for large scale investments are difficult to obtain up front, it is similarly
observed among certain interviewees that large scale projects are funded by persuading key

decision makers to invest in smaller projects that in conjunction pursue a consistent chain of
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strategic activities. This kind of issue selling is predominantly informal, as the process is
characterized by informal talks and lobbying by leveraging relevant internal networks.

“Rome was not built in a day: So we know that we will not get all of the

needed resources up front. But we need a sufficient amount to get an

initial foundation that we can build upon. In that way, other projects will

fund the next steps on the road. My role is then to small-talk with

relevant people about the possibilities of having a modern business

intelligence platform” (Interviewee 5).

It should be noted that formal and informal issue selling processes are typically not
enacted as binary categories. Most issue selling processes comprise aspects of formal as well as
informal processes to get an issue sold to the relevant decision makers. Hence, most middle
managers have to navigate and master both domains to obtain resources and influence the
strategic process in favor of emerging initiatives.

Circumventing formal processes
The formal processes can be seen as obstacles for orchestrating timely firm responses to
evolving market dynamics. Hence, a number of instances exist where determined employees by-
pass formal processes to be able to launch envisioned initiatives. The individuals circumvented
formal processes as they saw them as an obstacle for timely launch of their desired initiatives.

“Everybody knows that if you want results and you have seen an

opportunity in the market that you want to respond to within 3-5 months,

then you must 'cheat' the system” (Interviewee 3).

"I am known as a person who may by-pass formal processes. | would

rather ask for forgiveness than for permission™ (Interviewee 13).

One instance of the circumvention of formal processes in the company was the launch of
‘product a’®, which combined telecommunications with unlimited access to certain digital
entertainment offers (e.g., music, magazines and streaming of tv-series, movies etc.) within one
of the sub-brands of the organization. The combined package of telecommunications and
aggregated content secured a unique position in the marketplace, and was brought about by the
CEO of the sub-brand, who circumvented the formal processes to realize the initiative and

& As the company is anonymous, the names of the described products have been entitled ‘product 2’ and ‘product b’.
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become first-mover in the industry as an aggregator of content. The intricate processes leading
up to this initiative was explained by several interviewees.

“Take the [product a] example: [Interviewee 3] was first hired in

December/January this year. His predecessor had laid out a strategy for

[the sub-brand]. When [Interviewee 3] comes on board he is new, he

wants to make his own imprint and he believes that the way forward is

[product a]. In that case we will not stand in the way just because it does

not follow the predefined strategy. We will rather say: ‘It seems like a

sensible initiative - of course, you should go execute that idea’. In that

specific case [Interviewee 3] in principle changed the entire strategy, and

that is fine" (Interviewee 1).

Interviewee 3 further explained how he perceived and enacted the process from idea to

launch, and what his rationale was for approaching the initiative in this manner.

"I became the CEO of [the sub-brand] in January and thought that [we]

had historically missed the boat on many opportunities. | saw this mega

trend of smartphones and digital services, but no telecommunications

companies had taken the role of being an aggregator... Which I thought

was spot on for a telecommunications provider... So | spent the first

month saying to the organization: 'Hey guys — there is a huge

opportunity here'. I got quite a lot of support around that idea in my

team. So we put it on the plan in February: Let us make a blockbuster

product” (Interviewee 3).

In juxtaposing the formal processes with the strategy for circumventing them, interviewee

3 could explain the underlying rationale for pursuing the observed maverick behavior.

"We developed [product a] in 4 months. If | were to do it following the

official processes, | would have to start by writing a one-pager, which

would subsequently be sent to quotation: We would have spent a lot of

time in reviews and committees, which would have taken the first

month. So | put together a team and said ‘we will do this and it is our

sole focus', despite the fact that I did not have the mandate to do so. Due

to the coherent focus on this task, we managed to get the deals in place
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in only 4 months [...] ... That would NEVER happen following the
formal processes” (Interviewee 3).

The example illustrates maverick behavior, as formal processes were circumvented, and as
this supposedly happened unbeknownst to the top management team. However, this example
was not the first time an individual employee in the organization had developed a creative
concept on his own, which turned out to become popular in the marketplace. Some years earlier
a functional manager developed an online music service, ‘product b’, that was offered as a part
of the mobile telephone package (Andersen, 2013). This autonomous responsive initiative
provided the company with a strategic edge for several years. Yet, several interviewees re-called
how the functional manager had only been able to pitch this idea to the CEO, because external
consultants helped him by-pass the formal processes.

"[Product b] was an idea from a guy within the organization who pitched
the idea at a workshop where external consultants were present, who
subsequently brought the idea to [the CEOQ]" (Interviewee 3).

The story about the creation of product b, which became known as a popular and
innovative service, illuminates how conventional processes may be circumvented to surface
novel ideas from within the organization to top management. It was similarly emphasized by
some of the interviewees noting that the idea most likely would not had survived if conventional
lines of communication had been pursued, as the novelty of the idea looked risky.

"Often the top management team will bring in external consultants who
can say 'l know exactly how this problem can be solved - you need to do
A, B and C and my people can do the analyses. So all your own guys
need to do is to execute'. This is extremely addictive for a top
management team: To get someone who can take insights from within
the organization and bring it directly into the offices of the top
management team without mid-level interferences. That is what external
consultants can do” (Interviewee 2).

This quote also emphasizes the role of external consultants as bringing insights from the
periphery in the organization to the top management team thus circumventing formal processes.
Even though these examples explicate how initiatives have been developed locally and formal

processes circumvented to get them launched, it should be emphasized that the majority of
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emergent initiatives were introduced through formal processing where a member of the top
management team supported the initiative. Hence, emergence has predominantly been driven
from the top, rather than emerging spontaneously from the periphery.

DISCUSSION

This study was motivated by an urge to gain deeper insights into how deliberate and emergent
strategy-making modes interact in different organizational settings and competitive contexts
given the prominence of the two modes in the strategy literature (e.g., Burgelman and Grove,
1996, 2007; Mintzberg, 1978, Mintzberg and Waters, 1985). A number of empirical studies
have uncovered aspects of the strategy process but from quite different theoretical vantage
points (e.g., Bower and Gilbert, 2005; Eisenhardt, 1989a; Jarzabkowski, 2008; Lovas and
Ghoshal, 2000; Mintzberg and Waters, 1982; Mintzberg and McHugh, 1985; Siggelkow, 2001,
2002; Whittington, 2007). In a recent study Mirabeau and Maguire (2014) conducted a
qualitative study showing how autonomous strategic initiatives were the precursors to realized
emergent strategy in a Canadian telecommunications company. Hence, we wanted to extend the
perspective to consider the possible interaction between intended and emergent strategy-making
modes around both induced and autonomous strategic initiatives in an organization operating in
a different but comparable high-velocity industry context. Our findings illustrate that a highly
competitive and hostile context conditions a process of reduced organizational slack in the form
of money, time and human resources that makes it difficult for organizational members to take
and engage in autonomous initiatives. The competitive pressures and a strong corporate heritage
cause strategic initiatives to primarily emerge as deliberate actions induced by the strategic apex
around top management. This creates an information gap between the ongoing experiences
obtained from the operational encounters in the periphery and the perceptions of decision-
makers at the center. This organizational context makes managerial maverick behavior
necessary to drive new autonomous projects by breaking the rules and circumventing the formal
resource allocation processes.

These findings provide an intriguing contrast to the emphasis and importance ascribed to
autonomous initiatives as the drivers of eventual strategic renewal (e.g., Burgelman, 1991,
Burgelman and Grove, 1996). The fact that tight centralized resource allocation and cost cutting
controls reduced organizational slack also demonstrate that local autonomy and dispersed

decision power are insufficient means to drive autonomous initiatives as is often assumed (e.g.,
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Andersen, 2004; Andersen and Nielsen, 2009). This finding is also incongruent with general
assumptions behind the idea that many important resource allocation decisions are carried out at
lower hierarchical levels since this may not be the case unless there is a sufficient level of
organizational slack (Bower, 1982; Bower and Gilbert, 2005). Consequently, the findings in this
study do not completely echo the B-B process model of strategy-making observed in other
telecommunications companies (Mirabeau and Maguire, 2014).

These findings can be explicated with the metaphor used by Mintzberg and Waters (1985)
arguing that strategy-making seems to walk on two feet, one deliberate and the other emergent.
In the present study we introduced and observed more nuanced process elements including two
top-down deliberate intended and adaptive strategy-making modes and two bottom-up emergent
and issue selling modes. Given the particular organizational setting and competitive industry
context of the case company, we do not observe the often implied harmonious walk between the
left (induced) foot and the right (autonomous) foot. In this case, one foot (deliberate
intent/induced emergence) driven from the central apex around top management seems to walk
fast and determined. The other foot (autonomous initiatives/issue selling) deriving from the
organizational periphery does not seem to walk to pace. This loss of cadence, or rhythmic flow,
is partially caused by the hostile competitive context where economic reality seems to condition
a process of reduced organizational slack and tight expense controls with highly formalistic
resource allocation procedures. As a consequence, the two (or four) feet do not walk together in
harmony. To avoid the consequence of the imbalanced pace between induced and autonomous
initiatives, or projects, we observe a managerial maverick behavior that tries to reinstate the
balance by circumventing the rules and just do what they think is right. Incidentally, this
behavior is selectively condoned by top management supposedly in recognition of the situation.
Drawing on the argument from Welch et al. (2011), the case provides contextualized
explanations that add important nuance to other studies including Mirabeau and Maguire (2014)
where the organizational setting and competitive industry context influence how induced and
autonomous projects drive intended and emergent strategy. The study provides empirical
validation of interacting deliberate intended and spontaneous emergent strategy processes as
outlined here. However, the study has limitations in terms of generalizability. Although it is
appropriate to use single cases (Flyvbjerg, 2006; Mirabeau and Maguire, 2014; Yin, 2003)

generalizing from a single case study should be done with caution. Here, we draw upon Yin’s
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(2003) notion of analytical generalization, as the findings are applied to add nuance to existing
theory. The study similarly relies on contextualized explanations (Welch et al., 2011) and
provides theoretical arguments from the case analysis to generalize findings.
A model for strategic emergence
Our study highlights how strategic emergence may unfold in a highly competitive and hostile
industry, by considering two alternative views on emergent strategy: One imposed by top
management (Quinn, 1979, 1980) and one deriving from dispersed managers (Mintzberg, 1978,
1994). The findings echo that logical incrementalism and emergent adaptive initiatives induced
by top management are important in this specific setting and context (Quinn, 1979, 1980).
Hence, the study suggests that the underlying concepts might be useful foundations for further
investigations. As the organizational setting conditions internal processes of reduced
organizational slack and increasing controls over resource utilization, the strategic emergence
generally does not emanate from autonomous initiatives as implied by other empirical strategy
process studies (e.g., Burgelman and Grove, 2007; Mirabeau and Maguire, 2014). Our study
finds that emergent strategy initiatives are either driven by top management or derive from hard
issue selling or brute circumvention of formal procedures adhering to a managerial maverick
behavior. These findings suggest that this is a consequence of the competitive industry context
and a corporate heritage from past ownership structures. Hence, our findings add nuance to the
strategy process studies and uncover how context influences the balance between centrally
induced strategy and dispersed responses and initiatives. All interviewees note frequent
interaction between functional and hierarchical managers and that strategic issue selling indeed
does take place. Yet, a majority of them report a seeming chasm between the environmental
insights held among people operating in the organizational periphery and the knowledge held by
managers around the corporate apex. This pinpoints a need for more effective means of
interacting end exchanging updated environmental information, which somehow dissipates
despite a myriad of coordinating project teams, working groups, and management committees
aimed at exchanging knowledge on corporate activities.

In view of the theoretical perspectives that initially informed this dynamic abductive study
we found that a conventional intended strategy-making process with extensive planning
exercises plays an important role coupled with induced initiatives from top management in line

with an incremental logic (Figure 2). In contrast we find weak influence from autonomous
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initiatives as suggested by the emergent strategy perspective partially because tight controls
leave little resource slack to enable local actions even though frontline employees sense a need
to respond, and partially because the information flows are filtered. The existence of an
information filter from the periphery to the center makes it difficult to sell strategic issues to top
management that otherwise could obtain championing support for autonomous initiatives that
could lead to realized strategy outcomes. Instead we observe maverick behavior among a few
entrepreneurial people that break the formal rules of the organization to push individual ventures
deemed to be in the best interest of the company.
---- Insert Figure 2 here ----

These findings illustrate how induced emergence and reduced means for local reactions to
emerging issues seem to hinder timely responses to issues that are sensed on an ongoing basis
by frontline people engaged in operational activities. These circumstances can explain why there
seems to be a gap in insights between the center and the periphery, despite the fact that all
interviewees recognize the extensive interactive issue selling processes within the company. The
centralized resource allocation processes seem to pose a challenge to the local autonomy, as a
lack of slack resources reduces the ability to engage in autonomous initiatives, which leads to
deviant behavior among some of the interviewees. When this notion is combined with time
consuming formal strategy-making and resource allocation processes, a certain level of
constructive deviance may be needed to orchestrate timely responses. These findings add nuance
to the B-B model, by explicating the boundary conditions for available organizational slack and
the degree of formalization in the resource allocation processes (Bower and Gilbert, 2007). The
findings offer insights that suggest a need for strategy-as-practice research focused on conjoint
strategy processes that facilitate both intended and emergent strategy formation (Mintzberg,
1978; Minzberg & Waters, 1985). This can provide a deeper understanding about how intended
and emergent strategy practices evolve contending that the interaction between the two strategy
modes can have both value creating and value destroying potential. The present study
predominantly conveys the contextually driven challenges of balancing the two strategy-making
modes, but it may be possible to facilitate ongoing interaction between the two modes building
on the principles of organizational learning and interactive control systems (Simons, 1990, 1991,
1994, 1995). Given the importance that interactive strategy-making evidently has in practice,

and the idiosyncratic nature of the concept as a function of both environmental context and
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organizational path dependence, future research could further explore the circumstances under
which the interaction between intended and emergent strategy practices is value creating and
when it is value destroying.

Maverick behavior and constructive deviance

The study provides empirical evidence of the importance of managerial maverick behavior
while discussing the circumstances under which it may arise. Albeit the concept has some
idiosyncratic characteristics, managerial maverick behavior is a conceptual sibling to
constructive deviance (Vadera, Pratt and Mishra, 2013; Warren, 2003), creative deviance
(Mainemelis, 2010), and informal innovation (Hartmann and Hartmann, 2015). Warren (2003)
sees constructive deviance as departure from reference group norms that rather conforms to a
higher normative standard (hyper-norms). This resonates very well with the observed
motivations of deviant behavior reported in our study, where the interviewees typically pertain
to do what is deemed to be right for the company and customers. As argued by Vadera, Pratt and
Mishra (2013), intrinsic motivation, felt obligation and psychological empowerment seem like
the plausible mechanisms that underpin the behaviors we observe, although more research is
needed in different settings to validate this. Managerial maverick behavior, in our findings,
entails the circumvention of formal processes and rules that can halt decisions on the initiatives
or delay time-to-market extensively.

Implications for strategy

The study uncovers the contours of an extended model of interactive strategy-making specifying
different interplays between induced and autonomous strategies in an organization operating in a
highly competitive and hostile environment. This reflects a different balance between deliberate
and emergent strategy-making modes than has been observed within comparable organizations
operating in a similar industry. In the competitive and hostile environmental context intended
and induced initiatives predominate in the strategy-making process and there is less evidence of
resource committing decisions at lower hierarchical levels. Emergent strategies typically arise
more out of maverick behavior rather than from autonomous initiatives as proposed by the
Bower-Burgelman process model of strategy-making. In short, the two feet of strategy-making,
deliberate and emergent, seem to display different cadences under different contextual

conditions cautioning a more nuanced view on the complex interactive strategy-making process.
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Figure 1. Strategy as resource committing decisions taken across the organization over time
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Figure 2. An extended model of strategy formation with interacting intended and emergent
strategy-making modes
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Table 1.  Overview of the diversity of data collected for the study
DATA SOURCE TYPE DESCRIPTION USE IN ANALYSIS
Archival Data
e Annual reports - Internal Predominantly data from | Mainly used to provide
e Press releases - Qualitative and | the period 2013 — 2015. an understanding of the
e Presentation of company quantitative However, several sources | historical developments
* Intranet - Secondary dated further back. In of the company, as well
e  Slides/Documents continuation of this, as its contemporary
accounts of corporate situation and strategic
history explicated events | processes.
as far back as 1875.
e Atrticles - External Predominantly data from | Used to provide a rich
e Databases - Qualitative and | 2013-2015. However, understanding of the
* Reports _ quantitative certain data sources dated | context of the company.
e Research projects - Secondary further back. Furthermore, they
validated findings from
the other sources of data
Participant Observations
e Meetings - Internal Casual observations Used to provide an in-
e Casual observations - Qualitative within the company (in 5 | depth understanding of
e Field notes - Primary different departments in 4 | processes within their
business divisions). real-world context.
Participated in various Ongoing meetings and
meetings. Participant discussions helped
observations of various validate findings from
day-to-day events. the other sources of data.
Interviews
e Semi-structured interviews | - Internal 13 interviews were Used to provide an
o conducted. 11 were understanding of the
- Qualitative formal and taped. 2 were | intricate strategy making
- Primary informal and processes. The 2

subsequently not taped.
Interviewees were from

both center and periphery.

informal interviews were
solely utilized to validate
the findings of the 11
formal interviews.
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Table 2. Categorization of interviewees by function, location and hierarchical level
(indicates the number of interviewees within each category)

Functional area

Organizational position

Hierarchical level

Function Location Level
Corporate Strategy VPs and above
Center
Analytics Managers
Technical Analysts and
Periphery
Other internal consultants
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Table 3.  Strategy-process elements (codes) identified across multiple

| & o *| w| o] ~| o & S FH S| 3
ol ol ol o o o o 9l 9l W ol vl
o o 9| 9| 9| 9o 9| 9| 9| 9| 9l o] o
5| B| B| B| B| B| B| B| B| B| B|B| B
oo 00 00 00 00 00 00 00 00 00 00 00 00
Bl Bl B| B| B| B| B| B| B| B| B|E| &
Sl & 8| & & 8| & & & g 2l

— Analytical coding scheme (CODES): S8 8 & 8| 8 8 8 8] 8] 88| 8

1. Intended strategy/formal processes VIiVIVIVIVIVIVIVIVIVIVIVIV

2. Incremental logic/adaptive strategy vVIiv|Y v VI ivV|Y

3. Emergent strategy/autonomous initiatives x v vVIiVIY|Y x| x| X

- Organizational slack/excess tesources x XX | X | XX | X | XX XX

5. Interactive strategy-making processes VIVIVIVIVIVIVIVIVIVIVIVIV

- Information gap between center and periphery vV VIVIVIVIVIY vV

4. Strategic issue selling/championing VIVIVIVIVIVIVIYIYVIVIYIY Y

- Circumventing formal processes/Maverick behavior ViV VIVIVY v ViV

- External complexity mirrored internally v v v v

- ’Equity story’/shareholder value Vv v v

- Frontline sensing/the role of external consultants v ViV

- Agility/strategic responsiveness X | x| x|x x X | x| x| x

Note: v'indicates the presence of the phenomena; x indicates the absence of the phenomena
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CHAPTER 4

ADVANCING STRATEGIC ISSUE MANAGEMENT:

AGGREGATING JUDGMENTAL FORECASTS OF CALL CENTER EMPLOYEES®

CARSTEN PEDERSEN
CARINA ANTONIA HALLIN
SIGBJZRN TVETERAS
TORBEN JUUL ANDERSEN

ABSTRACT

The ability to sense and respond to emerging strategic issues in a timely manner is a key
management concern that has important performance implications. This study seeks to advance
strategic issue management by focusing on the aggregated judgmental forecasts of call center
employees. The strategy literature has long alluded to the notion that boundary spanning
employees who front the business have updated experiential insights. However, these arguments
have predominantly relied upon anecdotal evidence. In contrast, our study compares the
predictive accuracy of call center employees with customers in forecasting firm performance.
We report findings from a forecasting study in a highly volatile telecommunications industry
that assessed the accuracy of more than 150,000 individual forecasts based on 13,531 survey
responses from both frontline employees and customers collected over several months. The
empirical findings provide promising prospects for advancing strategic issue management

research and practice.

