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Abstract

The global business environment is becoming increasingly complex and unpredictable due to
rapid technological change, shifting consumer expectations, environmental challenges, and
geopolitical instability. As a result, the need for long-term thinking has become more urgent
than ever. To navigate this, corporate foresight has emerged as a strategic tool that enables

organizations to identify, interpret, and act on signals of future change.

This thesis investigates the role of corporate foresight in shaping strategic decision-making
within a large, global enterprise. Specifically, the study explores how foresight activities are
conducted and connected to strategy in a multinational company operating in the automotive
sector. The study follows a qualitative single case study approach based on semi-structured

interviews with employees engaged in foresight and strategy within the organization.

The empirical findings show that corporate foresight is conducted centrally within the case
organization on an annual basis, guided by a partially structured process. While insights are
shared across the organization, the process ends at the point of presentation and foresight is
not linked to strategy in any formal way. This disconnect is explained by structural and
cultural factors, including the absence of formalized frameworks, a lack of tailored insights
for specific business units, weak connections between insights and measurable business value
and a misalignment between long-term foresight objectives and the short-term priorities of

individual divisions.

Keywords: corporate foresight, strategic foresight, foresight, foresight in large
organizations, strategy, strategic decision-making, strategic management
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1. Introduction

The introduction chapter provides an overview of the research subject, beginning with the
background for selecting the topic. It then discusses the problem, the purpose of the study,
and the research questions. Finally, the chapter outlines the delimitations and the structure of

the thesis.

1.1 Background

Over the past few decades, the business landscape has undergone significant transformations,
moving away from stable environments with predictable competitors and long-term planning
horizons to a reality characterized by rapid technological advancements, evolving customer
expectations, and increasing geopolitical volatility. These shifts have created a climate of
heightened uncertainty, where organizations must constantly adapt to emerging challenges
(Jonsson & Foss, 2011; Cuervo-Cazurra et al., 2018). The COVID-19 pandemic served as a
reminder of how quickly circumstances can change and how vulnerable businesses can be to
disruption. It reinforced the importance of being adaptable and ready to respond to radical

change when unexpected challenges arise (O'Keeffe et al., 2024).

In light of these changes, many organizations have adopted a short-term focus, driven by the
immediate need to respond to crises and maintain operational stability. In an unpredictable
environment, prioritizing short-term solutions is often seen as necessary for survival, as it
addresses the most urgent concerns (World Economic Forum, 2024). However, this reactive
approach, while offering temporary relief, can lead to a narrow focus that neglects the need
for long-term strategic planning. Traditional methods of forecasting, which typically rely on
historical data and linear projections, struggle to keep pace with the dynamic nature of the
current business environment (Ratcliffe, 2006; Rohrbeck, 2011; Hammoud & Nash, 2014;
Rohrbeck et al., 2015). Consequently, many organizations fall into a cycle of “firefighting,”
addressing immediate challenges without considering the broader, long-term implications for

their future success.



Ironically, the very uncertainties that fuel short-term thinking make long-term planning more
critical than ever. In order to remain competitive and resilient, organizations must develop the
capacity to anticipate future changes, rather than merely reacting to the present.
Technological advancements, regulatory shifts, and global socio-political changes will
continue to reshape industries. As McKinsey & Company (2021) emphasizes, businesses
must enhance their foresight abilities to effectively navigate these changes and build

strategies that are adaptable to future disruptions.

In this context, corporate foresight has emerged as a crucial tool for organizations. Unlike
traditional forecasting, corporate foresight involves identifying emerging trends and potential
disruptions in a long term perspective usually around 5-30 years, enabling organizations to
prepare for a range of possible future scenarios. By considering multiple potential futures,
businesses can develop flexible strategies that allow them to adapt to a variety of challenges.
This proactive approach helps decision-makers identify risks and opportunities that may not
be immediately apparent, ensuring that organizations are better equipped to handle
uncertainty (Rohrbeck et al., 2015). As noted by Fergnani (2020) and Gordon et al. (2020),
corporate foresight provides organizations with the tools to not only anticipate future
developments but also to build long-term strategies that foster resilience and competitive

advantage.

1.2 Problem Discussion

For corporate foresight to be effective, scholars argue that it must be embedded within an
organization’s overall strategy rather than treated as a separate or occasional activity
(Farrington et al., 2012; Rohrbeck & Gemiinden, 2011; Rohrbeck & Kum, 2018). Even when
foresight activities are well-executed, their full value often remains unrealized unless the
insights produced are meaningfully integrated into strategic decision-making and long-term

planning (Cook et al., 2014; Vecchiato and Roveda, 2010).

Despite this understanding, many organizations struggle to make the connection between
foresight and strategy in practice. Hammoud and Nash (2014) points out that one common
challenge lies in the lack of clarity around how to use foresight insights to influence or

reshape strategic direction. In other words, organizations may be skilled at identifying trends



or imagining alternative futures but often fall short when trying to apply these insights in

ways that inform concrete decisions.

One possible explanation is that the literature tends to emphasize the methods, tools, and
techniques used to conduct foresight. While these are essential, there is often less focus on
how insights are actually translated into action. This creates a gap between foresight as an
analytical exercise and its potential to guide strategic choices (Cook et al., 2014). Despite its
recognized importance, there is still limited understanding of how foresight can be practically

connected to strategy in a consistent and impactful way.

This challenge is particularly relevant for large and global organizations. These organizations
often have complex, multi-layered decision-making structures, with responsibilities
distributed across various departments and regions. As a result, integrating foresight insights
into strategic decision-making becomes even more difficult (Rohrbeck & Gemiinden, 2011).
Additionally, the scarce number of empirical studies and practical examples on how large
organizations have successfully integrated foresight into their strategies leaves many without
clear guidance. Without a concrete framework, companies risk overlooking critical signals of
change or failing to act on them in time, ultimately threatening their long-term

competitiveness (Cook et al., 2014).

Together, these points emphasize the need to explore how foresight is applied and connected
to strategy within large, global organizations. Understanding this relationship can provide

valuable insights into the practice of foresight in complex settings.
1.3 Purpose and Research Question

This thesis aims to contribute to the theoretical understanding of how foresight is integrated
into strategy in large, global organizations. By conducting a case study of a Swedish
multinational company, the study explores how foresight activities are carried out, including
an analysis of the strengths and weaknesses of this process, and how the insights from these

activities are linked to strategy.

The research questions guiding this study is as follows:



® How does the case organization work with corporate foresight?

e [n what ways are corporate foresight activities linked to strategy within the

case organization?

1.4 Delimitations

This study focuses on a single large, global organization to explore how corporate foresight is
managed and integrated into strategy. The study does not include short-term forecasting
related to operational or financial activities, such as sales projections or near-term business

planning.

The decision to focus on one organization was made due to the complexity of both the
company and the industry it operates in. Studying one case in depth allowed for a more
detailed understanding of how foresight is approached and applied in practice. However, this
choice also limits the generalizability of the findings. Since the organization has its own
specific structures, processes, and strategic context, the results may not directly apply to other

companies or industries.

Additionally, the organization requested a high level of anonymity. Because of this, it was not
possible to share detailed information about the industry or the organization. While this limits
the contextual detail that can be presented, confidentiality was necessary to protect sensitive

information and respect the organization’s request.

To ensure transparency, the research design and methodology are described in detail, and a
discussion of the study’s limitations is included to help readers understand how these factors

may influence the interpretation and applicability of the findings



1.5 Disposition

Chapter | provides the background information needed to
Chapter I | understand the research question and its significance to the
Introduction | study, along with a brief explanation of its purpose.
Chapter 2 | Chapter 2 explores key literature to provide context for the
Literature | empirical data analysis and contribute to answering the
Review research questions.
Chapter 3 outlines the research strategy, design, data collection
Chapter 3 | methods, and analysis techniques, providing justifications for
Methodology | each approach to address the research question.
Chapter 4 | Chapter 4 presents the empirical data collected in the study,
Empirical | including the semi-structured interviews and their thematic
Findings | analysis.
Chapter 5 analyzes the findings from the previous one,
Chapter 5 .. . . -
Analysis examining them in relation to the theoretical framework and
research questions.
Chapter 6 summarizes the study's findings and answerss the
Chapter 6 | research question. It also offers recommendations for the case
Conclusion | organization and explores potential directions for future

research.
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2. Literature Review