Key words: Forecasting, strategic issue management, strategic responsiveness, collective

wisdom, frontline employees

9 The authors are grateful for comments provided at presentations of eatlier versions of the paper at MIT and CBS.
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INTRODUCTION

Strategic issue management (SIM) is one of the earliest concepts introduced in strategic
management research (Ansoff, 1975; 1980). It broadly refers to how organizations detect and
respond to strategic issues. It follows that SIM purports to improve the organization’s capacity
to adapt and to learn (Hedberg 1981). However, despite its prominence for strategic
management research and practices in the 1980s, little empirical evidence exists that has
followed up on Ansoff’s (1980) early work on SIM. In a response to improve organizations’
capacity to detect emergent strategic issues, some authors have argued for the importance of
including the lower-level stakeholders’ experiential insights (Babenko and Sen, 2015; Potter and
Lipinski, 2009). This study investigates this proposition by collecting frontline employees’ and
customers’ judgmental forecasts (i.e., forecasts based on subjective opinions) about different
aspects of firm performance. Changes in firm performance will in many settings be perceived as
strategic issues, and therefore of high relevance to the SIM framework. The judgmental
forecasts are aggregated for the employees and customers respectively to yield ‘collective’
forecasts, which thereafter are compared and scrutinized for its accuracy and information value
for inclusion in SIM. Specifically, strategic issues refer to developments or trends that emerge
from an organization’s internal or external environments; they are perceived to have the
potential to affect an organization’s performance (Ansoff, 1980; King, 1982). Strategic issues
are diverse and can include e.g., a department’s failing performance, a new technology in the
market, lack of trust in managerial performance or declining rate of customer satisfaction.

Studies find that lower-level employees, who are most closely associated with the
firm’s operational activities, accumulate intricate knowledge about day-to-day operational
factors that influence performance, and, therefore also of strategic relevance (e.g., Bower and
Gilbert, 2007; Burgelman and Grove, 1996; Mirabeau and Maguire, 2014). For example, as
noted by Mintzberg (1987, p. 69) in an anecdotal study, “the salesperson who finds a customer
with an unmet need may possess the most strategic bit of information in the entire organization”.
Other studies provide conceptual, anecdotal and empirical evidence of the important role of
frontline employees in accumulating information (Andersen, 2015; Hallin, Tveteras and
Andersen, 2012; 2013; Tushman and Scanlan, 1981; Potter and Lipinski, 2009).
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Although the above studies provide some justification that the frontline matters in
detecting strategic issues, there are scant empirical evidence to match this claim. Furthermore,
the strategic issue management (SIM) literature has traditionally overlooked the integration of
frontline employees’ judgmental forecasting for advancing strategic decision making. That is, to
the authors’ awareness, discussion of using aggregated judgmental or ‘collective’ forecasts from
the frontline are absent in the literature.

Our article contributes to the existing efforts to advance SIM for strategic management
research and practices by addressing the research gap on lower-level stakeholder involvement in
SIM. Specifically, we enhance SIM by introducing aggregated judgmental forecasting of
frontline employees and customers of strategic issues. The burgeoning field of prediction
markets has provided initial quantitative evidence of employees’ collective predictive accuracy
of performance measures (KPIs) (e.g., Babenko and Sen, 2015; Chen and Plott, 2002; Cowgill,
Wolfers and Zitzewitz, 2009). Yet, this aggregation mechanism is arguably ill-suited to identify
unknown strategic issues, since it is setup to only deal with clearly defined variables with a
known range of outcomes. Recent empirical studies have made interesting inroads into
leveraging frontline versus executive insights and providing initial quantitative evidence that
frontline employees can predict financial performance (Hallin et al., 2012). Another study finds
that decision makers rate the inputs from customers as conveying a better understanding of
customer demands than inputs from internal employees (Poetz and Schreier, 2012). Yet, it has
been shown that customer reviews may be misleading (Anderson and Simester, 2014), and some
studies question if positive customer feedback is always a signal of future success (Anderson,
Lin, Simester and Tucker, 2015). Specifically, it could be that employees obtain more relevant
knowledge for detecting strategic issues due to their daily presence in the operational
environment compared to its customers who normally deal with the organization from the
outside and on an infrequent basis. Hence, it is relevant to compare the value of employee and
customer insights before considering its inclusion in SIM.

Our research questions are central to advancing SIM: What are the strategic issues
frontline employees (call center employees) and customers can predict and identify for SIM?
What is the predictive accuracy of frontline employees compared with the predictive accuracy of
customers? What are the implications of integrating aggregated judgmental forecasting of

strategic issues for SIM research and practice? The present study meets current interest into the
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accuracy of select groups of knowledgeable forecasters, emphasizing the most consistently
accurate individuals within a crowd, and the underlying factors that explain their accuracy
(Mannes, Soll and Larrick, 2014; Tetlock, 2005; Tetlock and Gardner, 2015).

The study draws on an extensive data collection of employees’ and customers’
judgmental forecasts aggregated to form time-series data. The data were collected from the
employees and customers of a European telecommunications provider during 2013-2016. The
data amounted to 13,531 usable survey responses of which 12,490 (1,868 call center and 10,622
customer responses) consisted of survey responses collected monthly to comprise aggregated
judgmental time-series data of predicted firm performance that, in turn, was compared to actual
firm performance in distributed lag models and equivalence tests. The findings show that call
center employees can collectively predict firm performance of various strategic issues. The same
accuracy cannot be found for the customers, although they include substantially more
respondents. The study has important implications for SIM and confirms the value of integrating
the forecasts of frontline employees into the SIM process to identify emergent issues.

The article proceeds as follows: We revisit the SIM literature and develop theoretical
reasons for expecting frontline employees to be able to predict various strategic issues and more
precise than customers (Hypothesis 1 and 2). The next section presents the study’s contribution
to firm performance and SIM where we suggest the value of such aggregated judgmental
forecasts from the frontline for SIM (Hypothesis 3). The next section presents our research
context: A particularly volatile national market in the European telecommunications industry.
Thereafter, we present our research design and methods. We then present our results with regard
to the different hypotheses. The article concludes by discussing the importance of the findings
for SIM research and practical implications.

THEORY AND HYPOTHESES

Strategic Issue Management

The notion of strategic issues, and the systematic processes for managing them, can be traced
back to Ansoff (1975, 1980), although the seeds for the concept were planted in the early 1960s
with Aguilar’s (1967) emphasis on environmental scanning. SIM is a continuous process that
focuses on detecting and responding to early warnings of emerging issues. Ansoff (1980, p. 133)
defines strategic issues as “... a forthcoming development, either inside or outside of the

organization, which is likely to have an important impact on the ability of the enterprise to meet
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its objectives”, and strategic issue management systems as ... a systematic procedure for early
identification and fast response to important trends and events both inside and outside an
enterprise” (p.134). Put differently, SIM can be likened to an ongoing SWOT analysis. Ansoff
(1980) himself describes the process using the concepts from this framework. In this manner,
the challenge of conducting a SIM framework can be rephrased as identifying the items on the
SWOT list and determine their relative importance in terms of the strength/weaknesses and
threat/opportunities matrix. Hence, strategic issue management (SIM) systems enhance an
organization’s capacity to adapt and to learn from the environment (Dutton and Ottensmeyer,
1987).

The early work on SIM focused on practice-based systems, procedures and
processes that were predominantly prescriptive and normative in nature. Since SIM was
conceived, various sub-activities originating from the concept, i.e., strategic issue selling and
strategic issue diagnosis (SID), have subsequently been explicated and unfolded into distinct and
rich literary streams (figure 1). The following will further explicate the relationships between
SIM, SID and issue selling.

[Insert Figure 1 here]

The work by Dutton et al. (1983, 1987, 1993) marked an interpretive turn in the study of
strategic issues, where the focus was placed on the cognitive and social processes of diagnosing
and selling strategic issues — rather than focusing on the system itself. SID refers to ... those
activities and processes by which data and stimuli are translated into focused issues (i.e.,
attention organizing acts) and the issues explored (i.e., acts of interpretation)” (Dutton, Fahey
and Narayanan, 1983, p. 307-308). Much of the early work on SID characterized the process as
being inherently top-down. Moreover, for our purposes it is important to note that one of the key
outputs of SID is judgmental forecasts about firm performance (Dutton, Fahey and Narayanan,
1983). Hence, judgmental forecasts have historically constituted an important outcome of SID
inputs and processes, illustrating the connection between the two.

Whereas the interpretive turn initially focused on SID (e.g., Dutton, Fahey and
Narayanan, 1983; Dutton and Webster, 1988; Dutton, 1993), subsequent attention later
transitioned to the processes of strategic issue selling (e.g., Dutton and Ashford, 1993; Dutton,
Ashford, Wierba, O’Neill and Hayes, 1997; Dutton, Ashford, O’Neill and Lawrence, 2001).
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Issue selling is defined as “... individuals’ behaviors that are directed toward affecting others’
attention to and understanding of issues” (Dutton and Asford, 1993, p. 398), where the focus has
predominantly been on middle managers’ issue selling in organizations. Where Ansoff (1975,
1980) focused on a formal process for dealing with strategic issues, Dutton (1993) dealt with the
organizational and interpretive intricacies of strategic issues.

Three take-aways are prevalent at this point: First, the literatures explicitly stress
that SIM and SID are per definition managerial. For instance, it is noted that, “No issue is
inherently strategic. Rather, an issue becomes strategic when top management believes that it
has relevance for organizational performance” (Dutton and Asford, 1993, p. 397). Common to
both literatures, therefore, is this distinct emphasis on the managerial role in perceiving strategic
issues at the expense of frontline stakeholders who are the most exposed to sense performance
changes. That is, the role of frontline employees’ insights has remained elusive in the SIM/SID
literatures. However, the many tales of firm disruption where top managers have been
blindsided by emerging disruptive threats suggest that employees’ insights have strategic value
(Christensen, Anthony and Roth, 2004). Second, although the literature has emphasized the
selling activities of lower-level employees, the focus has predominantly been on middle
managers. While this literary stream does not pay much explicit attention to the frontline, it is
useful in understanding the organizational intricacies that hinder timely warnings from lower-
level employees reaching top management. Third, the literature on SID establishes that one of
the outcomes of the SID process is judgmental forecasting of performance. This is arguably an
essential element of SID, and we further argue that aggregated judgmental forecasts of medium-
term performance from frontline employees can be utilized to extend and advance SIM.
Aggregated Judgmental Forecasting of Strategic Issues
As most firms are arguably exposed to the turbulence of an ever-changing business
environment, it becomes apparent that the value of strategic forecasting and subsequent timely
firm responses is substantial (Duus, 1999). In such a dynamic perspective, it also becomes clear
that the selling process outlined in the literature on strategic issue selling is time consuming.
Aggregating forecasts about industry and context specific organizational strategic issues
circumvents intricate issue selling processes (Dutton and Ashford, 1993). Hence, it is relevant to
focus more on updated experiential insights about issues obtained from day-to-day operations.

Duus (2008) has identified three different research directions within strategic forecasting: (i)
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Futures research (ii) the school of strategic warning, and (iii) strategic business cycle
forecasting. The present study identifies with the second research direction comprising ‘strategic
warning’, as it has its roots in the early work on SIM by Ansoff (1975, 1980) and focuses on
obtaining timely warnings of the early signals of emerging strategic issues.

A literature review on various strategic issues revealed that there is an overall lack
of empirical work on various measures of strategic issues in the SIM literature. It is expected
that measures of strategic issues in many instances are firm specific. For example, using updated
employees’ judgmental forecasts over consecutive periods Hallin et al (2012, 2013) found
support that frontline employees in the hospitality industry can both predict development in
dynamic and operational capabilities. Measures in these studies include such dimensions as
competitiveness, innovativeness, team performance, managerial performance and employee
learning and motivation. Other studies from different industry contexts look into measures of
e.g., service quality of frontline employees (Millan and Esteban, 2004), customer
recommendation (Reichheld, 2006), awareness of changes in the environment (Wu et al., 2010),
product and service quality, and improvement capabilities (Peng et al, 2008) — but are not
explicitly tied to the literature on SIM. Moreover, several of the various items can comprise
latent theoretical constructs. For instance, it is argued that items concerning interdepartmental
collaboration and the managerial problem solving ability can comprise a measure of interactive
strategy-making, as they reflect the horizontal and vertical communication flows and actions
entailed within the concept (Andersen, 2015). Moreover, interactive strategy-making can be said
to resonate with SIM as it deals with firm responsiveness.

Aggregated Judgmental Forecasting of Call Center Employees and Customers

Call center employees in the service industry have an important role as a sub-group of frontline
employees. Arguably, they operate in a uniquely exposed position where they are some of the
first to be confronted with impending changes. In addition they are in a position where they can
link both internal and external developments. This corresponds to boundary-spanning behavior
of frontline employees (Tushman and Scanlan, 1981) or customer-oriented boundary-spanning
behaviors (Bettencourt, Brown and MacKenzie, 2005), as they are employees who interact
directly with the market. In a similar vein, Potter and Lipinski (2009) note that “organizations
with more boundary spanning personnel are more likely and capable of receiving and assessing

information on competitive actions, thus allowing them to respond faster” (p. 163-164). Each
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workday they interact with a wide range of customers, and they similarly experience internal
developments that may affect their ability to perform their tasks. Hence, frontline employees
build up a comprehensive understanding of operational conditions, and they should therefore be
able to collectively sense and predict issues that may subsequently influence firm performance,
i.e., strategic issues.

Call center employees can be distinguished from other frontline employees in two
important aspects: (i) Their interactions with customers are typically diverse as they are not
bound to physical encounters, and (ii) their direct interactions with other employees, or at least
interdepartmental interactions, tend to be less prevalent than other frontline groups due to the
characteristics of the job (Pentland, 2014). Both of these aspects should increase ability,
diversity and independence of the employees — three essential determinants for group level
predictive accuracy (Page, 2007; Surowiecki, 2004). While other studies have indicated that
frontline employees may have collective sensing abilities, it can be expected that call center
employees, in particular, may be an outlying subset among the general frontline group that can
be exceptional collective forecasters of firm performance. However, this has not explicitly been
tested in previous studies.

Similar to frontline employees, customers build up experiential insights based on
ongoing interactions with various company touch points. Therefore, customers may share a
similar collective capability to forecast firm performance on various measures. However, the
literature is divided on the potential quality of customer insights: Whereas some literary
developments emphasize that certain users have important insights of immense value for the
organization (Poetz and Schreier, 2012; von Hippel, 2005), other studies warn of the potential
dangers of listening to and relying exclusively on certain customer voices (Anderson, Lin,
Simester and Tucker, 2015; Anderson and Simester, 2014; Christensen, Anthony and Roth,
2004; Verganti, 2009). The literature is also divided on the issue of which customers should be
listened to: Whereas some studies argue that firms should be listening to users who lead
developments before they impact mainstream users (\Von Hippel, 2005), other studies argue that
firms should be listening to the customers who lag behind the bulk of the market (Christensen,
Anthony and Roth, 2004). These differences may stem from the fact that the studies differ in
their assumptions regarding the diffusion patterns that exist in markets. That is, do trends get

diffused from the most specialized users to the rest of the market (\Von Hippel, 2005), or do they
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become diffused from non-users and the least advanced users to the mainstream market
(Christensen, Anthony and Roth, 2004)? One plausible explanation for these diverging
assumptions could be that diffusion patterns can differ substantially from industry to industry. A
related argument is that both diffusion patterns are possible, and from a SIM perspective,
management needs to be aware of both competitive trajectories, as they both comprise important
strategic issue domains.

It is evident that the literature is divided on the usefulness of customer inputs and
the foresight of users. Despite this disagreement, customer insights are often relied upon in
practice by decision makers. It follows that it is relevant to measure the validity of customer
insights, in addition to comparing it to that of call center employees. In other words, there is a
need to quantify and test the accuracy of customer forecasting in relation to those of call center
employees.

Accuracy in Aggregated Judgmental Forecasting

According to Page (2007), predictive accuracy of groups is determined equally by ability and
diversity. That is, the extent to which the employee and customer groups can provide accurate
predictions is determined by both their collective ability (i.e., their knowledge) and the diversity
of cognitive models (i.e., how much they differ in their individual forecasting) (Page, 2007).
Hence, these aspects can minimize collective forecasting errors. Albeit the customers have
knowledge of their own intentions, and the intentions and opinions of fellow customers in close
proximity of them, their informational repository about the firm is normally smaller than that of
call center employees. Hence, the present study will compare the collective insights from
customers with call center employees. Here, the customer insights will also be utilized to control
for any size effects, which makes it possible to rule out the mere size of the groups as an
explanatory factor behind any forecasting accuracy of call center employees.

Call center employees build up experiential insights into what works and what
does not, based on their daily interactions with customers and operations. They can therefore
provide updated assessments and predictive judgments about firm performance. In addition, if
call center employees provide their forecasts independently of each other, and their predictions
entail sufficient signal and diversity, the aggregated group average can be accurate (Page, 2007).

Strategic issues in the telecommunications industry may concern any number of

issues, but an example could be factors related to the volume of customers handled and can
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entail forecasts of the number of incoming calls. Here, ‘incoming calls’ is defined as the
aggregate number of inbound calls to the call center i.e., support, sales and service calls.
Moreover, the same predictive capability of the measure could be expected among the
customers, but not to the same extent as call center employees as the latter group has more
interactions with a broader span of customers than do customers themselves. Hence, we suggest

the following:

Hypothesis 1: Call center employees can forecast the amount of incoming calls

more accurately than customers.

As call center employees interact with customers daily they should also be able to forecast the
level of satisfaction among customers. In order to illustrate the potential magnitude of collective
call center insights, consider the following thought-up example: In a given call center, assume
that each employee on average takes 160 calls from customers per week. This means that on
average each employee would handle 640 calls from customers every 4 weeks. Let us further
assume that 500 employees work in the call center. As a result, the collective workforce in the
call center would, on average, handle an estimated 320,000 customer calls every 4 weeks. If we
furthermore take into account that each call would take 380 seconds on average, then every four
weeks the collective call center employee-base would have spent approximately 33,778 hours
speaking to customers. Hence, call center employees collectively comprise a repository of
updated insights into what works and what does not work in daily operations, and how the
general customer base perceives various aspects of the company, as they engage in customer-
oriented boundary spanning behaviors (Bettencourt, Brown and MacKenzie, 2005).

Consequently, we suggest;

Hypothesis 2: Call center employees can forecast customer satisfaction more

accurately than customers.

Call center employees are exposed to internal and external operational conditions that may

eventually affect the financial performance of the organization. Important internal conditions
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that affect the capacity of adaptive firm responses concern e.g., collaboration between
departments and the problem-solving ability of top management. Interdepartmental
collaboration and managerial problem-solving therefore reflect important dimensions of
‘interactive strategy-making’, as they illustrate capabilities needed for joint collaborative
learning between the central apex and organizational periphery in creating adaptive firm
responses to ongoing developments. Here, ‘interactive strategy-making’ refers to vertical
integration and use of information alongside horizontal coordination and adjustments in local
actions that in combination give rise to interactive tactical considerations between central
reasoning and peripheral actions dispersed across the organization (Andersen, 2015). That is, the
interaction is constituted by ongoing updated experiential insights from the organizational
periphery and regular interpretation and integration across the organization from the corporate
center. Decentralized updated observations are important in a dynamic and complex
environment, and central interpretation is important in order to regularly assess consequences
and necessary adaptive initiatives by the organization. Interactive strategy-making is related to
adaptive firm responses, and consequently, can predict changes in revenue. Hence, we suggest
that;

Hypothesis 3: Call center employees can forecast developments in strategic issues

that are linked with firm revenue.