To gain insight into how corporate foresight is managed within the selected case organization
and its impact on strategy, it is essential to ground the study in established theoretical
perspectives. This chapter will begin by exploring the concept of strategy, followed by an
introduction to corporate foresight and its definition. The connection between strategy and
corporate foresight will then be examined. The review will also consider organizational
factors that influence corporate foresight, such as structural considerations and key
challenges in its implementation. Together, these elements provide a comprehensive
understanding of how corporate foresight operates within large organizations and shapes

strategic decision-making.

2.1 What is Strategy?

Understanding the concept of strategy is essential for this study, as it offers critical insight
into how organizations define their direction and make informed decisions amidst
uncertainty. At its core, strategy can be understood as the means by which organizations
pursue and achieve their objectives (Grant, 2016). However, scholars differ in how they
conceptualize the nature and process of strategy. Davies (2000) adopts a structured and
formal perspective, viewing strategy as a rational, top-down plan that integrates various
inputs, choices and actions to meet defined goals. This approach emphasizes clear objectives
and deliberate planning. In this view, strategy is designed in advance and serves as a blueprint

to guide organizational action.

In contrast, Mintzberg and Lampel (1999) challenge the notion of strategy as a purely
planned activity. While they acknowledge that strategy can be deliberate, they also highlight
its emergent qualities, arguing that strategy often develops over time in response to changing
conditions and practical learning. Strategy, in this sense, is not only about control and design

but also about flexibility and responsiveness.

Vecchiato (2015) observes that organizations often continue along their existing paths

without reassessing their strategy until a disruptive event or emerging opportunity forces

11



them to rethink their direction. This reinforces the idea that strategy should not be viewed

solely as a fixed plan but as a flexible and adaptive tool for decision-making.
2.2 Defining Corporate Foresight

In the literature, scholars generally agree that corporate foresight allows organizations to
anticipate future trends, opportunities, and threats with a long-term perspective. But the
definition and perspective of foresight vary, with scholars approaching it from different
angles. Some, like Ahuja et al. (2005), see foresight through a resource-based lens, where
managers use it to identify undervalued resources with future potential, gaining a competitive
edge. Others, like Slaughter (1990), focus on foresight as a human capacity, like a mental

skill to expand our awareness and scan emerging trends.

Then there’s Alsan and Oner (2003), who see foresight as a collective process of probing the
future, helping organizations explore uncertainties before they become apparent, and making
proactive decisions. Becker (2002) takes this further, describing foresight as a participatory,
long-term vision-building activity that guides decision-making. Yet, while Becker’s model
has been widely accepted, it is often seen as too simplistic today. Organizations increasingly
view foresight not as a one-time project, but as an ongoing activity that continually informs

management about future scenarios (Rohrbeck et al., 2015).

Ultimately, a growing consensus in the literature frames corporate foresight as an ability, an
essential skill for navigating an uncertain future. This perspective, adopted in this thesis, is
based on three core assumptions: that the future is uncertain with multiple possible outcomes;
that changes and their driving forces can be analyzed; and that organizations have the
capacity to shape future developments (Rohrbeck et al., 2015). Building on this view, this

thesis applies the following definition:

“Corporate foresight is an ability that includes any structural or cultural element that
enables the company to detect discontinuous change early, interpret the consequences for the
company, and formulate effective responses to ensure the long-term survival and success of

the company.” — Rohrbeck (2011)

This ability-focused view provides a flexible framework for understanding how organizations

continuously develop and apply foresight and its implications on strategy work.