In sum, the joint contribution of our three hypotheses to the strategic management literature is
the assumption that call center employees possess superior insights both about specific issues
and operational developments in a variety of dimensions of subsequent relevance to firm
performance i.e., strategic issues. That is, we assume that accurate forecasting of call center
employees and customers on strategic issues can advance strategic issue management.
INDUSTRY CONTEXT AND DATA

The Telecommunications Industry

The research context is a large telecommunications company in a national market in Europe
during a particular volatile period. The national market is characterized by a decrease of full-
time employees (from 17,244 in 2008 to 12,950 in 2014), as well as decreasing revenue in the

same period resulting from an intense price competition and price sensitive consumers in the
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detracting market segments. Our case company is a large telecommunications provider which
has a broad product portfolio within e.g., telephony, broadband, cable tv and online
entertainment. The case is considered relevant to study the forecasting performance of call
center employees versus customers as the organizational context is driven by an evolving
environment conducive to the research topic. The company is multidivisional with various sub-
brands under the group umbrella. However, the study is delimited to forecasts of a specific sub-
brand in the consumer market. One of the authors were employed in the case company in a
dedicated research position during the study which secured unique access to data and an
understanding of the context.
Research Design and Procedure
The study is designed using an aggregated judgmental time series forecasting framework based
on survey data collection over consecutive periods. That is, judgmental forecasts are aggregated
across the individuals in each group, employees and customers, for each period. As this is
repeated over several consecutive periods for each of the two groups and for each item the data
form time series of aggregated judgmental forecasts. The study comprises various research
phases that progressively built upon each other (see figure 2).

[Insert Figure 2 here]
Research Phase 1
The purpose of research phase 1 was to review various literatures within e.g., strategy,
operations management and marketing to identify relevant scales and items that could comprise
relevant measures of strategic issues in the specific telecommunications context. After the
initial lists of scales and items were compiled, the quality and applicability for the context was
assessed.

First step was to assess validity and reliability of measures generated from the
theory. Second step was to obtain face validation of the content and domains of the items from
relevant managers at two divisions, employees and customers of the company. Third step was to
send out a survey (survey 1) to respectively call center employees and customers, where they
were asked to assess (i) the various items’ effect on firm performance on a scale from 1 to 5, and
(if) rank overlapping items in order to also rank their mutual importance in terms of their
potential effect on firm performance. Furthermore, the respondents were asked to provide

suggestions for novel aspects to include in the surveys, if they thought it was lacking in the
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initial lists, which resulted in qualitative comments and suggestions. The results of survey 1 led
to a quantitative prioritization of the items (on both interval and ordinal scales) for the respective
call center survey and customer survey that were necessary to design the two respective surveys.
Principal component analyses (PCA) on 18 items (employee survey) and 17 items
(customer survey) were performed on the two datasets in order to obtain a preliminary
exploratory understanding of the variables. In addition the PCA functions as an early assessment
of potential multicollinarity issues. PCAs were conducted on these initial items with orthogonal
rotation (varimax), where the Kaiser-Meyer-Olkin (KMO) measure of sampling adequacy for
the call center survey was 0.933 and for the customer survey was 0.918, which are ‘superb’
according to Field (2009). All KMO values for individual items were well above the acceptable
limit of .5 (Field, 2009). Bartlett’s test of sphericity x* (153) = 2980.256, p< 0.001 for call
center employees — and x* (136) = 5065.989, p< 0.001 for customers. These results indicated
that correlations between items were sufficiently large for PCAs. The results were subsequently
discussed and face validated by relevant managers at the case company in order to secure
practical relevance of the leading indicators. This led to the design of the two surveys: One for
the frontline employees entitled ‘operational performance survey’ and another for the customers
entitled ‘reputational capabilities survey’. These surveys were then pre-tested on the employee
and customer groups (survey 2), which resulted in minor revisions to the survey designs and
wording of items, before moving to phase 2.
Research Phase 2
The purpose of phase 2 was to collect aggregated judgmental forecasting data among call center
employees and customers on a monthly basis for a total of 17 months. The judgmental
forecasting study was conducted monthly from February 2014 to June 2015 and included both
months. This approach to data collection was inspired by the methodology introduced in Hallin
et al. (2012), initially inspired by studies on the consumer sentiment index (Katona, 1951). By
tracking forecasts over time, the study met the call for forecasting research that factors in the
accuracy of predictions over longer periods of time in order to assess how reliable and valid they
are (Denrell and Fang, 2010; Tetlock, 2005; Tetlock and Gardner, 2015). Minor revisions of the
survey were made based on the insights derived from the pilot tests concerning e.g., wording,
which led to the final design of the survey in research phase 2, consisting of 14 items for the call
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center employee survey and 12 items for the customer survey (see appendix). Moreover, the call
center employees received information of the study’s purpose and plan prior the data collection.

During the data collection period, a question was added in 5 of the 17 months the
surveys were conducted, asking both call center employees and customers to provide
quantitative forecasts of a performance measure related to customer satisfaction: This served the
purpose of obtaining an early idea of predictive accuracy, as well as to validate the indicators.
These final surveys were, once again, face validated by relevant managers, employees and
customers before conducting the judgmental time-series forecasting surveys. Meetings with key
employees also took place continuously throughout research phase 2 to validate insights and
secure practical relevance (approximately 20 meetings of an hour each was held throughout the
three phases, where data and analyses were presented to and discussed with decision makers) .

The forecasting surveys were distributed each month (around the middle of the
month). An email with a link was sent to the survey was sent to respectively call center
employees in the company and selected customers. The respondents were given approximately
two weeks to respond, with a follow-up ‘reminder’ email sent to them after approximately one
week. The aggregated judgmental forecast data and qualitative comments were then presented to
key decision makers in the case company each month during the period. This provided ongoing
validation of the collected data in terms of evolving conditions sensed at the periphery of the
organization, as well as provided transparency in terms of continuously presenting the forecasts
prior to the actual outcomes in performance.

As the online surveys were distributed directly to the respondents’ email, the
procedure controlled that the responses were independent, by minimizing potentially biasing
influences from third parties. No feedback on the results was provided to either call center
employees nor customers during the period of testing, in order to minimize any potential
influence on the subsequent estimates. Furthermore, no incentives were provided to the
respondents. Newly hired employees were not included in the sample to secure a certain level of
experiential ability.

Research Phase 3
The purpose of phase 3 was to synthesize the data from stage 2, and compare the collective

predictions with actual firm performance data, in order to assess the predictive accuracy. This
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phase was utilized to perform the statistical analyses of the time-series study and to evaluate the
accuracy of the groups.
Samples
The initial survey to explore variables and assess the validity of the measures generated from the
literature collected data from 200 call center employee and resulted in a response rate of 50.25%
and 372 respondents among the customers producing a response rate of 14.39%. The survey
generated a foundation for a refined survey which was initially tested in a pilot test. In the pilot
test, data was collected from 200 call center employees generating a response rate of 46.9% and
269 respondents among the customers producing a response rate of 9%.

The judgmental forecasting study in research phase 2 collected over 150,000
monthly individual forecasts from 12,490 usable survey responses collected during the 17
month. The data collection was distributed amongst participants consisting of a broad range of
call center employees and residential customers. The call center employees varied with respect
to e.g., departments, function, experience — and customers varied in relation to e.g., products,
geography and age. This internal variation among the respondents was deliberate with the
intention of enhancing diversity in predictive models (Page, 2007). The data collected entailed a
total of 1,868 usable responses among the call center employees and 10,622 usable responses
from the customers, comprising a total of 12,490 usable responses). The monthly response rates
varied between 21% to 42% and produced an average of 28% for call center employees, and
between 16% to 8% with an average of 14% for customers in the data collection period of stage
2. Hence, the average number of respondents was approximately 110 call center employees and
625 customers per month. See Figure 3 for box and whisker plots of the respondent sizes by
groups, showing minimum value, lower quartile, median, upper quartile and maximum value.
The box and whisker plots illustrate that there were substantially more customer respondents
than employee respondents per month throughout the entire data collection period.

[Insert figure 3 here]

Here, it is essential to emphasize that studies into the wisdom of select crowds validate
insights by measuring the predictive accuracy of the crowd and not necessarily by having
representative samples or large response rates (Mannes, Soll and Larrick, 2014; Tetlock and
Gardner, 2015): For instance, Mannes, Soll and Larrick (2014) focus on the predictive accuracy

of only a handful knowledgeable judges, and Tetlock and Gardner (2015) similarly focus on an
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outlying subset of so-called ‘superforecasters’. Moreover, it is well-established that predictive
accuracy in prediction markets and expert forecasting is related to certain requirements not
necessarily representative of the general population, as they can typically not be shared by the
majority. Or as Page (2007) suggests, collective accuracy is a matter of ability and diversity.
METHODOLOGY
Aggregated Judgmental Time-Series Forecasting
We employed aggregated judgmental time-series forecasting (Goodwin and Wright, 1993)
collected at fixed intervals over a period to validate the accuracy of call center employees and
customer forecasts over time and link it to firm performance.
Here the notion of judgmental forecasting over consecutive time periods was combined with
rationales concerning crowd wisdom (Page, 2007; Surowiecki, 2004), as the combination of
forecasts can cancel out idiosyncratic noise while retaining the signal in the data (Armstrong,
2001; Silver, 2012). Hence, more accurate forecasts are made possible by averaging individual
forecasts that cancel out the idiosyncratic biases that are often deemed a shortcoming in
traditional judgmental forecasting methods.
Measurement of Forecasting Accuracy

Normally forecasting accuracy is evaluated using measures like mean absolute percentage
error (MAPE) or mean absolute deviation (MAD). This is not possible here as those forecast
performance measures requires that forecast and actual outcome are the same variable. In this
study forecasts about firm performance based on the response options “worse”, “same as” and
“better”. Thus, the standard forecasting accuracy measures are unsuitable. Instead, in this study
forecasting accuracy is measured and assessed using two different statistical methods. One is
equivalence testing (TOST, i.e., two one-sided t-tests), and the other is distributed lag models.
The concept of equivalence testing will be explicated by a detailed description followed by an
explanation of the calculation of diffusion measures and indexes utilized in the distributed lag
models.
Equivalence Testing

Equivalence tests are ‘inferential statistics designed to provide evidence for a null
hypothesis’ (Levine, Weber, Park, and Hullet, 2008, p. 199). In standard hypothesis testing, a
null hypothesis of no difference between means is tested against empirical evidence. Here you

can either reject the null hypothesis of no difference in favor of the alternative hypothesis of a
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significant difference, or you can fail to reject your null hypothesis. These tests are typically
conducted to provide support for the alternative hypothesis. However, when interested in testing
for no significant, or practical, difference between two means, a standard hypothesis test cannot
be utilized as evidence for the null, as a failure to reject the null hypothesis is not the same as
accepting it, i.e., ‘absence of evidence is not evidence of absence’.

Instead, we make use of equivalence tests, where the null hypothesis states that
there is a difference in the means, and the alternative hypothesis states that there is no practical
difference, which changes the burden of proof (Lung, Gorko, Llewelyn, and Wiggins, 2003;
Richter and Richter, 2002; Walker and Nowacki, 2011). As noted by Levine et al. (2008): ‘A
significant result in an equivalence test means that the hypothesis that the effects or differences
are substantial can be rejected. Hence, equivalence tests are appropriate when researchers want
to show little difference’ (p. 200).

Diffusion Measures

The various items were posed as questions entailing wording and framing such as
“How do you think collaboration between departments will develop during the next 3 months
compared to today?” with response possibilities such as “worse”, “the same” or “better”. The
response options for the items made it possible to calculate diffusion measures, which in turn,
could be aggregated into indexes. For each item in the surveys, a diffusion measure was
calculated. Following prior studies on the topic, diffusion measures were calculated by
subtracting the negative predictions from the positive predictions, and subsequently dividing by
the total number of predictions. This number is then multiplied by 100, and 100 is furthermore

added (Hallin et al., 2012). This can be expressed as follows:

Diffusion measure = [ {Mo.of "better” predictions - No.of "worse” predictions) X100]+ 100 (1)

Total no.of predictions

where the expression in the parenthesis can take values ranging from -100 to 100
depending on the relative frequency of “worse” and “better” responses. Indexes are
subsequently calculated by taking each items’s diffusion measure(s) current month, and then
dividing by the sum of the same items’ diffusion measure(s) in month chosen as the base period.
This is then multiplied by 100 to obtain an index number to obtain a conventional index number.
These aggregated judgmental forecast indexes comprise a time series to be tested against a
corresponding time series of actual performance. The aggregated judgmental forecast indexes

can be expressed as follows:
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¥ Diffusion Imeasure; ¢

Index = x 100 (2)

I Diffusion measure;

Where i denotes the survey item and t is the time period (and ‘0’ is the base period
diffusion measure). The index can subsequently be for one item, several items, or all items in a
formative index. Whereas the diffusion measures and indexes illustrate the aggregated forecasts
of the call center employees and customers, performance measures are the dependent variables
to be predicted by these indexes through distributed lag models.
Distributed Lag Models
As the indexes form time series, we could utilize estimation of distributed lag models to assess
the groups’ judgmental predictive accuracy on the different strategic issues. Distributed lag
models are commonly referred to as dynamic regression analyses, as the predictive effect of
predictor x on y occurs over time and not all at once. However, a challenge to all distributed lag
models is choosing the specific lag length. Due to the time constraints of the data, where the
time series did not entail more than 17 months of observations model specification parsimony
was required. We utilized a general-to-specific modeling strategy of reducing lag length until
the highest significant lag with 3 lags as a maximum: As the posed questions asked the
respondents to forecast 3 months ahead of time, we did not use more than 3 lags in any of the
specified models to let the analyses reflect the posed time-horizon. Durbin Watson tests were
run on the specified models to detect potential presence of autocorrelation
Dependent Variables
We used various measures that directly, or indirectly, reflected firm performance — and were of
paramount importance to the decision makers in the company. All dependent variable data was
provided by relevant analysts in the case company. The performance measures investigated were
(i) number of incoming calls, (ii) customer recommendation score and (iii) revenue. These will
be explained in the following.
Number of Incoming Calls
‘The number of incoming calls’ represents the total number of incoming calls for the sub-brand
in a month. The measure entails a variety of calls such as billing calls, retention, sales and
support. Albeit the number of incoming calls is not necessarily a direct measure of firm
performance, the measure is essential for the performance of the firm, and thus, is relevant from
a strategic perspective. The measure was included as it entails a strategically important measure

for the firm that has historically been difficult to forecast — and as both call center employees
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and customers should have a reasonable chance of predicting the measure given their ongoing
telephonic interactions. Moreover, the inherent properties of the measure help provide some
additional validity to the two performance measures, as it adds robustness to the main argument
of the study, and it cannot be directly influenced by either group utilized to forecast the
development.

Customer Recommendation Score

We utilized a ‘recommendation score’ as a performance measure because it has broad
application as a significant performance measure in the specific telecommunications industry.
At the same time it was considered a performance measure that both call center employees and
customers could relate to. The recommendation score reflects the customers’ general willingness
to recommend the company to friends or colleagues. Hence, it is a measure that reflects
customer satisfaction as an operational event with different quality outcomes. The satisfaction
measure is an adapted version of the net promoter score by Reichheld (2006). Like the net
promoter score it directly asks customers: “How likely are you to recommend our company to a
friend or colleague?” indicated on a 10-point Likert scale. Unlike the net promoter score, the
recommendation score follows a different method in its subsequent transformation of values.
Instead of measuring the percentage of promoters of the company, i.e., those who say 9 or 10 on
the scale, and subtracting the percentage of detractors, i.e., those answering 0 through 6
(Reichheld, 2006), the recommendation score measures the general average of the customers’
willingness to recommend the company on a 10-point Likert scale. This is subsequently
multiplied by 10 to transform it into an index with a possible range from 0 to 100. Hence, a
general average of 5.7 on the 10-point Likert scale will produce 57 as a recommendation score.
That is, 57 reflects a general tendency of the customers to recommend the company.

Revenue

Linking call center predictions with financial firm performance makes it possible to argue for
their relevance to strategic issue management. ‘Revenue’ is an essential measure for companies,
and within the telecommunications industry it is largely determined by a function of market
demand, competition, and pricing. The measure was chosen as it made it possible to link
predictions directly to financial performance, i.e., strategic performance. Moreover, the set of
strategic issues in the forecasting survey could arguably be seen as leading indicators for the

measure.
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To run forecasting tests, the performance variables in the distributed lag models

are calculated as relative performance measurements against a competitive benchmark such as a
comparative company or the rest of the industry, i.e., the supernormal performance. An
advantage of this measurement is to filter out effects of common market movements so that
predominantly firm specific variations remain (Hallin et al. 2012). This can be expressed as
follows:

Pfm = Aln(Performance of firm A)t - AIn(Performance of firmB)t  (3)
That is, the performance measure of firm A at time t, is calculated as the difference between the
performance of firm A and the performance of firm B at time t. In other words, Pfm measures
the comparative performance of the firm in relation to a relevant benchmark. In the present
study, the performance of the case-company is compared to an equivalent company in the same
group, i.e., a directly comparable brand in the same organization. The two entities are
comparable as they focus on the same segment of household/residential customers, and they
offered many similar products and services. Combined, the two companies comprised a
substantial share of the local market (~50%). In the present study, the performance measures
were defined as the supernormal monthly difference in logarithms of the measures for the
company compared to the relevant benchmark company. Taking the first difference of the
variables not only removes any inherent trends in the time series data and hence makes the time
series stationary unless it is integrated of an order of two. Moreover, taking the first difference
of In transformed variables approximates percentage change (Hallin et al., 2012, 2013). Thus, it
corresponds to the standard measures of supernormal performance, that is, the percentage return
above or below the industry average.
Independent Variables
The project made use of several measures as independent variables in the various models. The
independent variables were calculated as indexes that reflected theoretical concepts that were
expected to predict the dependent variables. As previously noted, the items predominantly
stemmed from the literature, but were abductively adapted to fit the empirical setting and
industry context. The specific independent variables, or predictors, will be explicated below.
Due to the overall lack of empirical work on measures of strategic issues in the SIM literature,
the present study relied upon, amongst other, previous studies on frontline employees’

predictions of development in firm-level capabilities in the hospitality industry, where measures
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include such dimensions as innovativeness, interdepartmental collaboration and managerial
problem-solving ability (Hallin et al. 2012, 2013). Other studies from different industry contexts
of relevance for the specific case company look into measures of e.g., service reliability (Millan
and Esteban, 2004), customer recommendation (Reichheld, 2006), awareness of changes in the
environment (Wu et al., 2010), product and service quality, and improvement capabilities (Peng
et al, 2008).

Call Center Employee Forecasting Survey

The call center employee survey utilized four different measures as independent variables in the
different distributed lag models: (i) The operational performance barometer (OPB) which
included all items in the survey (ii) predicted service quality index (PSQI), which is an adapted
version of a sub-scale on service reliability (Millan and Esteban, 2004) that incorporates
customer recommendation (Reichheld, 2006) (iii) the interactive strategy-making index (ISM),
which is an adapted version of two items from Hallin et al. (2013) that convey the vertical and
horizontal information flows that are similarly inherent in the theoretical concept of ‘interactive
strategy-making’ (Andersen, 2015), and (iv) predicted ability to provide fast service (item 2 in
appendix), which is a specific item from the adapted version of a sub-scale on service reliability
(Millan and Esteban, 2004). The interactive strategy-making index (ISM) incorporates two
adapted items from Hallin et al. (2012, 2013), i.e., interdepartmental collaboration (item 8) and
managerial problem-solving ability (item 12). Albeit these items were not combined as an index
reflecting interactive strategy-making in the original studies, the items reflect the horizontal and
vertical information flows inherent in interactive strategy-making (Andersen, 2015), and the
concept resonates with the purpose of the original design of the items.

Customer Forecasting Survey

The customer survey utilized three different measures as independent variables in the different
distributed lag models: (i) The reputational capabilities barometer (RCB) entails all of the items
in the survey, and like the frontline survey it similarly has (ii) predicted service quality index
(PSQI), which is an adapted version of a sub-scale on service reliability (Millan and Esteban,
2004) that incorporates customer recommendation (Reichheld, 2006), and (iii) predicted ability
to provide fast service (item 2 in appendix), which is a specific item from the adapted version of
a sub-scale on service reliability (Millan and Esteban, 2004).

We now turn to a presentation of the empirical results of the prediction data.
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RESULTS
First, we present results on the predictive accuracy of call center employees and customers
forecasting incoming calls using distributed lag models. Second, we present results on the
predictive accuracy of call center employees and customers forecasting customer
recommendation score using both distributed lag models and equivalence tests. Third, we
present predictive accuracy of call center employees forecasting revenue using distributed lag
models.
Aggregated Judgmental Forecasting of Number of Incoming Calls
Table 1 presents the regression results for the distributed lag models of the number of incoming
calls. Table 1 shows the distributed lag results of the item ‘the ability of the company to provide
fast service’ (item 2) as a predictor of the number of incoming calls. As evident in the table, call
center employees’ forecasts of the item has a highly significant coefficient from the first lag
(p<0.001), and therefore, the model can predict a substantial degree of the developments in the
number of incoming calls (adjusted r* = 0.6955, p<0.001).

[Insert Table 1 here]
The linkage between predicted ability of the company to provide fast service and the number of
incoming calls suggests that call center employees incorporate capacity management
considerations when forecasting whether or not the enterprise can provide fast service in the
near future compared to today. The sign of the coefficient is as expected (negative), as a positive
anticipation of the firm’s ability to provide fast service must incorporate a decrease in the
number of incoming calls and vice versa. We similarly tested if the customer respondents’
forecasts of the same item could provide equivalent predictive accuracy of the number of
incoming calls. However, the results from the customer data turned out to be non-significant,
which makes the predictive accuracy of the measure unique to the call center employees in our
case. By the evidence provided in table 1, we reject the null hypothesis in favor of hypothesis 1
that call center employees can forecast the number of calls more accurately than customers.
Aggregated Judgmental Forecasting of Customer Recommendation Score
Table 2 and 3 present the results on the distributed lag models predicting the customer
recommendation score.
Table 2 shows the distributed lag results of OPB and RCB as predictors of the recommendation

score performance measure. We assessed the predictive accuracy of the call center employee
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barometer (OPB), including all items, on the recommendation score performance measure. OPB
does show significant results of predictive accuracy. The equivalent barometer for the customers
(RCB), entailing different items, were similarly tested with non-significant results®C.

[Insert Table 2 here]

[Insert Table 3 here]
As it can be seen from table 3, there are 5 items (comprising the PSQI) that each have a
comprehensive theoretical rationale for being leading indicators of the recommendation score.
The PSQI shows an improved predictive accuracy for the call center employees, but still only
non-significant results for the customers. The PSQI allows for a more direct comparison of the
predictive accuracy between frontline employees and customers. The findings from table 3 are
interesting, as they suggest that call center employees may collectively be able to predict
customer satisfaction, in contrasts to the customer themselves who appear to have greater
challenges with predicting the relevant developments. This finding can benefit from additional
evidence in order to validate it. Thus, we move on to equivalence test results on quantitative
forecasts of the customer recommendation score.

In the equivalence tests we asked both call center employees and customers to provide
quantitative forecasts of next month’s recommendation score in order to quickly obtain an
assessment of the predictive accuracy during the data collection period (item 15 in the frontline
employee survey and item 13 in the customer survey). Moreover, the forecasts entailed in these
items are quantitative in nature, and hence, qualitatively different than the forecasts tested in the
distributed lag models. The main challenge with equivalence tests lies in specifying what
constitutes a practical difference, i.e., an equivalence interval. We utilized an equivalence
interval of 3.47 percentage points: This interval was determined by calculating the standard
deviation of the historical recommendation scores among residential consumers in the period
January 2012 to December 2013. This provided an equivalence margin that resonated with

historical developments.
[Insert Table 4]

[Insert Figure 4]

10Tt must be noted that the items entailed within OPB and RCB are not identical, as illustrated in the appendix.
However, both surveys were designed to have a predictive effect on e.g., customer recommendation. Moreover, the
PSQI can provide a more direct comparison on similar items.
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As it can be seen in table 4, the actual difference in means is within the specified practical
difference threshold. Furthermore, with a max p-value of 0.0345, the null hypothesis of a
significant difference between the groups can be rejected in favor of the alternative hypothesis
that there is no practical difference between the two groups. This suggests that call center
employees have collectively provided accurate forecasts of the performance measure during the
period as a whole, i.e., the forecasts were equivalent to the general level of the performance

measure during the period of testing.
[Insert Table 5]

[Insert Figure 5]

As it can be seen in table 5 of customer forecasts against the outcome, the actual difference is
near the specified practical difference threshold. With a max p-value of 0.3819, the null
hypothesis of a significant difference between the groups cannot be rejected in favor of the
alternative hypothesis. This suggests that customers could not provide sufficiently accurate
forecasts of the measure.

Consequently, both the distributed lag models and the equivalence tests reject the null
hypothesis in favor of Hypothesis 2 that call center employees can forecast the customer
recommendation score more accurately than the customers.
Aggregated Judgmental Forecasting of Revenue

The items ‘Ability of top management in solving problems’ and ‘Collaboration between
departments’ reflect ‘interactive strategy-making’, as they deal with ongoing vertical and
horizontal communication flows and actions (Andersen, 2015). Hence, a formative index of
interactive strategy-making, i.e., interactive strategy-making (ISM) comprising these two items,
has been utilized as a predictor in Table 6. Here, the third lag is highly significant (p<0.01), and
the model itself has an adjusted r* of 0.7964 (p<0.01).

[Insert Table 6 here]

The results suggest that the call center employees are able to sense changes in certain
operational conditions reflecting interactive strategy-making that, in turn, is a good predictor for
relative revenue changes. Hence, by the results in table 6, we find support to reject the null

hypotheses in favor of H3.
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DISCUSSION

This study was motivated by a desire to empirically test the predictive accuracy of the
collective call center employee workforce on various measures related to firm performance in a
specific organizational setting, and benchmark their accuracy with that of customers, given the
recurring notion in the strategy literature of important competitive insights often remaining
among lower-level employees (e.g., Burgelman and Grove, 1996; Mintzberg, 1987). A number
of studies have looked into related subsets of the problem, yet from quite different theoretical,
methodological and empirical perspectives (e.g., Bower and Gilbert, 2007; Dutton and Ashford,
1993; Mirabeau and Maguire, 2014; Rerup, 2009), with predominantly qualitative and anecdotal
data as the basis for their rich arguments and findings. Hence, we wanted to extend this
perspective to call center employees, where we assess their predictive accuracy on a broader
range of performance measures and compare their accuracy to that of customers. Consequently,
we build upon previous work into the issue to propose and present evidence for the utility of
aggregated judgmental forecasts of call center employees as a fruitful trajectory for advancing
the practice of SIM.

Our results suggest that call center employees are able to predict developments of strategic
importance to their firm, which echo previous studies that have looked into the predictive
accuracy of other frontline employee groups. Moreover, our results suggest that the collective
wisdom of call center employees may be useful in early identification and diagnosis of emerging
strategic issues (Ansoff, 1980; Dutton, 1993), and that the collective wisdom of call center
employees may provide a promising alternative to conventional consumer research, considering
the reported accuracy of call center forecasts of consumer satisfaction compared to those made
by the customers themselves. Hence, the findings add important nuance to the debate of the
value of employee versus customer insights in understanding the demands in the market (Poetz
and Schreier, 2012).

These results provide an intriguing contrast to the conceptualized top-down driven SIM
models that dominate the literature (e.g., Ansoff, 1980; Dutton and Asford, 1993), and that
similarly feed into the classic strategy debates concerning interactions between deliberate and
emergent strategies (Mintzberg and Waters, 1985) and the importance of respectively
autonomous initiatives and logical incrementalism in driving strategic renewal (Burgelman and

Grove, 1996; Mirabeau and Maguire, 2014; Quinn, 1980). Our findings suggest that call center
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employees may, collectively, be at the forefront of operational developments that may turn out
to have a strategic effect. Consequently, they constitute an untapped wellspring of updated
experiential insights that may warn of impending opportunities and threats of utmost importance
to the performance of the firm and strategic decision making. Although ‘absence of evidence is
not evidence of absence’, it is still counter-intuitive how accurate call center employees seemed
to be compared to customers; but this finding may plausibly be industry-specific.

The collective wisdom of call center employees

The study provides empirical evidence of the predictive accuracy of call center employees
while discussing the idiosyncratic circumstances that may make them a unique group of
collective forecasters among frontline employees in general. Albeit the collective predictive
accuracy has previously been proposed, our findings suggest that call center employees may
constitute a unique subset among the frontline employees, as their jobs have inherent
characteristics that are conducive to obtain collective wisdom in predicting operational
conditions related to firm performance. For one, it has been found that the internal ‘interaction’
in the form of informal communication between call center employees is often limited due to the
conditions and requirements in the job (Pentland, 2014). This forms the basis for creating
independent and diverse estimates or predictions among the employees. Secondly, the mere
volume of customer calls that call center employees handle is both extensive and diverse.
Hence, this secures a certain level of updated experiential insights of a broad and diverse
customer base. Thirdly, the work of call center employees tends to be extensively quantifiable in
nature. Hence, they have an inherent understanding of the operational performance at an
individual and aggregated level that seems to make them capable and accustomed to think in
terms of quantifiable developments.

One particularly interesting finding was that the call center employees in our study could
collectively predict customer satisfaction and loyalty, although the customers themselves could
not — despite being more respondents. The following reasons comprise a combined explanatory
mechanism: Firstly, call center employees are in an exposed position where they obtain updated
experiential insights into what works and what does not work from a multitude of sources.
Secondly, they are in contact with a broad and diverse customer base each day, meaning that
they build up both predictive ability and diversity in viewpoints (Page, 2007). Thirdly, frontline

employees are boundary spanning and can link different perspectives (Bettencourt, Brown and
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MacKenzie, 2005). Hence, we argue that call center employees often have more collective
knowledge than they are typically being probed for. This suggests that the collective wisdom of
frontline employees can be applicable in SIM.
An interactive model for strategic issue management

Our study highlights how experiential insights from call center employees may provide an
ongoing sense of operational changes that can influence firm performance. The findings suggest
that call center employees have updated insights about certain operational issues that may be
‘hidden’ or relatively difficult to surface for key decision makers at the central apex.
Consequently, the study emphasizes the utility of collective call center employee forecasts for
diagnosing the early signals of seemingly minor operational developments that may
subsequently, and often to the surprise of top-level managers, influence the general performance
of the firm i.e., become strategic issues. Taken together, these aspects point towards an
interactive model of SIM (Ansoff, 1980), where the collective wisdom of call center employees
is a pivotal input to the diagnosis of strategic issues (Dutton, 1993). Although the interaction
between center and periphery has indirectly been conceptualized as strategic issue selling
(Dutton and Asford, 1993), it is argued that the literary stream on strategic issue selling has had
a unilateral emphasis on the role of middle managers in selling strategic issues to top
management. The interactive model to SIM/SID is furthermore essential in dynamic
environments, as managerial SID has been conceptualized as running ‘on automatic’ (Dutton,
1993), which may speak to the need for collective bottom-up sensing to question individual
subjective biases among decision makers at the central apex.
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Figure 1 Relationships between the different strategic issue concepts
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Figure 2 Overview of the phases of the research project
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Table 1 Prediction contest between call center employees and customers on incoming calls

Dependent variable

Call center employees
Ingoming calls

Customers
Incoming calls

Predictors B t B t
Constant -0.002336 -0.12 -0.01307 -0.35
Alnltem?2: 0.2772026 1.44 0.510648 0.49
Alnltem?2:1 -0.89187 9%k -4.71 -0.311098 -0.30
Observations 15 15

R2 0.739032 0.035463

Adjusted R 0.695538 -0.12529

F 16.991 4%%* 0.2206

* Sigmifscant at 10%; ** Sigmiicant at 3% *** Sigmficant at 1%
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Table 2 Prediction contest between call center employees and customers on customer

recommendation

Call center employees Customers
Dependent varable Eecommendation scare - pft Recommendation seore - bt
Predictors B t B t
Conastant 00065162 0.57
AlnOPBt 0.2799132* 2.23
AlnOPBt-1 0.1444593 1.06
AlnOFPBt-2 0. 4774217+ 3.05
AlnQOPBt-3 0.4827781%%% 3.45
Conastant 0009419 054
AlnRCBt -0.023282 -0.04
AlnRCBt-1 -0.606493 -1.18
AnB.CBt-2 0.1135625 020
AInB.CBt-3 046731106 0.81
Ohbservations 13 13
R= 0.684554 0.239478
Adjusted B2 0.3260831 011078
F 4. 3402%=* 0.7008

* Significant at 10%; ** Significant at 3%; *** Sigmficant at 1%
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Table 3 Predicted service quality index as predictors of customer recommendation

Call center employees Customers
Dependent variable Recommendation score - pfm Recommendation score - pfin
Predictors B t B t
Constant 0.0009615 0.08 0.0102252 0.63
AlnPSQI: 0.2144396 1.61 -0.276212 -0.49
AlnPSQIe1 0.0538758 0.38 -0.767257 -1.26
AlnPSQI:-2 0.5217943%* 3.32 0.389491 0.64
AlnPSQI:3 0.5065733%** 3.43 0.4924181 0.84
Observations 13 13
Rz 0.697528 0.32691
Adjusted R? 0.546293 -0.00964
F 4.6122%* 0.9714

* Significant at 10%; ** Significant at 5%; *** Significant at 1%
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Table 4 Practical equivalence between call center forecasts and actual outcome

Test t Ratio p-Value
Specified Practical Difference Threshold 3,47 Upper Threshold -2,17332 0,0307*
Actual Difference in Means -0,06 Lower Threshold 2,099442 0,0345*
Std Error of Difference 1,624241 Max over both 0,0345*
Table 5 Practical equivalence between customer forecasts and actual outcome
Test t Ratio p-Value
Specified Practical Difference Threshold 3,47 Upper Threshold -4,37867 0,0012*
Actual Difference in Means -3,01 Lower Threshold 0,310832 0,3819
Std Error of Difference 1,479901 Max over both 0,3819
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Table 6 Interactive strategy-making index (ISM) as a predictor of revenue performance

Call center employees

Dependent variable Revenue - pfm
Predictors §] t
Constant -0.00998%x* -2.87
AlnISM: 0.0416159 1.14
AlnTSMt1 0.0606585 1.27
AlnISM:2 0.0194437 0.39
AlnTSMt-3 0.1860493%** 4.71
Observations 13

R2 0.864275

Adjusted R? 0.796412

F 12.7357%%*

* Significant at 10%; ** Significant at 5%; *** Significant at 1%
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Figure 3 Customer versus call center employee respondents
800

700
600 s
500

400

Respondent

300
200
100

0
Customers Frontline

Group

Figure 4 Practical equivalence between call center forecasts and actual outcome

Figure 5 Practical equivalence between customer forecasts and actual outcome
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Appendix: Questions and Items utilized in the surveys

Call center employee items/questions

How do you think [insert item] will develop during the next 3 months compared to today?

Response options: Worse — the same — better.

ISM

PSQI

OPB

Item 1: The revenue of firm x.

Item 2: The ability of firm x in providing fast service.

Item 3: The ability of the employees in providing correct information to customers.

Item 4: The ability of firm x in adapting to changes in the market.

Item 5: The customers’ perception of the customer service of firm x.

Item 6: The customers’ perception of the product quality of firm x.

Item 7: The number of customer ambassadors of firm x.

Item 8: The collaboration between departments at firm x.

Item 9: The ability of firm x in complying with agreed promises to customers.

Item 10: The employees’ desire to continue working for firm x.

Item 11: The ability of firm x in developing new and creative services, systems and processes.

Item 12: The problem-solving ability of top management.

Item 13: The ability of firm x to continuously improve products.

Item 14: The ability of firm x to provide services within agreed time.

RN N N N N N R R BRI

Additional question in 5 of the 17 months (item 15):

How likely do you think it is that the general customer base of firm x would want to recommend the firm to friends or

colleagues during the next month?

Please provide your answer on the scale below from 1-10, where 1 is ‘very unlikely’ and 10 is ‘very likely’.

ISM = interactive strategy-making index
PSQI = predicted service quality index
OPB = operational performance barometer

v =included in the above
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Customer items/questions

How do you think [insert item] will develop during the next 3 months compared to today? PSQI | RCB
Response options: Worse — the same — better.
Item 1: The reputation of firm x. 4
Item 2: The ability of firm x in providing fast service. 4 4
Item 3: The ability of the employees in providing correct information to customers. v v
Item 4: The ability of firm x in providing products of high quality. v
Item 5: The ability of firm x in having competitive prices. v
Item 6: The ability of the employees at firm x to keep promises. v
Item 7: The perceived attractiveness of working at firm x. v
Item 8: The manner in which firm x treats its customers. v
Item 9: The ability of firm x in complying with agreed promises to customers. v v
Item 10: Your likelihood of recommending firm x to friends and colleagues. v v
Item 11: The customers’ trust in firm x. v
v v

Item 12: The ability of firm x to provide services within agreed time.

Additional question in 5 of the 17 months (item 13):

How likely do you think it is that the general customer base of firm x would want to recommend the firm to friends or

colleagues during the next month?

Please provide your answer on the scale below from 1-10, where 1 is ‘very unlikely’ and 10 is ‘very likely’.

PSQI = predicted service quality index
RCB = reputational capabilities barometer

v" = included in the above
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Example of managerial SIM dashboard of aggregated forecasts from frontline employees

Developments over time...

Items Feb | Mar April May Jun Jul Aug Sept

Oct

Nov

Dec

Jan

Item 1
Ttem 2
Item 3
Ttem 4
Item 5
Item 6
Ttem 7
Item 8
Ttem 9
Ttem 10
Ttem 11
Item 12
Ttem 13
Item 14

Feb Mar Apr May Jun [Sparkline

LY

OPB

Example of the frontpage for the online customer survey

Forventninger til TDC's udvikling

| dette spergeskema vil du blive spurgt om, hvordan du tror forskellige forhold hos TDC vil

udvikle sig i lobet af de neeste 3 maneder.

Spergeskemaet er en del af et forskningsprojekt i TDC. Projektets formal er

at undersege, hvorvidt vores kunder er pa forkant med udviklingen pa basis af jeres
daglige brug af vores produkter og kontakt med vores medarbejdere

Projektet handler med andre ord om at forsta TDC bedre. Vi ved, at naglen til bedre
forstaelse blandt andet ligger hos TDC's kunder — det vil sige hos dig

Frligt og anonymt

Spergeskemaet tager ca. 5-10 minutter at udfylde, og din besvarelse vil blive behandlet
anonymt. Det er vigtigt for projektet, at du kommer med din aerlige og personlige

vurdering.

Vi ser frem til at modtage din besvarelsel
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Example of a survey question and how responses may typically look like

How do you think the collaboration between departments at firm x will
develop during the next 3 months compared to today?

Why do you anticipate this development?

Example of answer: "It gets worse and worse with time. Often it is as if the
departments are fighting to not get the customer over to them — and the result is
that the customer gets thrown around between the different departments, and
becomes so frustrated that he/she eventually finds another product”.
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Chapter 5
Conclusion
5.1 Summary of key findings of the dissertation

In this final chapter of the dissertation, the key findings of the various papers will be
summarized and tied together. Moreover, the author will seek to answer the research question(s)
of the dissertation, and discuss implications, limitations and future research in view of the
dissertation’s results. The present study sought to advance research on SIM by proposing the use
of the collective wisdom of frontline employees. Little empirical work has followed up on
Ansoft’s (1975, 1980) introduction of SIM. Hence, the present dissertation sought to contribute
to this literary gap. Figure 5.1 shows some of the important findings of the dissertation, and
some novel questions that have emerged in view of the results. As it will be explicated in the
following, paper 1 makes a theoretical argument of why it is reasonable to expect that frontline
employees and customers should be able to forecast firm performance. Paper 3 tests the
predictive accuracy of these constituent groups, and finds that frontline employees are able to
predict accurately, whereas the customers are not. Paper 2 provides an overview of the strategy-

making processes, and finds that e.g., insights from the periphery are rarely utilized.