12



2.3 Connecting the links between corporate foresight and strategy

Now that both strategy and corporate foresight have been defined, and the importance of
foresight has been established, it is important to explore how the two concepts are connected.
As stated in the problem discussion, a recurring argument in the literature is that foresight
must be embedded within the organization’s strategic work to create meaningful impact
(Farrington et al., 2012; Rohrbeck & Gemiinden, 2011; Rohrbeck & Kum, 2018). This idea is
further developed by Fergnani (2022), who refers to this connection as the “foresight-strategy
linkage.” They explain it as the ability of an organization to translate insights about possible
future developments into clear guidance on how to act in order to strengthen future

preparedness.

To further explain this connection, Fergnani (2022) identifies two theoretical perspectives
that position corporate foresight within strategy. Specifically, corporate foresight is situated
between the design and adaptive schools of strategic thought. The design school, as proposed
by Ansoff (1991) and Porter (1985), advocates for a structured and analytical approach to
strategy. This view is similar to the one presented by Davies (2000), as mentioned in section
2.2. According to Fergnani (2022), organizations following this school rely on deliberate
planning and predictive analysis. In this context, corporate foresight is used to anticipate

future developments and prepare in a systematic and controlled way.

In contrast, the adaptive school, articulated by Mintzberg (1990), focuses on emergent
strategy. This approach encourages organizations to remain flexible and responsive, adjusting
their strategies based on continuous feedback from the external environment. Here, foresight
is less about making precise predictions and more about helping organizations stay agile in

the face of uncertainty (Fergnani, 2022).

Although these schools differ in their approach to planning and adaptation, both recognize the
critical role of foresight in preparing organizations for an uncertain future. Fergnani (2022)
argues that corporate foresight serves as a bridge between these two schools of thought. By
combining the analytical rigor of the design school with the flexibility emphasized by the
adaptive school, corporate foresight enables organizations to anticipate and adapt to future

uncertainties.

13



2.4 Common Steps in the Foresight Process

As discussed in the definition of corporate foresight, it is treated as an ability in this thesis.
However, to function as an ability, it requires a defined process to guide its application. The
literature provides various descriptions of how corporate foresight should be carried out in
organizations. While scholars such as Alexandrova et al. (2007), Cook et al. (2014), Fergnani
(2022), and Oner and Gol (2007) offer differing perspectives on the process, common
elements can be identified across these approaches. Based on these similarities, five main
steps have been synthesized, drawing from the scholars previously mentioned. These steps
are: (1) define the scope and involve relevant actors, (2) collect inputs, (3) analyze and

interpret the data, (4) create a shared vision (5) determine actions and implementation.
2.4.1 Define the scope and involve relevant actors

The first step in any foresight initiative is to define its scope. Oner and Gol (2007) highlight
the importance of setting well-defined goals, establishing clear boundaries, and developing
structured plans to align objectives with the organization’s capabilities. This approach ensures
that foresight activities remain focused and actionable. Mutubuki et al. (2024) further stress

the need to identify key issues and constraints at the outset.

In addition to clarifying the scope, it is essential to involve the right individuals. Wilkinson
and Kupers (2014) assert that the success of foresight efforts depends on the diversity and
quality of the team. They suggest that the group should consist of individuals who bring
varied perspectives, rather than those who align closely with the dominant organizational
mindset. This diversity helps challenge assumptions and encourages a broader outlook on

potential outcomes.

Equally important is the engagement of a wide range of stakeholders, which can enrich the
foresight work. Alsan and Oner (2003) argue that diverse stakeholder input enhances
understanding and provides a deeper insight into the issues at hand. However, Oner and Gél
(2007) caution that stakeholder involvement must be carefully managed to ensure that

relevant expertise is brought in at the right time.