Figure 5.1: Key findings from the research and new emerging research questions.

I The same cannot be found for \|

_m the customer respondents in IL - —p Why?

. e the study.
among the frontline group better - I\ i !

I forecasters and if so, why? " -
1

Are certain subsets or individuals

Frontline employees are Frontline employees can col- However, the context seems
boundary spanning and some lectively predict firm perfor- to play an essential role in

of the most exposed to mance. This suggests that determining the extent to
changes. they can be utilized in which these peripheral inputs
SIM/SID. are actively utilized.

How can this paradox be
solved?

Source: Author’s own creation
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In chapter 1, the main research question(s) of the dissertation, and its composite papers,

were introduced. The main research question of the dissertation was as follows:

e Main research question of the dissertation: “To what extent can frontline
employees and customers predict firm performance — and how can it be utilized in
SIM?”

This main research question of the dissertation was further subdivided into specific
research questions for the respective papers that comprise the dissertation. The subdivided
research questions (i) operationalized the main research question (ii) provided a progressive
logic to the dissertation, and (iii) in combination, provide a comprehensive answer to the main
research question of the dissertation. The research question of the conceptual paper 1 (chapter 2)

was as follows:

e Paper 1: “How can collective wisdom be utilized in SIM? "

The research question of the qualitative paper 2 (chapter 3) was as follows:

e Paper 2: “How does intended and emergent strategy processes interact over time

in a hostile industry context?”

The quantitative paper 3 (chapter 4) had the following main research question with 3

working/sub-questions that operationalized the main research question of paper 3:

e Paper 3: “To what extent can frontline employees and customers predict firm

performance?”

» Paper 3 sub-question A: “What are the strategic issues frontline
employees (call center employees) and customers can predict and identify
for SIM?”

» Paper 3 sub-question B: “What is the predictive accuracy of frontline
employees compared with the predictive accuracy of customers?”

» Paper 3 sub-question C: “What are the implications of integrating
aggregated judgmental forecasting of strategic issues for SIM research and

practice?”
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To answer the above research questions, the author was immersed in a large
telecommunications provider in Denmark for three years (2013 — 2016) as an industrial PhD.
Here the researcher was part of 5 different departments in 4 different business divisions at
different points in time during the three-year period e.g., both the group strategy department as
well as the strategy and business development department in a newly established business
division. Hence, the researcher continuously moved between the strategic apex (corporate
center) and the organizational periphery (local business divisions) during the project, similar to
the transitionary swings of a pendulum. For a more detailed explication of the challenges and
dynamics in this research set-up, please refer to chapter 1 (section 1.7). The research questions
were addressed in three different papers, where each paper focused on a specific research
question that could provide part of an answer to the general research question of the dissertation.

Paper 1 (chapter 2): This was a conceptual paper that sought to provide an answer to the
first sub-question. The paper entailed both a literature review of strategic issue management,
integrative/interactive strategy-making and collective wisdom — as well as theory development,
by introducing various propositions based on a synthesis of rationales from the review. The
paper explored and developed a theoretical rationale for how to utilize collective wisdom of
frontline employees and customers in strategic issue management. The paper argues that in
order to utilize collective wisdom in SIM, a balance between collective wisdom and a receptive
central apex is needed. Here, collective wisdom is conditioned by the pre-requisites of ability,
diversity and independence. Moreover, a receptive central apex is comprised by managers
having ‘the right’ mindset in addition to having supportive organizational processes. In
combination, these two notions should create the potential for successful utilization of collective
wisdom in SIM. Paper 1 provides a cross-fertilization of the collective wisdom and strategy
literatures, but the main contribution of the paper lies in introducing the notion of collective
wisdom to further advance the literature on strategic issue management.

Paper 2 (chapter 3): This was a qualitative paper that explored how intended and
emergent strategy processes interact over time in a particular volatile (hostile) industry context.
The data consisted of semi-structured interviews, casual participant observations and archival
data. The paper extended recent work on a comparable case by Mirabeau and Maguire (2014),
by studying the market leader of a particularly hostile telecommunications context uncovering

an alternative model of strategic emergence. The findings illustrate how highly competitive
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industry conditions can create an organizational context that hinders inductive autonomous
initiatives and urges central deductive actions — thus, creating an information gap between the
ongoing experiences gained by lower-level employees operating in the periphery of the
organization and the perceptions of key decision-makers at the central apex. This setting
fostered instances of maverick behavior among certain employees, as a way of circumventing
formal strategy processes. Paper 2 contributes to the strategy literature by providing an
alternative model of strategic emergence.

Paper 3 (chapter 4): This was a quantitative paper that sought to measure the predictive
accuracy of respectively frontline (call center) employees and customers in predicting firm
performance. Paper 3 seeks to advance the literature on SIM, by arguing for the use of
aggregated judgmental forecasts from the periphery. Paper 3 assessed the accuracy of more than
150,000 individual forecasts based on 13,531 survey responses from both frontline (call center)
employees and customers. It is found that call center employees can predict the evolving
performance in the number of incoming calls, customer satisfaction and revenue. In contrast,
there is not found any significant results from the customers, albeit they are more respondents.
Paper 3 implicates promising prospects for incorporating aggregated judgmental forecasts from
frontline employees into SIM processes and systems.

In combination, the papers in the dissertation frame an interactive strategy-making
approach for using collective wisdom of frontline employees to continuously identify emerging
issues that updates top management about ongoing developments for active managerial
engagement in executing adaptive initiatives. More specifically, the following findings deserve
to be highlighted:

e To utilize the collective wisdom of the frontline in SIM, there needs to be a
balance between collective wisdom and a receptive central apex (paper 1).

e The industry context may condition a setting that is not conducive to include
insights from the organizational periphery (paper 2). Paradoxically, it may be in
these very industries where it could be useful to incorporate aggregated frontline

insights.
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e The results suggest that aggregated judgmental forecasts of frontline employees are
much more accurate than customer forecasts, which suggests that frontline

employees are a useful source of information for SIM (paper 3).

Hence, the 3 papers have in combination provided an answer to the main research question
of the dissertation, as they explicate (i) the extent of the predictive accuracy of frontline
employees and customers, and (ii) provide specific insights into how to utilize their collective
wisdom in SIM e.g., how and what they can predict, and maintaining a balance between
collective wisdom and a receptive central apex etc. As the results and findings are too abundant
to fully list here, only the main contours of the various papers have been provided in the
preceding section. For a more detailed explication of the various results, the reader is referred to
chapters 2, 3 and 4. In continuation of this brief summary of results, the following section will
build upon these insights by tying the three papers together.

5.2 Tying the three papers together

The three papers each have idiosyncratic findings that, nevertheless, can be combined to
provide a more comprehensive picture of the reality described in the study. Moreover, as
explicated in chapter 1 the various papers follow a progressive and complimentary structure and
logic with common presumptions on strategy. For instance, paper 1 provides a conceptual
argument that is needed to guide the empirical work. Paper 2 provides an understanding of the
organizational processes, and explicates how context may condition a certain approach towards
insights from the organizational periphery. Paper 3 illustrates that call center employees can
predict various dimensions related to firm performance. The same accuracy cannot be seen with
the customer respondents. Put differently, papers 1 and 3 suggest that the collective wisdom of
frontline employees can be utilized in SIM. Where paper 1 provides a conceptual argument,
paper 3 provides the empirical evidence in support of the argument. Paper 2 shows that a hostile
industry context may foster an environment where peripheral insights are not actively utilized.
Paper 3 (indirectly) suggests that the strategic processes seen in paper 2 come at a cost.
Moreover, the papers are tied together by common presumptions of strategy, research context
and process philosophy. Therefore, there is more than one linkage between the various papers.
In continuation of this, the papers are tied together as paper 1 explicates the theoretical

propositions that are partly tested in paper 3, within an organizational context described in paper
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2. Moreover, paper 1 argues for a balance between strategy processes and collective wisdom,
where paper 2 investigates strategy processes in the research setting, and paper 3 measures the
predictive accuracy i.e., collective wisdom. A more comprehensive explication of the structure
of the three papers is further detailed in chapter 1. However, the logic of the findings,
resembling a jigsaw puzzle of providing a piece of knowledge to a larger picture of reality, is
illustrated in figure 5.2. Here, the black cells in figure 5.2 refer to some of the new research

questions that have emerged, as detailed in figure 5.1.

Figure 5.2: Assembling a jigsaw puzzle of papers.

Theory

Strategy

Collective
wisdom

Source: Author’s own creation

5.3 Theoretical implications

The theoretical implications of the present study are apparent at both the article-level and
at the dissertation-level. That is, the various articles each have distinct contributions, and when
combined, the dissertation in itself makes a broader contribution. These contributions have
important theoretical implications in terms of advancing and extending the literature on strategic

issue management.

The study was motivated by a paradoxical position within strategic management. Here, the
literature has long alluded to the notion that lower-level employees immersed in business
operations should have updated experiential insights that may have strategic value (e.g.,
Burgelman and Grove, 1996; Mintzberg, 1987; Potter and Lipinsky, 2009) often unbeknownst to
top-management (Bower and Gilbert, 2007). Yet, these insights are rarely utilized by decision

makers, although they may be important resources for dynamic adaptive capabilities in high

178



velocity environments (Eisenhardt and Martin, 2000). Moreover, the notion of SIM has
traditionally been described as a managerial process, where little empirical research has
subsequently followed up on Ansoft’s (1975, 1980) pioneering work. Hence, the present
dissertation sought to advance research on SIM by introducing the collective wisdom of

frontline employees as a core resource in anticipating emerging strategic issues.

Seen as a whole, the dissertation contributes by (i) measuring the predictive accuracy of
frontline employees and customers in predicting firm performance; (ii) providing an argument
for utilizing the collective wisdom of frontline (call center) employees in strategic issue
management, and (iii) framing an organizational approach using collective wisdom of frontline
employees to identify and update top management of emerging strategic issues. Combined, the
dissertation extends and advances the literature on SIM, where not much empirical work has
followed up on Ansoff’s (1980) seminal article. Hence, this dissertation argues that (i) strategy
literature should reconsider and extend its focus upon strategic issue management; (ii) more
empirical studies should be conducted within strategic issue management — and in particular,
that (iii) utilizing the collective wisdom of frontline employees is a promising prospect for the

future study of strategic issue management.

Moreover, it is important to note that SIM can be perceived as a concept that, in part, is
able to bridge the seminal wedge between the planning/design schools of strategy and the
learning school of strategy (the reader is referred to chapter 1 for a more detailed explication of
this argument). Furthermore, the dissertation seeks to create a cross-fertilization between the
domains of collective wisdom and strategy, which is a predominantly unexplored territory that
should provide promising prospects for future studies. Moreover, the various papers similarly

make distinct contributions to the literature with important theoretical implications.

Paper 1: This paper seeks to introduce the concept of collective wisdom into SIM, which
comprises an important cross-fertilization of these different domains. In addition, the paper
seeks to highlight dimensions of learning as important elements of utilizing collective wisdom in
SIM. For instance, emphasis is put upon the superadditivity of interactive learning between the
corporate center and the organizational periphery (Page, 2007). Moreover, the paper argues that
the collective wisdom of the periphery can be utilized for double-loop learning if top

management has the right mindset (Argyris, 1976). Another contribution and implication,
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however, is the paper’s emphasis on a balance between collective wisdom and a receptive
central apex as pivotal criteria for realizing the potential of collective wisdom in SIM. This

proposition similarly extends existing research on SIM (Ansoff, 1975, 1980).

Paper 2: This study contributes by uncovering a model for strategic emergence that
extends current studies and illustrates the interplays (or lack of the same) between induced and
autonomous initiatives in a particular competitive setting. Moreover, the findings provide a
different and novel perspective between the interplays between intended and emergent strategy,
as well as the role of the environment in influencing how these elements interact over time. In
continuation of this, the paper introduces the concept of maverick behavior as an important
element in this interplay. Hence, the paper contributes with an extended model for strategic
emergence that extends contemporary knowledge of how it can come about (as an alternative to

e.g., Mirabeau and Maguire, 2014).

Paper 3: This paper provides empirical evidence that reinforces the long alluded to idea
within strategy literature that lower-level employees may have insights of strategic importance
(e.g., Burgelman and Grove 1996; Mintzberg, 1987; Potter and Lipinski, 2009). Put differently,
the paper seeks to advance strategic issue management by measuring the predictive accuracy of
frontline employees and customers in predicting firm performance, and by arguing that the
collective wisdom of frontline employees can be utilized to extend and advance Ansoff’s (1975,
1980) original work on SIM. The results point toward an interactive model of SIM, where the
collective wisdom of frontline (call center) employees can be utilized to update top management

about impending strategic issues.

Having explicated the theoretical contributions and implications of the dissertation, the
following will briefly touch upon the managerial implications from the study. This section will

emphasize the practical utility and potential of the findings.
5.4 Managerial implications

The present dissertation, and its composite articles, entails various findings that contribute
to, and challenge, current strategy thinking in practice. The utilization of collective wisdom
gathered from judgmental forecasts from frontline employees dispersed across the organization

to inform the corporate center of emerging issues is a new phenomenon in practice. The study
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provides evidence of the validity and relevance of the approach, and it provides both conceptual
guidelines for managing such an approach (paper 1), and it explicates practical methods for
carrying it out in practice (paper 3). Hence, the dissertation provides the contours and steps for
an organizational approach to utilizing peripheral insights in SIM. Moreover, paper 2 suggests
that these insights are currently being underutilized in contexts where this collective wisdom
should be able to provide the most value i.e., in large organizations operating in volatile
industries. This resonates with the arguments from the literature with respect to the utilization of
updated information from within the organization and its frontline employees (Arrow, 1974,
Dutton, 1993; Potter and Lipinski, 2009). Here, it is often emphasized how managers make
decisions ‘on automatic’, and that incorporation of diverse insights is hindered by substantial
information costs/information overload — as well as defensive reasoning when the dominant
logic is challenged (Burgelman and Grove, 1996). In continuation of this, the dissertation shows
that the environmental setting and firm heritage may foster a context where the interactive
learning between the corporate center and organizational periphery is close to being non-
existent. Hence, interactive strategy-making may constitute a unique and valuable strategic
resource in these environmental settings. This is especially pertinent as paper 2 similarly shows
that certain lower-level employees may act and react to emerging issues unbeknownst to top
managers through maverick behavior despite having a predominantly top-down driven approach
and reduced local slack. In combination, the papers point toward a practical suggestion of a
more balanced and interactive approach to strategy-making in large organizations in highly
competitive environments i.e., strategy-making as ‘walking on two feet in order to move the

organization forward’, as comprehensively explicated in chapters 1 and 3.
5.5 Limitations and further research

Although the present dissertation has interesting findings and important implications, it
will necessarily also entail certain limitations. Moreover, future studies can address some of
these limitations and further extend the proposed approach in order to further develop the notion

and test the verisimilitude of the conceptualized approach.

The findings of the project are naturally influenced by the fact that the study was
conducted in a single organization. Although important insights can be drawn from single cases

(Flyvbjerg, 2006; Siggelkow, 2007; Yin, 2003), the generalizability of the findings are naturally
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limited. Here, the findings from paper 2 seek to make analytical generalizations, where the
empirical observations are utilized to revise and relate to theory (Yin, 2003) — and paper 3 seeks
to provide a ‘proof-of-concept’ that can be replicated in future studies. Paper 3 similarly built
upon previous work by e.g., Hallin et al. (2012, 2013), and related its findings to other studies
within strategic management, which provided some avenues of analytical generalizations.
Despite these considerations and efforts, future research naturally necessitates that the concepts,
phenomena and rationales of the present dissertation are observed, tested and followed in
different settings with more variance. Here, it is likewise relevant to extend the present work to
e.g., other stakeholder groups such as former employees, suppliers, trade unions, consultants,
analysts, and stockholders. Moreover, the techniques and methods for collecting and analyzing
the dispersed insights may similarly benefit from novel developments within IT, such as
artificial intelligence/machine learning and big data. Doing so, would open up for interesting
work in following-up on the effectiveness of these mechanisms in SIM, as especially the notion
of big data has the potential to revolutionize management (McAfee and Brynjolfsson, 2012).
The process of utilizing the collective wisdom of the frontline in SIM could similarly have been
related to (i) the marketing literature on market research, and (ii) the literature on customer
relationship management i.e., CRM. Albeit the author sees clear conceptual and practical value
in relating the processes, concepts and findings of the present dissertation to these domains, the
author sought to keep a clear focus on contributing to the strategy literature — in particular the
SIM literature. However, this author strongly posits that using collective wisdom — in future
studies — should be related to the marketing literature on market research, customer satisfaction,
and CRM. There are important implications of utilizing this approach in marketing, as it could
potentially result in getting better, more timely and accurate information about customer
fulfillment compared to various market-based customer analyses. Moreover, the approach could
be extended as a way of streamlining supply chains based on accurate and timely frontline
forecasts in order to minimize so-called ‘bullwhip effects’, where demand variability may

increase as one moves away from the customer/frontline employee interaction.

Furthermore, the dissertation has not explicitly dealt with the related ‘costs’ of
incorporating frontline insights in detail. Albeit the actual monetary costs of incorporating
frontline insights are arguably rather low (although there are direct costs related to information

aggregation and opportunity costs of employees spending time on providing insights), the
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cognitive information costs entailed in doing so may be substantial suggesting that it does take a
certain kind of leadership approach to be able to utilize it in practice (e.g., being capable of
having diverse points of view, being open-minded, valuing diversity). Furthermore, maintaining
the needed flexibility that SIM requires does come at a cost as well; for instance, slack resources
are often required to create timely adaptive responses, and there may be cultural and cognitive

barriers related to modifying a pre-defined strategy within an organization.

Furthermore, some of the novel questions that directly emerge from the findings of the
dissertation are as follows: (i) The predictive accuracy seen among the frontline employees
could not be seen among the customer respondents in the study. Hence, it is relevant to test if
this is a general pattern and if so, why this is the case. It could be envisioned that this is an
industry-specific effect, but further work needs to be done in this area. There is currently little
attention to and discussion about how such industry-specific effects might arise, and why they
exist. (ii) Paper 3 provided evidence for the predictive capabilities among frontline employees,
but paper 2 suggests that in environments where this insight is needed, the environment itself
may condition an organizational setting where this insight is not utilized. Hence, future studies
may want to look into how this paradox can be overcome. (iii) Future studies may similarly
investigate if certain individuals among the frontline group are consistently better forecasters,
and if so —why? This latter question is relevant and interesting as it would provide a more
intricate understanding of the microfoundations of collective wisdom. Moreover, it would be
practically valuable, as it would potentially limit the amount of individuals to ask of emerging

developments, by understanding where and how individual forecasters outperform the others.

One of the important aspects in the findings of paper 2 was the apparent disconnect
between, on the one hand, the ‘heritage’ and ‘dominant logic’ of the organization — and on the
other hand, the turbulent and evolving dynamics of the environment. This is an aspect which has
similarly been seen in other studies of strategy in technology companies facing strategic
inflection points (Burgelman and Grove, 1996). Consequently, one potential research agenda
may entail how (i) contextual conditions may affect strategy processes, and (ii) how heritage and
dominant logics may simultaneously influence strategy processes under these various contextual
conditions. This research agenda may point towards contingent domains where it is particularly

essential that the frontline employees’ collective wisdom is utilized to update a dominant logic
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among management that is becoming obsolete (i.e., high velocity environment with a strong
dominant logic among the key decision makers, as seen in table 5.1). This phenomenon has
similarly been referred to as the Icarius paradox (Miller, 1992) or firm disruption (Christensen,
Anthony and Roth, 2004), where management is too focused on existing competencies instead
of anticipating the competitive competencies needed in the future (Andersen, 2013). This can be
particularly dangerous in highly volatile environments where the competencies, on which the

actors compete to build or sustain a market positioning, can suddenly shift and become obsolete.