To support the definition of scope and the inclusion of key stakeholders, tools such as issue

trees, stakeholder analysis, and system maps can be used. These tools help clarify

14



relationships, highlight key issues, and provide a structured foundation for the work (Cook et
al., 2014). In summary, this stage is focused on establishing a clear framework, ensuring the

scope is well-defined, and incorporating the relevant voices and perspectives from the outset.
2.4.2 Collect inputs

The second step focuses on gathering data from various sources to create a strong foundation
for analysis. This includes information on future trends, emerging signals, and wild cards,
which can be sourced from experts, customers, suppliers, research studies, and government
reports (Horton, 1999). Different methods can be used to collect this data, with the PESTEL
framework being a common choice. This framework helps identify key macro-environmental
factors (political, economic, social, technological, environmental, and legal) that may impact
the organization (Tambuskar et al., 2024). To deepen the analysis, the Delphi method can also
be applied. This involves collecting expert insights through multiple rounds of structured
questionnaires, allowing opinions to evolve over time and areas of consensus to emerge

(Linstone & Turoff, 2002).

However, one challenge in this step is the large volume of information, which can often be
broad, overlapping, and contradictory (Shahrzadi et al., 2024). Given this complexity,
prioritization becomes essential. Not all factors will require the same level of attention.
Mutubuki et al. (2024) highlight the importance of ranking the data based on relevance and
uncertainty, ensuring that the most critical factors are explored in depth. Ultimately, the goal
is to build a clear and comprehensive understanding of the external environment, laying the

groundwork for the next stages of the foresight process.
2.4.3 Analyze and interpret the data

Once the necessary data is collected, the next phase focuses on analyzing it to extract
meaningful insights. Various methods can be applied to this analysis, including statistical
modeling, driver analysis, and critical trends analysis (Cook et al., 2014). These tools help

distill complex data into more manageable and actionable insights.

Beyond analyzing the data, it is important to interpret how different factors interact with each
other. Alexandrova et al. (2007) emphasize the need to understand these interdependencies,

as they reveal how various elements can collectively influence future outcomes. Mutubuki et
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al. (2024) illustrate this point through scenario planning, where a two-axis framework can be
used to create different scenarios based on two key uncertainties. This method helps visualize
how various forces may combine to shape future outcomes. However, the creation of these
scenarios is shaped not only by the data itself but also by a range of factors, including the
team's expertise, the involvement of stakeholders, and the resources available to support the

process.

Although the analysis and interpretation stages can be iterative, Rohrbeck (2011) cautions
that without a structured approach, the foresight process risks producing fragmented or

ambiguous results that might not contribute effectively to strategic decision-making.
2.4.4 Create a shared vision

Following the analysis and interpretation of insights, the next critical step is to create a shared
vision of the future. This stage is essential for understanding the implications of the insights
for the organization, determining the necessary actions, and identifying which factors are
most important (Horton, 1999). The goal is to establish a collective understanding among all
those involved in the foresight activities about what the future could look like, ensuring
alignment toward common objectives. Cook et al. (2014) emphasize that a clear and unified

direction is vital for guiding strategic decisions and planning.

In addition to building a shared understanding among those directly involved in foresight
activities, it is essential that the organization also considers the needs, aspirations, and
language of the intended recipients when formulating insights and drawing conclusions
(Horton, 1999). Similarly, Oner and G&l (2007) argue that the effectiveness of foresight not
only depends on the generation of insights but also on how well they are communicated to
key stakeholders. Without this clear communication, the insights may fail to influence the

strategic decisions they were intended to inform (Sarpong et al., 2013).

However, reaching this stage comes with challenges. At each step in the process, the tasks
become more abstract and complex than the previous ones, making them progressively harder
to work through and solve (Horton, 1999). Because of this increasing difficulty, more time

and effort are needed to effectively handle every stage.
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2.4.5 Determine Actions and Implementation

The final step in the foresight process involves taking action based on the insights gathered in
the earlier stages (Cook et al., 2014). The foresight knowledge accumulated throughout the
process should be applied to inform the organization’s decision-making and strategic
initiatives (Fergnani, 2022; Horton, 1999). Without this application, the insights risk
remaining abstract and disconnected, thereby failing to contribute meaningfully to

organizational outcomes.