One illustration of this may be the case of Nokia, which went from being a dominant
player within mobile phones to being disrupted by other market actors such as Apple. Here,
employees within Nokia could be expected to have known of the threat before (or while) it
happened — and would have been able to warn against the threat in a timely fashion. It has also
been documented how key decision makers within the firm were negligent of the impending
threat. Hence, managers were overconfident in their own preconceived forecasts of market

developments and competitive dynamics.

Table 5.1: Environment type versus dominant logic.

Weak dominant logic | Moderate dominant logic | Strong dominant logic
Stable
[ | Decreasing capacity
Moderately Increasing to adapt to changes
need to adapt
dynamic
High velocity

Source: Author’s own creation

Figure 5.3 summarizes the previously discussed domains where the present dissertation
has contributed — and the domains where the present dissertation could potentially be extended
to. Here the core contributions pertain to SIM and strategic emergence, but future studies could
similarly explore the same notions in relation to e.g., marketing/CRM, supply chain

management/bullwhip effects and artificial intelligence/machine learning.
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Moreover, the related costs of the approach could be further investigated in future studies,

where ‘costs’ can be either direct, indirect or be utilized figuratively such as ‘information costs’

to denote cognitive barriers and information overload.

Figure 5.3: Where does the present dissertation contribute — and where can it be extended to?

Other
domains

»Artificial intelligence - machine learning -
data mining - big data.

*Marketing, CRM.

*Supply chain management -> Way of
minimizing "the bullwhip effect'?

Strategic
emergence

+|t extends current models of strategic
emergence.

=|t argues for an interactive strategy-making
approach.

*Future studies: Environment vs dominant
logic - and the role of collective wisdom?

SIM

+|t advances existing literature on SIM.
|t introduces the notion of collective
wisdom of frontline employees in SIM.

*Future studies could extend it to different
industries.

*Future studies into related 'costs'.

Source: Author’s own creation

These avenues constitute fruitful trajectories for future research that has been inspired by,

and resulted from, the basic work conducted in the present study. It is the hope of the author that

collectively these efforts will provide enhanced wisdom i.e., the collective wisdom of various

research communities. As it has been explicated in the present dissertation, collective wisdom is

a result of the ability and diversity of its individual group members. Hence, future research

should similarly adhere to these key principles, inviting contributions from diverse and

knowledgable disciplines.
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Making Events Work Or,
How to Multiply Your Crisis

Pernille Schnoor

Brand Ethos

Om troveerdige brand- og
virksomhedsidentiteter i et retorisk og
diskursteoretisk perspektiv

Sidsel Fabech

Von welchem Osterreich ist hier die
Rede?

Diskursive forhandlinger og magt-
kampe mellem rivaliserende nationale
identitetskonstruktioner i @strigske
pressediskurser

Klavs Odgaard Christensen
Sprogpolitik og identitetsdannelse i
flersprogede forbundsstater

Et komparativt studie af Schweiz og
Canada

Dana B. Minbaeva

Human Resource Practices and
Knowledge Transfer in Multinational
Corporations

Holger Hgjlund

Markedets politiske fornuft

Et studie af velfeerdens organisering i
perioden 1990-2003

Christine Mglgaard Frandsen
A.s erfaring
Om mellemveerendets praktik i en

29.
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10.

transformation af mennesket og
subjektiviteten

Sine Ngrholm Just

The Constitution of Meaning

— A Meaningful Constitution?
Legitimacy, identity, and public opinion
in the debate on the future of Europe

Claus J. Varnes

Managing product innovation through
rules — The role of formal and structu-
red methods in product development

Helle Hedegaard Hein
Mellem konflikt og konsensus
— Dialogudvikling pa hospitalsklinikker

Axel Roseng

Customer Value Driven Product Inno-
vation — A Study of Market Learning in
New Product Development

Sgren Buhl Pedersen
Making space
An outline of place branding

Camilla Funck Ellehave

Differences that Matter

An analysis of practices of gender and
organizing in contemporary work-
places

Rigmor Madeleine Lond
Styring af kommunale forvaltninger

Mette Aagaard Andreassen
Supply Chain versus Supply Chain
Benchmarking as a Means to
Managing Supply Chains

Caroline Aggestam-Pontoppidan
From an idea to a standard

The UN and the global governance of
accountants’ competence

Norsk ph.d.

Vivienne Heng Ker-ni
An Experimental Field Study on the
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14.

15

16.

17.

18.

19.

Effectiveness of Grocer Media
Advertising

Measuring Ad Recall and Recognition,
Purchase Intentions and Short-Term
Sales

Allan Mortensen
Essays on the Pricing of Corporate
Bonds and Credit Derivatives

Remo Stefano Chiari

Figure che fanno conoscere

Itinerario sull’idea del valore cognitivo
e espressivo della metafora e di altri
tropi da Aristotele e da Vico fino al
cognitivismo contemporaneo

Anders Mcllquham-Schmidt

Strategic Planning and Corporate
Performance

An integrative research review and a
meta-analysis of the strategic planning
and corporate performance literature
from 1956 to 2003

Jens Geersbro

The TDF — PMI Case

Making Sense of the Dynamics of
Business Relationships and Networks

Mette Andersen

Corporate Social Responsibility in
Global Supply Chains

Understanding the uniqueness of firm
behaviour

Eva Boxenbaum
Institutional Genesis: Micro — Dynamic
Foundations of Institutional Change

Peter Lund-Thomsen

Capacity Development, Environmental
Justice NGOs, and Governance: The
Case of South Africa

Signe Jarlov
Konstruktioner af offentlig ledelse

Lars Staehr Jensen

Vocabulary Knowledge and Listening
Comprehension in English as a Foreign
Language

20.
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22.

23.

24.

25.

26.

27.

28.
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An empirical study employing data
elicited from Danish EFL learners

Christian Nielsen

Essays on Business Reporting
Production and consumption of
strateqgic information in the market for
information

Marianne Thejls Fischer
Egos and Ethics of Management
Consultants

Annie Bekke Kjeer

Performance management | Proces-
innovation

— belyst | et social-konstruktivistisk
perspektiv

Suzanne Dee Pedersen
GENTAGELSENS METAMORFOSE

Om organisering af den kreative garen
i den kunstneriske arbejdspraksis

Benedikte Dorte Rosenbrink
Revenue Management

@konomiske, konkurrencemeaessige &
organisatoriske konsekvenser

Thomas Riise Johansen

Written Accounts and Verbal Accounts
The Danish Case of Accounting and
Accountability to Employees

Ann Fogelgren-Pedersen
The Mobile Internet: Pioneering Users’
Adoption Decisions

Birgitte Rasmussen
Ledelse i feellesskab — de tillidsvalgtes
fornyende rolle

Gitte Thit Nielsen

Remerger

— skabende ledelseskraefter i fusion og
opkeb

Carmine Gioia
A MICROECONOMETRIC ANALYSIS OF
MERGERS AND ACQUISITIONS
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Ole Hinz

Den effektive forandringsleder: pilot,
peedaqgog eller politiker?

Et studie i arbejdslederes meningstil-
skrivninger i forbindelse med vellykket
gennemfarelse af ledelsesinitierede
forandringsprojekter

Kjell-Age Gotvassli

Et praksisbasert perspektiv pa dynami-
ske

leeringsnettverk i toppidretten

Norsk ph.d., €] til salg gennem
Samfundslitteratur

Henriette Langstrup Nielsen

Linking Healthcare

An inquiry into the changing perfor-
mances of web-based technology for
asthma monitoring

Karin Tweddell Levinsen

Virtuel Uddannelsespraksis

Master i IKT og Laering — et casestudie
i hvordan proaktiv proceshandtering
kan forbedre praksis i virtuelle leerings-
miljoer

Anika Liversage

Finding a Path

Labour Market Life Stories of
Immigrant Professionals

Kasper Elmquist Jgrgensen
Studier i samspillet mellem stat og
erhvervsliv i Danmark under

1. verdenskrig

Finn Janning
A DIFFERENT STORY
Seduction, Conquest and Discovery

Patricia Ann Plackett

Strategic Management of the Radical
Innovation Process

Leveraging Social Capital for Market
Uncertainty Management

Christian Vintergaard
Early Phases of Corporate Venturing

10.

11.

Niels Rom-Poulsen
Essays in Computational Finance

Tina Brandt Husman

Organisational Capabilities,
Competitive Advantage & Project-
Based Organisations

The Case of Advertising and Creative
Good Production

Mette Rosenkrands Johansen

Practice at the top

— how top managers mobilise and use
non-financial performance measures

Eva Parum
Corporate governance som strategisk
kommunikations- og ledelsesvaerktgj

Susan Aagaard Petersen

Culture’s Influence on Performance
Management: The Case of a Danish
Company in China

Thomas Nicolai Pedersen

The Discursive Constitution of Organi-
zational Governance — Between unity
and differentiation

The Case of the governance of
environmental risks by World Bank
environmental staff

Cynthia Selin
\olatile Visions: Transactons in
Anticipatory Knowledge

Jesper Banghgj
Financial Accounting Information and
Compensation in Danish Companies

Mikkel Lucas Overby
Strategic Alliances in Emerging High-
Tech Markets: What's the Difference
and does it Matter?

Tine Aage

External Information Acquisition of
Industrial Districts and the Impact of
Different Knowledge Creation Dimen-
sions
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A case study of the Fashion and
Design Branch of the Industrial District
of Montebelluna, NE Italy

Mikkel Flyverbom

Making the Global Information Society
Governable

On the Governmentality of Multi-
Stakeholder Networks

Anette Grgnning

Personen bag

Tilstedeveer i e-mail som inter-
aktionsform mellem kunde og med-
arbejder i dansk forsikringskontekst

Jorn Helder
One Company — One Language?
The NN-case

Lars Bjerregaard Mikkelsen

Differing perceptions of customer
value

Development and application of a tool
for mapping perceptions of customer
value at both ends of customer-suppli-
er dyads in industrial markets

Lise Granerud

Exploring Learning

Technological learning within small
manufacturers in South Africa

Esben Rahbek Pedersen
Between Hopes and Realities:
Reflections on the Promises and
Practices of Corporate Social
Responsibility (CSR)

Ramona Samson

The Cultural Integration Model and
European Transformation.

The Case of Romania

Jakob Vestergaard

Discipline in The Global Economy
Panopticism and the Post-Washington
Consensus

10.

Heidi Lund Hansen

Spaces for learning and working

A qualitative study of change of work,
management, vehicles of power and
social practices in open offices

Sudhanshu Rai

Exploring the internal dynamics of
software development teams during
user analysis

A tension enabled Institutionalization
Model; “Where process becomes the
objective”

Norsk ph.d.
Ej til salg gennem Samfundslitteratur

Serden Ozcan

EXPLORING HETEROGENEITY IN
ORGANIZATIONAL ACTIONS AND
OUTCOMES

A Behavioural Perspective

Kim Sundtoft Hald
Inter-organizational Performance
Measurement and Management in
Action

— An Ethnography on the Construction
of Management, Identity and
Relationships

Tobias Lindeberg

Evaluative Technologies
Quality and the Multiplicity of
Performance

Merete Wedell-Wedellsborg

Den globale soldat

Identitetsdannelse og identitetsledelse
i multinationale militaere organisatio-
ner

Lars Frederiksen

Open Innovation Business Models
Innovation in firm-hosted online user
communities and inter-firm project
ventures in the music industry

— A collection of essays

Jonas Gabrielsen
Retorisk toposlere — fra statisk ‘sted’
til persuasiv aktivitet
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Christian Moldt-Jgrgensen

Fra meningsles til meningsfuld
evaluering.

Anvendelsen af studentertilfredsheds-
malinger pa de korte og mellemlange
videregaende uddannelser set fra et
psykodynamisk systemperspektiv

Ping Gao

Extending the application of
actor-network theory

Cases of innovation in the tele-
communications industry

Peter Mejlby

Frihed og feengsel, en del af den
samme drem?

Et phronetisk baseret casestudie af
frigerelsens og kontrollens sam-
eksistens i veerdibaseret ledelse!

Kristina Birch
Statistical Modelling in Marketing

Signe Poulsen

Sense and sensibility:

The lanquage of emotional appeals in
insurance marketing

Anders Bjerre Trolle
Essays on derivatives pricing and dyna-
mic asset allocation

Peter Feldhutter
Empirical Studies of Bond and Credit
Markets

Jens Henrik Eggert Christensen
Default and Recovery Risk Modeling
and Estimation

Maria Theresa Larsen

Academic Enterprise: A New Mission
for Universities or a Contradiction in
Terms?

Four papers on the long-term impli-
cations of increasing industry involve-
ment and commercialization in acade-
mia
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25.

26.

27.

28.

Morten Wellendorf
Postimplementering af teknologi i den
offentlige forvaltning

Analyser af en organisations konti-
nuerlige arbejde med informations-
teknologi

Ekaterina Mhaanna
Concept Relations for Terminological
Process Analysis

Stefan Ring Thorbjgrnsen

Forsvaret i forandring

Et studie i officerers kapabiliteter un-
der pavirkning af omverdenens foran-
dringspres mod @get styring og lering

Christa Breum Amhg;j

Det selvskabte medlemskab om ma-
nagementstaten, dens styringstekno-
logier og indbyggere

Karoline Bromose

Between Technological Turbulence and
Operational Stability

— An empirical case study of corporate
venturing in TDC

Susanne Justesen

Navigating the Paradoxes of Diversity
in Innovation Practice

— A Longitudinal study of six very
different innovation processes — in
practice

Luise Noring Henler
Conceptualising successful supply
chain partnerships

— Viewing supply chain partnerships
from an organisational culture per-
spective

Mark Mau

Kampen om telefonen

Det danske telefonvaesen under den
tyske besaettelse 1940-45

Jakob Halskov

The semiautomatic expansion of
existing terminological ontologies
using knowledge patterns discovered
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33.

34.
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2008

on the WWW — an implementation
and evaluation

Gergana Koleva

European Policy Instruments Beyond
Networks and Structure: The Innova-
tive Medicines Initiative

Christian Geisler Asmussen
Global Strategy and International
Diversity: A Double-Edged Sword?

Christina Holm-Petersen

Stolthed og fordom

Kultur- og identitetsarbejde ved ska-
belsen af en ny sengeafdeling gennem
fusion

Hans Peter Olsen

Hybrid Governance of Standardized
States

Causes and Contours of the Global
Regulation of Government Auditing

Lars Bage Sgrensen
Risk Management in the Supply Chain

Peter Aagaard

Det unikkes dynamikker

De institutionelle mulighedsbetingel-
ser bag den individuelle udforskning i
professionelt og frivilligt arbejde

Yun Mi Antorini

Brand Community Innovation

An Intrinsic Case Study of the Adult
Fans of LEGO Community

Joachim Lynggaard Boll

Labor Related Corporate Social Perfor-
mance in Denmark

Organizational and Institutional Per-
spectives

Frederik Christian Vinten
Essays on Private Equity

Jesper Clement
Visual Influence of Packaging Design
on In-Store Buying Decisions

10.

11.

Marius Brostrgm Kousgaard

Tid til kvalitetsmaling?

— Studier af indrulleringsprocesser i
forbindelse med introduktionen af
kliniske kvalitetsdatabaser i speciallae-
gepraksissektoren

Irene Skovgaard Smith
Management Consulting in Action
Value creation and ambiguity in
client-consultant relations

Anders Rom

Management accounting and inte-
grated information systems

How to exploit the potential for ma-
nagement accounting of information
technology

Marina Candi

Aesthetic Design as an Element of
Service Innovation in New Technology-
based Firms

Morten Schnack

Teknologi og tveerfaglighed

— en analyse af diskussionen omkring
indferelse af EPJ pa en hospitalsafde-
ling

Helene Balslev Clausen

Juntos pero no revueltos — un estudio
sobre emigrantes norteamericanos en
un pueblo mexicano

Lise Justesen

Kunsten at skrive revisionsrapporter.
En beretning om forvaltningsrevisio-
nens beretninger

Michael E. Hansen

The politics of corporate responsibility:
CSR and the governance of child labor
and core labor rights in the 1990s

Anne Roepstorff

Holdning for handling — en etnologisk
undersagelse af Virksomheders Sociale
Ansvar/CSR
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Claus Bajlum
Essays on Credit Risk and
Credit Derivatives

Anders Bojesen

The Performative Power of Competen-
ce —an Inquiry into Subjectivity and
Social Technologies at Work

Satu Reijonen

Green and Fragile

A Study on Markets and the Natural
Environment

llduara Busta
Corporate Governance in Banking
A European Study

Kristian Anders Hvass

A Boolean Analysis Predicting Industry
Change: Innovation, Imitation & Busi-
ness Models

The Winning Hybrid: A case study of
isomorphism in the airline industry

Trine Paludan

De uvidende og de udviklingsparate
Identitet som mulighed oq restriktion
blandt fabriksarbejdere pa det aftaylo-
riserede fabriksqulv

Kristian Jakobsen
Foreign market entry in transition eco-
nomies: Entry timing and mode choice

Jakob Elming
Syntactic reordering in statistical ma-
chine translation

Lars Breamsge Termansen

Regional Computable General Equili-
brium Models for Denmark

Three papers laying the foundation for
regional CGE models with agglomera-
tion characteristics

Mia Reinholt
The Motivational Foundations of
Knowledge Sharing

22.

23.

24,

25.

26.
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Frederikke Krogh-Meibom

The Co-Evolution of Institutions and
Technology

— A Neo-Institutional Understanding of
Change Processes within the Business
Press — the Case Study of Financial
Times

Peter D. @rberg Jensen

OFFSHORING OF ADVANCED AND
HIGH-VALUE TECHNICAL SERVICES:
ANTECEDENTS, PROCESS DYNAMICS
AND FIRMLEVEL IMPACTS

Pham Thi Song Hanh

Functional Upgrading, Relational
Capability and Export Performance of
Vietnamese Wood Furniture Producers

Mads Vangkilde

Why wait?

An Exploration of first-mover advanta-
ges among Danish e-grocers through a
resource perspective

Hubert Buch-Hansen

Rethinking the History of European
Level Merger Control

A Critical Political Economy Perspective

Vivian Lindhardsen

From Independent Ratings to Commu-
nal Ratings: A Study of CWA Raters’
Decision-Making Behaviours

Gudrid Weihe
Public-Private Partnerships: Meaning
and Practice

Chris Ngkkentved

Enabling Supply Networks with Colla-
borative Information Infrastructures
An Empirical Investigation of Business
Model Innovation in Supplier Relation-
ship Management

Sara Louise Muhr
Wound, Interrupted — On the Vulner-
ability of Diversity Management
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13.

Christine Sestoft
Forbrugeradfeerd i et Stats- og Livs-
formsteoretisk perspektiv

Michael Pedersen

Tune in, Breakdown, and Reboot: On
the production of the stress-fit self-
managing employee

Salla Lutz

Position and Reposition in Networks

— Exemplified by the Transformation of
the Danish Pine Furniture Manu-
facturers

Jens Forssbaeck
Essays on market discipline in
commercial and central banking

Tine Murphy

Sense from Silence — A Basis for Orga-
nised Action

How do Sensemaking Processes with
Minimal Sharing Relate to the Repro-
duction of Organised Action?

Sara Malou Strandvad

Inspirations for a new sociology of art:
A sociomaterial study of development
processes in the Danish film industry

Nicolaas Mouton

On the evolution of social scientific
metaphors:

A cognitive-historical enquiry into the
divergent trajectories of the idea that
collective entities — states and societies,
cities and corporations — are biological
organisms.

Lars Andreas Knutsen
Mobile Data Services:
Shaping of user engagements

Nikolaos Theodoros Korfiatis
Information Exchange and Behavior
A Multi-method Inquiry on Online
Communities
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16.

17.

18.

19.

20.
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Jens Albaek

Forestillinger om kvalitet og tveerfaglig-
hed pa sygehuse

— skabelse af forestillinger i laege- og
plejegrupperne angaende relevans af
nye idéer om kvalitetsudvikling gen-
nem tolkningsprocesser

Maja Lotz
The Business of Co-Creation — and the
Co-Creation of Business

Gitte P. Jakobsen

Narrative Construction of Leader Iden-
tity in a Leader Development Program
Context

Dorte Hermansen

“Living the brand” som en brandorien-
teret dialogisk praxis:

Om udvikling af medarbejdernes
brandorienterede demmekraft

Aseem Kinra
Supply Chain (logistics) Environmental
Complexity

Michael Ngrager

How to manage SMEs through the
transformation from non innovative to
innovative?

Kristin Wallevik
Corporate Governance in Family Firms
The Norwegian Maritime Sector

Bo Hansen Hansen
Beyond the Process
Enriching Software Process Improve-
ment with Knowledge Management

Annemette Skot-Hansen

Franske adjektivisk afledte adverbier,
der tager preepositionssyntagmer ind-
ledt med praepositionen a som arqu-
menter

En valensgrammatisk undersagelse

Line Gry Knudsen
Collaborative R&D Capabilities
In Search of Micro-Foundations
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Christian Scheuer
Employers meet employees
Essays on sorting and globalization

Rasmus Johnsen

The Great Health of Melancholy

A Study of the Pathologies of Perfor-
mativity

Ha Thi Van Pham

Internationalization, Competitiveness
Enhancement and Export Performance
of Emerging Market Firms:

Evidence from Vietnam

Henriette Balieu

Kontrolbegrebets betydning for kausa-
tivalternationen i spansk

En kognitiv-typologisk analyse

Yen Tran

Organizing Innovationin Turbulent
Fashion Market

Four papers on how fashion firms crea-
te and appropriate innovation value

Anders Raastrup Kristensen
Metaphysical Labour

Flexibility, Performance and Commit-
ment in Work-Life Management

Margrét Sigrdn Sigurdardottir
Dependently independent
Co-existence of institutional logics in
the recorded music industry

Asta Dis Oladéttir

Internationalization from a small do-
mestic base:

An empirical analysis of Economics and
Management

Christine Secher

E-deltagelse i praksis — politikernes og
forvaltningens medkonstruktion og
konsekvenserne heraf

Marianne Stang Valand
What we talk about when we talk
about space:

10.

11.

12.

13.

14.

15.

End User Participation between Proces-
ses of Organizational and Architectural
Design

Rex Degnegaard

Strategic Change Management
Change Management Challenges in
the Danish Police Reform

Ulrik Schultz Brix

Veaerdi i rekruttering — den sikre beslut-
ning

En pragmatisk analyse af perception
og synliggerelse af veerdi i rekrutte-
rings- og udveelgelsesarbejdet

Jan Ole Simila

Kontraktsledelse

Relasjonen mellom virksomhetsledelse
og kontraktshandtering, belyst via fire
norske virksomheter

Susanne Boch Waldorff

Emerging Organizations: In between
local translation, institutional logics
and discourse

Brian Kane

Performance Talk

Next Generation Management of
Organizational Performance

Lars Ohnemus

Brand Thrust: Strateqgic Branding and
Shareholder Value

An Empirical Reconciliation of two
Critical Concepts

Jesper Schlamovitz
Handtering af usikkerhed i film- og
byggeprojekter

Tommy Moesby-Jensen

Det faktiske livs forbindtlighed
Farsokratisk informeret, ny-aristotelisk
MBoc-taenkning hos Martin Heidegger

Christian Fich

Two Nations Divided by Common
Values

French National Habitus and the
Rejection of American Power
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22.
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24,

Peter Beyer

Processer, sammenhaengskraft

oq fleksibilitet

Et empirisk casestudie af omstillings-
forleb i fire virksomheder

Adam Buchhorn

Markets of Good Intentions
Constructing and Organizing
Biogas Markets Amid Fragility
and Controversy

Cecilie K. Moesby-Jensen

Social leering og feelles praksis

Et mixed method studie, der belyser
leeringskonsekvenser af et lederkursus
for et praksisfaellesskab af offentlige
mellemledere

Heidi Boye

Fadevarer og sundhed | sen-
modernismen

— En indsigt i hyggefaeenomenet og
de relaterede fadevarepraksisser

Kristine Munkgard Pedersen
Flygtige forbindelser og midlertidige
mobiliseringer

Om kulturel produktion pa Roskilde
Festival

Oliver Jacob Weber

Causes of Intercompany Harmony in
Business Markets — An Empirical Inve-
stigation from a Dyad Perspective

Susanne Ekman

Authority and Autonomy
Paradoxes of Modern Knowledge
Work

Anette Frey Larsen

Kvalitetsledelse pa danske hospitaler

— Ledelsernes indflydelse pa introduk-
tion og vedligeholdelse af kvalitetsstra-
tegier i det danske sundhedsvaesen

Toyoko Sato

Performativity and Discourse: Japanese
Advertisements on the Aesthetic Edu-
cation of Desire
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26.

27.

28.

29.

30.

31.

32.

33.

34.

35.

Kenneth Brinch Jensen

Identifying the Last Planner System
Lean management in the construction
industry

Javier Busquets
Orchestrating Network Behavior
for Innovation

Luke Patey

The Power of Resistance: India’s Na-
tional Oil Company and International
Activism in Sudan

Mette Vedel

Value Creation in Triadic Business Rela-
tionships. Interaction, Interconnection
and Position

Kristian Tarning
Knowledge Management Systems in
Practice — A Work Place Study

Qingxin Shi

An Empirical Study of Thinking Aloud
Usability Testing from a Cultural
Perspective

Tanja Juul Christiansen
Corporate blogging: Medarbejderes
kommunikative handlekraft

Malgorzata Ciesielska

Hybrid Organisations.

A study of the Open Source — business
setting

Jens Dick-Nielsen
Three Essays on Corporate Bond
Market Liquidity

Sabrina Speiermann

Modstandens Politik
Kampagnestyring i Velfserdsstaten.

En diskussion af trafikkampagners sty-
ringspotentiale

Julie Uldam

Fickle Commitment. Fostering political
engagement in 'the flighty world of
online activism’



36.

37.

38.

2011

Annegrete Juul Nielsen
Traveling technologies and
transformations in health care

Athur Mihlen-Schulte

Organising Development

Power and Organisational Reform in
the United Nations Development
Programme

Louise Rygaard Jonas

Branding pa butiksqulvet

Et case-studie af kultur- og identitets-
arbejdet i Kvickly

Stefan Fraenkel

Key Success Factors for Sales Force
Readiness during New Product Launch
A Study of Product Launches in the
Swedish Pharmaceutical Industry

Christian Plesner Rossing
International Transfer Pricing in Theory
and Practice

Tobias Dam Hede

Samtalekunst og ledelsesdisciplin

— en analyse af coachingsdiskursens
genealogi og governmentality

Kim Pettersson
Essays on Audit Quality, Auditor Choi-
ce, and Equity Valuation

Henrik Merkelsen

The expert-lay controversy in risk
research and management. Effects of
institutional distances. Studies of risk
definitions, perceptions, management
and communication

Simon S. Torp

Employee Stock Ownership:

Effect on Strategic Management and
Performance

Mie Harder
Internal Antecedents of Management
Innovation

10.

11.

13.

14.

15.

16.

17.

18.

Ole Helby Petersen

Public-Private Partnerships: Policy and
Regulation — With Comparative and
Multi-level Case Studies from Denmark
and Ireland

Morten Krogh Petersen
‘Good’ Outcomes. Handling Multipli-
city in Government Communication

Kristian Tangsgaard Hvelplund
Allocation of cognitive resources in
translation - an eye-tracking and key-
logging study

Moshe Yonatany
The Internationalization Process of
Digital Service Providers

Anne Vestergaard

Distance and Suffering

Humanitarian Discourse in the age of
Mediatization

Thorsten Mikkelsen
Personligsheds indflydelse pa forret-
ningsrelationer

Jane Thostrup Jagd

Hvorfor fortseetter fusionsbalgen ud-
over "the tipping point”?

— en empirisk analyse af information
0g kognitioner om fusioner

Gregory Gimpel

Value-driven Adoption and Consump-
tion of Technology: Understanding
Technology Decision Making

Thomas Stengade Sgnderskov

Den nye mulighed

Social innovation i en forretningsmeaes-
sig kontekst

Jeppe Christoffersen
Donor supported strategic alliances in
developing countries

Vibeke Vad Baunsgaard
Dominant Ideological Modes of
Rationality: Cross functional
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24.

25.

26.

27.

28.

29.

integration in the process of product
innovation

Throstur Olaf Sigurjonsson
Governance Failure and Icelands’s
Financial Collapse

Allan Sall Tang Andersen
Essays on the modeling of risks in
interest-rate and inflation markets

Heidi Tscherning
Mobile Devices in Social Contexts

Birgitte Gorm Hansen

Adapting in the Knowledge Economy
Lateral Strategies for Scientists and
Those Who Study Them

Kristina Vaarst Andersen

Optimal Levels of Embeddedness
The Contingent Value of Networked
Collaboration

Justine Grgnbaek Pors

Noisy Management

A History of Danish School Governing
from 1970-2010

Stefan Linder

Micro-foundations of Strategic
Entrepreneurship

Essays on Autonomous Strategic Action

Xin Li

Toward an Integrative Framework of
National Competitiveness

An application to China

Rune Thorbjgrn Clausen

Veerdifuld arkitektur

Et eksplorativt studie af bygningers
rolle i virksomheders vaerdiskabelse

Monica Viken
Markedsunderseokelser som bevis i
varemerke- og markedstfaringsrett

Christian Wymann

Tattooing

The Economic and Artistic Constitution
of a Social Phenomenon

31.

32.

33.

2012

R

Sanne Frandsen

Productive Incoherence

A Case Study of Branding and
Identity Struggles in a Low-Prestige
Organization

Mads Stenbo Nielsen
Essays on Correlation Modelling

lvan Hauser

Folelse og sprog

Etablering af en ekspressiv kategori,
eksemplificeret pa russisk

Sebastian Schwenen
Security of Supply in Electricity Markets

Peter Holm Andreasen

The Dynamics of Procurement
Management

- A Complexity Approach

Martin Haulrich
Data-Driven Bitext Dependency
Parsing and Alignment

Line Kirkegaard

Konsulenten i den anden nat
En undersagelse af det intense
arbejdsliv

Tonny Stenheim
Decision usefulness of goodwill
under IFRS

Morten Lind Larsen
Produktivitet, vaekst og velfserd
Industriradet og efterkrigstidens
Danmark 1945 - 1958

Petter Berg
Cartel Damages and Cost Asymmetries

Lynn Kahle

Experiential Discourse in Marketing
A methodical inquiry into practice
and theory

Anne Roelsgaard Obling
Management of Emotions
in Accelerated Medical Relationships



10.

11.

12.

13.

14.

15.

16.

17.

18.

19.

Thomas Frandsen
Managing Modularity of
Service Processes Architecture

Carina Christine Skovmgller

CSR som noget seerligt

Et casestudie om styring og menings-
skabelse i relation til CSR ud fra en
intern optik

Michael Tell

Fradragsbeskaering af selskabers
finansieringsudqifter

En skatteretlig analyse af SEL §§ 11,
11Bog 11C

Morten Holm

Customer Profitability Measurement
Models

Their Merits and Sophistication
across Contexts

Katja Joo Dyppel
Beskatning af derivater
En analyse af dansk skatteret

Esben Anton Schultz
Essays in Labor Economics
Evidence from Danish Micro Data

Carina Risvig Hansen
“Contracts not covered, or not fully
covered, by the Public Sector Directive”

Anja Svejgaard Pors

Iveerksaettelse af kommunikation

- patientfigurer i hospitalets strategiske
kommunikation

Frans Bévort

Making sense of management with
logics

An ethnographic study of accountants
who become managers

René Kallestrup
The Dynamics of Bank and Sovereign
Credit Risk

Brett Crawford

Revisiting the Phenomenon of Interests
in Organizational Institutionalism

The Case of U.S. Chambers of
Commerce

20.

21.

22.

23.

24.

25.

26.

27.

28.

29.

30.

Mario Daniele Amore
Essays on Empirical Corporate Finance

Arne Stjernholm Madsen

The evolution of innovation strateqy
Studied in the context of medical
device activities at the pharmaceutical
company Novo Nordisk A/S in the
period 1980-2008

Jacob Holm Hansen

Is Social Integration Necessary for
Corporate Branding?

A study of corporate branding
strategies at Novo Nordisk

Stuart Webber
Corporate Profit Shifting and the
Multinational Enterprise

Helene Ratner

Promises of Reflexivity
Managing and Researching
Inclusive Schools

Therese Strand
The Owners and the Power: Insights
from Annual General Meetings

Robert Gavin Strand
In Praise of Corporate Social
Responsibility Bureaucracy

Nina Sormunen

Auditor’s going-concern reporting
Reporting decision and content of the
report

John Bang Mathiasen

Learning within a product development
working practice:

- an understanding anchored

in pragmatism

Philip Holst Riis
Understanding Role-Oriented Enterprise
Systems: From Vendors to Customers

Marie Lisa Dacanay

Social Enterprises and the Poor
Enhancing Social Entrepreneurship and
Stakeholder Theory



31.

32.

33.

34.

35.

36.

37.

38.

39.

40.

Fumiko Kano Gluckstad

Bridging Remote Cultures: Cross-lingual
concept mapping based on the
information receiver’s prior-knowledge

Henrik Barslund Fosse
Empirical Essays in International Trade

Peter Alexander Albrecht
Foundational hybridity and its
reproduction

Security sector reform in Sierra Leone

Maja Rosenstock

CSR - hvor sveert kan det veere?
Kulturanalytisk casestudie om
udfordringer og dilemmaer med at
forankre Coops CSR-strategi

Jeanette Rasmussen

Tweens, medier og forbrug

Et studie af 10-12 arige danske barns
brug af internettet, opfattelse og for-
staelse af markedsfering og forbrug

Ib Tunby Gulbrandsen

‘This page is not intended for a
US Audience’

A five-act spectacle on online
communication, collaboration
& organization.

Kasper Aalling Teilmann
Interactive Approaches to
Rural Development

Mette Mogensen

The Organization(s) of Well-being

and Productivity

(Re)assembling work in the Danish Post

Sgren Friis Mgiller

From Disinterestedness to Engagement
Towards Relational Leadership In the
Cultural Sector

Nico Peter Berhausen

Management Control, Innovation and
Strateqgic Objectives — Interactions and
Convergence in Product Development
Networks

41.

42.

43.

2013

Balder Onarheim

Creativity under Constraints
Creativity as Balancing
‘Constrainedness’

Haoyong Zhou
Essays on Family Firms

Elisabeth Naima Mikkelsen

Making sense of organisational conflict
An empirical study of enacted sense-
making in everyday conflict at work

Jacob Lyngsie
Entrepreneurship in an Organizational
Context

Signe Groth-Brodersen

Fra ledelse til selvet

En socialpsykologisk analyse af
forholdet imellem selvledelse, ledelse
og stress i det moderne arbejdsliv

Nis Hayrup Christensen

Shaping Markets: A Neoinstitutional
Analysis of the Emerging
Organizational Field of Renewable
Energy in China

Christian Edelvold Berg

As a matter of size

THE IMPORTANCE OF CRITICAL
MASS AND THE CONSEQUENCES OF
SCARCITY FOR TELEVISION MARKETS

Christine D. Isakson

Coworker Influence and Labor Mobility
Essays on Turnover, Entrepreneurship
and Location Choice in the Danish
Maritime Industry

Niels Joseph Jerne Lennon
Accounting Qualities in Practice
Rhizomatic stories of representational
faithfulness, decision making and
control

Shannon O'Donnell

Making Ensemble Possible

How special groups organize for
collaborative creativity in conditions
of spatial variability and distance



10.

11.

12.

13.

14.

15.

16.

17.

18.

Robert W. D. Veitch

Access Decisions in a

Partly-Digital World

Comparing Digital Piracy and Legal
Modes for Film and Music

Marie Mathiesen
Making Strateqy Work
An Organizational Ethnography

Arisa Shollo
The role of business intelligence in
organizational decision-making

Mia Kaspersen
The construction of social and
environmental reporting

Marcus Mgller Larsen
The organizational design of offshoring

Mette Ohm Rardam

EU Law on Food Naming

The prohibition against misleading
names in an internal market context

Hans Peter Rasmussen

GIV EN GED!

Kan giver-idealtyper forklare statte
til velgarenhed og understotte
relationsopbygning?

Ruben Schachtenhaufen
Fonetisk reduktion i dansk

Peter Koerver Schmidt

Dansk CFC-beskatning

| et internationalt og komparativt
perspektiv

Morten Froholdt

Strateqi i den offentlige sektor

En kortlaegning af styringsmaessig
kontekst, strategisk tilgang, samt
anvendte redskaber og teknologier for
udvalgte danske statslige styrelser

Annette Camilla Sjerup
Coqnitive effort in metaphor translation
An eye-tracking and key-logging study

19.

20.

21.

22.

23.

24.

25.

26.

Tamara Stucchi

The Internationalization
of Emerging Market Firms:
A Context-Specific Study

Thomas Lopdrup-Hjorth
“Let’s Go Outside”:
The Value of Co-Creation

Ana Ala€ovska

Genre and Autonomy in Cultural
Production

The case of travel guidebook
production

Marius Gudmand-Hgyer
Stemningssindssygdommenes historie

i det 19. arhundrede

Omtydningen af melankolien og
manien som bipolaere stemningslidelser
i dansk sammenhaeng under hensyn til
dannelsen af det moderne folelseslivs
relative autonomi.

En problematiserings- og erfarings-
analytisk undersagelse

Lichen Alex Yu

Fabricating an S&OP Process
Circulating References and Matters
of Concern

Esben Alfort
The Expression of a Need
Understanding search

Trine Pallesen

Assembling Markets for Wind Power
An Inquiry into the Making of
Market Devices

Anders Koed Madsen

Web-Visions

Repurposing digital traces to organize
social attention

Leerke Hgjgaard Christiansen
BREWING ORGANIZATIONAL
RESPONSES TO INSTITUTIONAL LOGICS

Tommy Kjeer Lassen

EGENTLIG SELVLEDELSE

En ledelsesfilosofisk athandling om
selvledelsens paradoksale dynamik og
eksistentielle engagement



29.

30.

31.

32.

33.

34.

35.

36.

37.

38.

39.

Morten Rossing
Local Adaption and Meaning Creation
in Performance Appraisal

Sgren Obed Madsen

Lederen som oversatter

Et oversaettelsesteoretisk perspektiv
pa strateqisk arbejde

Thomas Hggenhaven
Open Government Communities
Does Design Affect Participation?

Kirstine Zinck Pedersen
Failsafe Organizing?
A Pragmatic Stance on Patient Safety

Anne Petersen

Hverdagslogikker i psykiatrisk arbejde
En institutionsetnografisk undersagelse
af hverdagen i psykiatriske
organisationer

Didde Maria Humle
Forteellinger om arbejde

Mark Holst-Mikkelsen
Strategieksekvering i praksis
— barrierer og muligheder!

Malek Maalouf
Sustaining lean

Strategies for dealing with
organizational paradoxes

Nicolaj Tofte Brenneche

Systemic Innovation In The Making
The Social Productivity of
Cartographic Crisis and Transitions
in the Case of SEEIT

Morten Gylling
The Structure of Discourse
A Corpus-Based Cross-Lingquistic Study

Binzhang YANG

Urban Green Spaces for Quality Life

- Case Study: the landscape
architecture for people in Copenhagen

40.

41.

42.

43.

44.