Fergnani (2022) also underlines that foresight is not intended to replace strategic
decision-making, but to support and enrich it. It contributes by offering structured insights
about possible futures, which can help broaden and deepen strategic considerations.
However, for foresight to influence action, there needs to be organizational readiness and
willingness to engage with its outputs. Both Horton (1999) and Fergnani (2022) stress the
importance of leadership involvement and wider organizational support to ensure that
foresight becomes part of the ongoing decision-making culture, rather than remaining a

one-off or isolated activity.
2.4.6 Choosing Supporting Methods

There is a wide range of foresight methods available, with a few already mentioned above,
and this number is steadily increasing. Magruk (2011) identified 116 possible methods, while
Durst et al. (2015) expanded the list to 150. This variety can be overwhelming for
organizations trying to choose the right approach, especially since the methods originate from
different scientific fields and vary greatly in complexity, application, and purpose (Magruk,
2015).

Even so, researchers emphasize that choosing appropriate methods is critical to a foresight
project’s success. Magruk (2015) highlights that methods should be selected based on how
well they fit the goal and context of the activity. Durst et al. (2015) similarly argue that a
structured design process is necessary, where appropriate methods are combined rather than
applied in isolation. This enables organizations to address different types of uncertainty and
develop more adaptive strategies (Daim et al., 2006; Heger and Rohrbeck, 2012). Research
shows that firms with stronger foresight abilities often use structured combinations of

techniques to support broader and more flexible planning (Heger & Rohrbeck, 2012).
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To support this selection process, Alexandrova et al. (2007) present a three-step framework
for developing a foresight methodology. First, they recommend compiling a broad list of
potential methods beyond the most well-known, to avoid biased or habitual choices. The
second step is to analyze how each method functions and when it is most appropriate. Finally,
Alexandrova et al. (2007) suggest defining selection criteria to narrow down the list, focusing
on what fits the organization’s goals, budget, expertise, and time constraints. Durst et al.
(2015) further argue that success also depends on softer factors like the participants’ mindset,

organizational culture, and the broader strategic context.
2.5 Organizing foresight

Organizations that engage in corporate foresight have several options regarding how they
structure their approach. They may choose to conduct foresight activities entirely within the
company, relying on internal resources (Becker, 2002). Alternatively, they may decide to hire
external experts to manage the entire process (Daheim & Uerz, 2008). A third approach
involves combining internal capabilities with external expertise. According to Rohrbeck
(2011), this combined strategy can enhance the effectiveness of foresight activities by
drawing on the complementary strengths of both internal and external parties. Alongside
these choices, organizations must also consider how the foresight function is organized within
the company. The literature often highlights the choice between centralized and decentralized
structures. This refers to whether foresight responsibilities are concentrated in a single,
dedicated unit or spread across multiple departments within the organization (Sarpong et al.,

2013).
2.5.1 Internal collaboration

The involvement of employees with relevant knowledge and skills is frequently described as
a necessary condition for engaging with uncertainty and identifying future developments
(Becker, 2002). Norling et al. (2000) suggest that personnel with relevant domain knowledge
are more likely to contribute effectively to foresight efforts. Similarly, Rohrbeck (2011)
argues that experienced employees can enhance an organization’s ability to recognize and

respond to potential disruption.

While individual expertise is valuable, the literature emphasizes that it is not enough on its

own to ensure the quality or depth of foresight activities. To address this, Bazerman and
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Watkins (2004) highlight the importance of cross-functional teams that bring together
individuals from different departments. These diverse teams help widen the scope of
information gathering and analysis by incorporating multiple viewpoints. This broader
perspective leads to a more well-rounded understanding of external challenges. Similarly,
Weigand et al. (2014) argue that collaboration across departments not only enhances insight

but also helps to align teams around long-term strategic priorities.