2014

Michael Friis Pedersen

Finance and Organization:

The Implications for Whole Farm
Risk Management

Even Fallan
Issues on supply and demand for
environmental accounting information

Ather Nawaz

Website user experience

A cross-cultural study of the relation
between users’ cognitive style, context
of use, and information architecture
of local websites

Karin Beukel
The Determinants for Creating
Valuable Inventions

Arjan Markus

External Knowledge Sourcing
and Firm Innovation

Essays on the Micro-Foundations
of Firms” Search for Innovation

Solon Moreira
Four Essays on Technology Licensing
and Firm Innovation

Karin Strzeletz Ivertsen
Partnership Drift in Innovation
Processes

A study of the Think City electric
car development

Kathrine Hoffmann Pii
Responsibility Flows in Patient-centred
Prevention

Jane Bjarn Vedel

Managing Strategic Research

An empirical analysis of
science-industry collaboration in a
pharmaceutical company

Martin Gylling

Processuel strateqi | organisationer
Monografi om dobbeltheden i
teenkning af strategi, dels som
vidensfelt i organisationsteori, dels
som kunstnerisk tilgang til at skabe
i erhvervsmaessig innovation



10.

11.

12.

13.

14.

15.

16.

Linne Marie Lauesen

Corporate Social Responsibility

in the Water Sector:

How Material Practices and their
Symbolic and Physical Meanings Form
a Colonising Logic

Maggie Qiuzhu Mei

LEARNING TO INNOVATE:

The role of ambidexterity, standard,
and decision process

Inger Hgedt-Rasmussen
Developing Identity for Lawyers
Towards Sustainable Lawyering

Sebastian Fux
Essays on Return Predictability and
Term Structure Modelling

Thorbjern N. M. Lund-Poulsen
Essays on Value Based Management

Oana Brindusa Albu
Transparency in Organizing:
A Performative Approach

Lena Olaison
Entrepreneurship at the limits

Hanne Sgrum

DRESSED FOR WEB SUCCESS?

An Empirical Study of Website Quality
in the Public Sector

Lasse Folke Henriksen

Knowing networks

How experts shape transnational
governance

Maria Halbinger
Entrepreneurial Individuals
Empirical Investigations into
Entrepreneurial Activities of
Hackers and Makers

Robert Spliid
Kapitalfondenes metoder
0g kompetencer

17.

18.

19.

20.

21.

22.

23.

24,

25.

Christiane Stelling

Public-private partnerships & the need,
development and management

of trusting

A processual and embedded
exploration

Marta Gasparin
Management of design as a translation
process

Kare Moberg

Assessing the Impact of
Entrepreneurship Education
From ABC to PhD

Alexander Cole
Distant neighbors
Collective learning beyond the cluster

Martin Mgller Boje Rasmussen

Is Competitiveness a Question of
Being Alike?

How the United Kingdom, Germany
and Denmark Came to Compete
through their Knowledge Regimes
from 1993 to 2007

Anders Ravn Sgrensen

Studies in central bank legitimacy,
currency and national identity
Four cases from Danish monetary
history

Nina Bellak

Can Language be Managed in
International Business?

Insights into Language Choice from a
Case Study of Danish and Austrian
Multinational Corporations (MNCs)

Rikke Kristine Nielsen

Global Mindset as Managerial
Meta-competence and Organizational
Capability: Boundary-crossing
Leadership Cooperation in the MNC
The Case of ‘Group Mindset’ in

Solar A/S.

Rasmus Koss Hartmann

User Innovation inside government
Towards a critically performative
foundation for inquiry



26.

27.

28.

29.

30.

31.

32.

33.

34.

35.

Kristian Gylling Olesen

Flertydig og emergerende ledelse i
folkeskolen

Et aktor-netveerksteoretisk ledelses-
studie af politiske evalueringsreformers
betydning for ledelse i den danske
folkeskole

Troels Riis Larsen

Kampen om Danmarks omdamme
1945-2010

Omdemmearbejde og omdammepolitik

Klaus Majgaard
Jagten pa autenticitet i offentlig styring

Ming Hua Li

Institutional Transition and
Organizational Diversity:
Differentiated internationalization
strategies of emerging market
state-owned enterprises

Sofie Blinkenberg Federspiel

IT, organisation og digitalisering:
Institutionelt arbejde i den kommunale
digitaliseringsproces

Elvi Weinreich

Hvilke offentlige ledere er der brug for
nar velfserdstaenkningen flytter sig

— er Diplomuddannelsens lederprofil
svaret?

Ellen Mglgaard Korsager
Self-conception and image of context
in the growth of the firm

— A Penrosian History of Fiberline
Composites

Else Skjold
The Daily Selection

Marie Louise Conradsen

The Cancer Centre That Never Was
The Organisation of Danish Cancer
Research 1949-1992

Virgilio Failla
Three Essays on the Dynamics of
Entrepreneurs in the Labor Market

36.

37.

38.

39.

40.

41.

2015

Nicky Nedergaard

Brand-Based Innovation

Relational Perspectives on Brand Logics
and Design Innovation Strategies and
Implementation

Mads Gjedsted Nielsen
Essays in Real Estate Finance

Kristin Martina Brandl|
Process Perspectives on
Service Offshoring

Mia Rosa Koss Hartmann

In the gray zone

With police in making space
for creativity

Karen Ingerslev

Healthcare Innovation under
The Microscope

Framing Boundaries of Wicked
Problems

Tim Neerup Themsen
Risk Management in large Danish
public capital investment programmes

Jakob lon Wille
Film som design
Design af levende billeder i
film og tv-serier

Christiane Mossin

Interzones of Law and Metaphysics
Hierarchies, Logics and Foundations
of Social Order seen through the Prism
of EU Social Rights

Thomas Tgth

TRUSTWORTHINESS: ENABLING
GLOBAL COLLABORATION

An Ethnographic Study of Trust,
Distance, Control, Culture and
Boundary Spanning within Offshore
Outsourcing of IT Services

Steven Hgjlund
Evaluation Use in Evaluation Systems —
The Case of the European Commission



10.

11.

12.

Julia Kirch Kirkegaard

AMBIGUOUS WINDS OF CHANGE - OR
FIGHTING AGAINST WINDMILLS IN
CHINESE WIND POWER

A CONSTRUCTIVIST INQUIRY INTO
CHINA’S PRAGMATICS OF GREEN
MARKETISATION MAPPING
CONTROVERSIES OVER A POTENTIAL
TURN TO QUALITY IN CHINESE WIND
POWER

Michelle Carol Antero

A Multi-case Analysis of the
Development of Enterprise Resource
Planning Systems (ERP) Business
Practices

Morten Friis-Olivarius
The Associative Nature of Creativity

Mathew Abraham

New Cooperativism:

A study of emerging producer
organisations in India

Stine Hedegaard
Sustainability-Focused Identity: Identity
work performed to manage, negotiate
and resolve barriers and tensions that
arise in the process of constructing or
ganizational identity in a sustainability
context

Cecilie Glerup

Organizing Science in Society — the
conduct and justification of resposible
research

Allan Salling Pedersen

Implementering af ITIL® [T-governance
- nar best practice konflikter med
kulturen Lasning af implementerings-
problemer gennem anvendelse af

kendte CSF i et aktionsforskningsforlab.

Nihat Misir
A Real Options Approach to
Determining Power Prices

Mamdouh Medhat
MEASURING AND PRICING THE RISK
OF CORPORATE FAILURES

13.

14.

15.

16.

17.

18.

19.

20.

21.

22.

Rina Hansen
Toward a Digital Strateqy for
Omnichannel Retailing

Eva Pallesen

In the rhythm of welfare creation

A relational processual investigation
moving beyond the conceptual horizon
of welfare management

Gouya Harirchi
In Search of Opportunities: Three
Essays on Global Linkages for Innovation

Lotte Holck

Embedded Diversity: A critical
ethnographic study of the structural
tensions of organizing diversity

Jose Daniel Balarezo
Learning through Scenario Planning

Louise Pram Nielsen

Knowledge dissemination based on
terminological ontologies. Using eye
tracking to further user interface
design.

Sofie Dam

PUBLIC-PRIVATE PARTNERSHIPS FOR
INNOVATION AND SUSTAINABILITY
TRANSFORMATION

An embedded, comparative case study
of municipal waste management in
England and Denmark

Ulrik Hartmyer Christiansen
Follwoing the Content of Reported Risk
Across the Organization

Guro Refsum Sanden

Lanquage strategies in multinational
corporations. A cross-sector study
of financial service companies and
manufacturing companies.

Linn Gevoll

Designing performance management
for operational level

- A closer look on the role of design
choices in framing coordination and
motivation



23.

24.

25.

26.

27.

28.

29.

30.

31.

32.

Frederik Larsen
Objects and Social Actions
— on Second-hand Valuation Practices

Thorhildur Hansdottir Jetzek

The Sustainable Value of Open
Government Data

Uncovering the Generative Mechanisms
of Open Data through a Mixed
Methods Approach

Gustav Toppenberg
Innovation-based M&A

— Technological-Integration
Challenges — The Case of
Digital-Technology Companies

Mie Plotnikof

Challenges of Collaborative
Governance

An Organizational Discourse Study
of Public Managers’ Struggles

with Collaboration across the
Daycare Area

Christian Garmann Johnsen

Who Are the Post-Bureaucrats?

A Philosophical Examination of the
Creative Manager, the Authentic Leader
and the Entrepreneur

Jacob Brogaard-Kay

Constituting Performance Management
A field study of a pharmaceutical
company

Rasmus Ploug Jenle

Engineering Markets for Control:
Integrating Wind Power into the Danish
Electricity System

Morten Lindholst

Complex Business Negotiation:
Understanding Preparation and
Planning

Morten Grynings
TRUST AND TRANSPARENCY FROM AN
ALIGNMENT PERSPECTIVE

Peter Andreas Norn
Byregimer og styringsevne: Politisk
lederskab af store byudviklingsprojekter

33.

34.

35.

36.

37.

38.

41.

Milan Miric
Essays on Competition, Innovation and
Firm Strateqy in Digital Markets

Sanne K. Hjordrup

The Value of Talent Management
Rethinking practice, problems and
possibilities

Johanna Sax

Strategic Risk Management

— Analyzing Antecedents and
Contingencies for Value Creation

Pernille Rydén
Strategic Cognition of Social Media

Mimmi Sjoklint

The Measurable Me

- The Influence of Self-tracking on the
User Experience

Juan Ignacio Staricco

Towards a Fair Global Economic
Regime? A critical assessment of Fair
Trade through the examination of the
Argentinean wine industry

Marie Henriette Madsen
Emerging and temporary connections
in Quality work

Yangfeng CAO

Toward a Process Framework of
Business Model Innovation in the
Global Context
Entrepreneurship-Enabled Dynamic
Capability of Medium-Sized
Multinational Enterprises

Carsten Scheibye

Enactment of the Organizational Cost
Structure in Value Chain Configuration
A Contribution to Strategic Cost
Management



2016

10.

Signe Sofie Dyrby
Enterprise Social Media at Work

Dorte Boesby Dahl

The making of the public parking
attendant

Dirt, aesthetics and inclusion in public
service work

Verena Girschik

Realizing Corporate Responsibility
Positioning and Framing in Nascent
Institutional Change

Anders @rding Olsen

IN SEARCH OF SOLUTIONS

Inertia, Knowledge Sources and Diver-
sity in Collaborative Problem-solving

Pernille Steen Pedersen

Udkast til et nyt copingbegreb

En kvalifikation af ledelsesmuligheder
for at forebygqge sygefravaer ved
psykiske problemer.

Kerli Kant Hvass

Weaving a Path from Waste to Value:
Exploring fashion industry business
models and the circular economy

Kasper Lindskow

Exploring Digital News Publishing
Business Models — a production
network approach

Mikkel Mouritz Marfelt

The chameleon workforce:
Assembling and negotiating the
content of a workforce

Marianne Bertelsen

Aesthetic encounters

Rethinking autonomy, space & time
in today’s world of art

Louise Hauberg Wilhelmsen
EU PERSPECTIVES ON INTERNATIONAL
COMMERCIAL ARBITRATION

11.

12.

13.

14.

15.

16.

17.

18.

19.

20.

21.

Abid Hussain

On the Design, Development and
Use of the Social Data Analytics Tool
(SODATO): Design Propositions,
Patterns, and Principles for Big
Social Data Analytics

Mark Bruun
Essays on Earnings Predictability

Tor Bge-Lillegraven

BUSINESS PARADOXES, BLACK BOXES,
AND BIG DATA: BEYOND
ORGANIZATIONAL AMBIDEXTERITY

Hadis Khonsary-Atighi

ECONOMIC DETERMINANTS OF
DOMESTIC INVESTMENT IN AN OIL-
BASED ECONOMY: THE CASE OF IRAN
(1965-2010)

Maj Lervad Grasten

Rule of Law or Rule by Lawyers?

On the Politics of Translation in Global
Governance

Lene Granzau Juel-Jacobsen
SUPERMARKEDETS MODUS OPERANDI
— en hverdagssociologisk undersagelse
af forholdet mellem rum og handlen
0g understotte relationsopbygning?

Christine Thalsgard Henriques

In search of entrepreneurial learning
— Towards a relational perspective on
incubating practices?

Patrick Bennett
Essays in Education, Crime, and Job
Displacement

Sgren Korsgaard
Payments and Central Bank Policy

Marie Kruse Skibsted
Empirical Essays in Economics of
Education and Labor

Elizabeth Benedict Christensen

The Constantly Contingent Sense of
Belonging of the 1.5 Generation
Undocumented Youth

An Everyday Perspective



22.

23.

24.

25.

26.

27.

28.

29.

30.

31.

32.

33.

Lasse J. Jessen
Essays on Discounting Behavior and
Gambling Behavior

Kalle Johannes Rose

Nar stifterviljen der...

Et retsakonomisk bidrag til 200 ars
juridisk konflikt om ejendomsretten

Andreas Sgeborg Kirkedal
Danish Stad and Automatic Speech
Recognition

Ida Lunde Jgrgensen
Institutions and Legitimations in
Finance for the Arts

Olga Rykov lbsen

An empirical cross-linquistic study of
directives: A semiotic approach to the
sentence forms chosen by British,
Danish and Russian speakers in native
and ELF contexts

Desi Volker
Understanding Interest Rate Volatility

Angeli Elizabeth Weller
Practice at the Boundaries of Business
Ethics & Corporate Social Responsibility

Ida Danneskiold-Samsge

Levende leering i kunstneriske
organisationer

En undersegelse af laeringsprocesser
mellem projekt og organisation pa
Aarhus Teater

Leif Christensen
Quality of information — The role of
internal controls and materiality

Olga Zarzecka
Tie Content in Professional Networks

Henrik Mahncke

De store gaver

- Filantropiens gensidighedsrelationer i
teori og praksis

Carsten Lund Pedersen

Using the Collective Wisdom of
Frontline Employees in Strategic Issue
Management



TITLER | ATV PH.D.-SERIEN

1992
1.

1995

1999

2000

2001

2002

Niels Kornum
Servicesamkersel — organisation, ako-
nomi og planlaegningsmetode

Verner Worm

Nordiske virksomheder i Kina
Kulturspecifikke interaktionsrelationer
ved nordiske virksomhedsetableringer i
Kina

Mogens Bjerre

Key Account Management of Complex
Strateqic Relationships

An Empirical Study of the Fast Moving
Consumer Goods Industry

Lotte Darsg

Innovation in the Making

Interaction Research with heteroge-
neous Groups of Knowledge Workers
creating new Knowledge and new
Leads

Peter Hobolt Jensen

Managing Strategic Design Identities
The case of the Lego Developer Net-
work

Peter Lohmann

The Deleuzian Other of Organizational
Change — Moving Perspectives of the
Human

Anne Marie Jess Hansen

To lead from a distance: The dynamic
interplay between strategy and strate-
gizing — A case study of the strategic
management process

2003

2005
10.

Lotte Henriksen

Videndeling

— om organisatoriske og ledelsesmaes-
sige udfordringer ved videndeling i
praksis

Niels Christian Nickelsen
Arrangements of Knowing: Coordi-
nating Procedures Tools and Bodies in
Industrial Production — a case study of
the collective making of new products

Carsten @rts Hansen
Konstruktion af ledelsesteknologier og
effektivitet

TITLER | DBA PH.D.-SERIEN

2007
1.

2009

2010

Peter Kastrup-Misir

Endeavoring to Understand Market
Orientation — and the concomitant
co-mutation of the researched, the

re searcher, the research itself and the
truth

Torkild Leo Thellefsen

Fundamental Signs and Significance
effects

A Semeiotic outline of Fundamental
Signs, Significance-effects, Knowledge
Profiling and their use in Knowledge
Organization and Branding

Daniel Ronzani

When Bits Learn to Walk Don’t Make
Them Trip. Technological Innovation
and the Role of Regulation by Law

in Information Systems Research: the
Case of Radlio Frequency Identification
(RFID)

Alexander Carnera
Magten over livet og livet som magt
Studier i den biopolitiske ambivalens



	Omslag
	Titelblad
	Kolofon
	Acknowledgements
	English abstract
	Dansk resumé (Danish abstract)
	Table of contents
	Chapter 1 - Introduction
	1.1 The role of forecasting in strategy
	1.2 The nature of strategy: Linking thinking and doing
	1.3 The literature on strategic issues
	1.4 Collective wisdom
	1.5 Using the collective wisdom of the frontline in SIM
	1.6 Research questions(s)
	1.7 Empirical setting – reflections of an industrial PhD
	1.8 Methodological presumptions and data
	1.9 Dissertation composition and outline
	References

	CHAPTER 2 - DETECTING AND EXPLOITING EARLY SIGNALS: USING COLLECTIVE WISDOM IN STRATEGIC ISSUE MANAGEMENT
	Abstract
	Introduction
	BACKGROUND
	Using Distributed Intelligence to Predict Strategic Issues
	How Does the Central Apex Develop Strategies?
	Integrating Central and Peripheral Processes
	Collective Predictions from The Periphery

	A MODEL FOR USING DISTRIBUTED INTELLIGENCE IN SIM
	Turning the Peripheral Crowd into Issue Finders
	Turning Central Management into Issue Resolvers

	CONCLUSION
	Theoretical Contributions and Implications
	Limitations and Research Agenda

	References

	CHAPTER 3 - DEDUCTIVE STRATEGIC EMERGENCE IN A HOSTILE INDUSTRY CONTEXT: BREAKING FORMAL RULES
	Abstract
	INTRODUCTION
	STRATEGY FORMATION
	Intended and emergent strategy
	Interactive strategy-making

	METHODS
	Single-case study and research site
	Inquiry from the inside and from the outside
	Data collection and analysis
	Semi-structured interviews
	Analysis of the interviews

	ANALYSIS
	Findings
	Intended strategy and formal process
	Emergent strategy and autonomous initiatives
	Interactive processes between center and periphery

	DISCUSSION
	A model for strategic emergence
	Maverick behavior and constructive deviance
	Implications for strategy

	References

	CHAPTER 4 - ADVANCING STRATEGIC ISSUE MANAGEMENT: AGGREGATING JUDGMENTAL FORECASTS OF CALL CENTER EMPLOYEES
	ABSTRACT
	INTRODUCTION
	THEORY AND HYPOTHESES
	Strategic Issue Management
	Aggregated Judgmental Forecasting of Strategic Issues
	Aggregated Judgmental Forecasting of Call Center Employees and Customers

	INDUSTRY CONTEXT AND DATA
	The Telecommunications Industry
	Research Design and Procedure
	Samples

	METHODOLOGY
	Aggregated Judgmental Time-Series Forecasting
	Measurement of Forecasting Accuracy
	Dependent Variables
	Independent Variables

	RESULTS
	Aggregated Judgmental Forecasting of Number of Incoming Calls
	Aggregated Judgmental Forecasting of Customer Recommendation Score
	Aggregated Judgmental Forecasting of Revenue

	DISCUSSION
	The collective wisdom of call center employees
	An interactive model for strategic issue management

	References

	Chapter 5 - Conclusion
	5.1 Summary of key findings of the dissertation
	5.2 Tying the three papers together
	5.3 Theoretical implications
	5.4 Managerial implications
	5.5 Limitations and further research
	References

	TITLER I PH.D.SERIEN