Moreover, relying solely on internal sources for corporate foresight can result in blind spots,
particularly concerning changes in the broader business environment (Becker, 2002; Day &
Schoemaker, 2004; Durst et al., 2015). These changes, which may occur outside the
immediate focus of a firm, are often difficult to detect within the company’s existing
boundaries. As a result, there is widespread recognition of the need to incorporate external
perspectives to broaden an organization’s understanding of its surroundings (Becker, 2002;

Day & Schoemaker, 2004).
2.5.2 External collaboration

Examples mentioned in the literature of external perspectives to corporate foresight are for
instance industry experts, universities, other companies, start-ups and consumers. Daheim
and Uerz (2008) argue that external involvement is particularly valuable because many
organizations lack the specialized expertise required for effective foresight and are
susceptible to cognitive biases that can limit their ability to identify emerging trends.
Gattringer and Wiener (2020) further emphasize the role of external collaboration in
overcoming specific challenges faced during the implementation of foresight activities. In
addition, collaboration across organizations or sectors can strengthen a firm’s knowledge
base, reduce redundant efforts, and ultimately enhance decision-making (Becker, 2002;

Rohrbeck et al., 2015).

Becker (2002) explains that for collaborative efforts to succeed, organizations must establish
common methodological foundations, cooperative processes, and standards to guide the
integration and management of shared foresight activities. Additionally, fostering long-term
relationships based on collective awareness and trust has been identified as a strategy to
manage these challenges and ensure effective collaboration (Janowicz-Panjaitan &

Noorderhaven, 2009).
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2.5.3 Decentralization and Centralization

The organizational structure adopted for foresight activities has been identified as an
important factor influencing their effectiveness. In decentralized structures, foresight input is
gathered from multiple levels and departments. Wright and Goodwin (2009) argue that such
structures enhance foresight by drawing on diverse perspectives across the organization.
Sarpong et al. (2013) similarly contend that decentralization improves the detection of weak
signals, while Sarpong and Maclean (2016) note that the exchange of ideas across

hierarchical levels contributes to stronger foresight abilities.

In contrast, centralized foresight structures place responsibility in a specific team, usually
within senior management. Wilkinson and Kupers (2013) argue that this approach helps
organizations manage strategic tensions and avoid depending on overly simple or optimistic
assumptions. Additionally, centralizing foresight activities helps avoid fragmented data
analysis by ensuring that information is interpreted consistently across different departments.
When one team manages the process, it reduces the risk of conflicting conclusions or
misunderstandings that can happen if each unit works independently (Watkins & Bazerman,

2003).

Some scholars propose that the effectiveness of centralization or decentralization depends on
the specific stage of the foresight process. Brockhoff (1991) argues that decentralized
structures are more suitable for the information-gathering phase, as they enable broader
participation. However, they note that centralizing the evaluation and application of insights
can ensure more coherent analysis, which typically requires specialized competencies. This
approach is also reflected by Becker (2002), who supports a bottom-up model for scanning
the environment, while also recognizing the role of top-down guidance in setting foresight
objectives. Battistella (2014) and Rohrbeck and Gemiinden (2008) further emphasize the
importance of senior leadership in maintaining strategic alignment and reinforcing the
legitimacy of foresight activities. Together, these perspectives suggest that a combined

approach may be the most effective structure for organizing foresight activities.
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2.6 Challenges with Corporate Foresight

2.6.1 Fostering a Foresight Culture

Becker (2002) highlights that the success of corporate foresight largely depends on its
integration within the company’s culture. This integration can be achieved through
mechanisms such as monitoring systems to track trends and uncertainties, as well as
embedding foresight in the organization’s mission and vision. Yet many organizations
encounter challenges in adopting foresight practices, as they often underestimate the effort
required to shift organizational mindsets. Research suggests that this difficulty is particularly
evident in changing established assumptions, attitudes, and strategic goals (Ratcliffe, 2006).
Corporate cultures have traditionally emphasized measurable data and quantitative analysis,
which are regarded as essential for decision-making (Daheim & Uerz, 2008). Daheim and
Uerz (2008) classify these measurable elements as “hard factors,” referring to tangible

performance indicators such as financial metrics and statistical forecasting.

In contrast, corporate foresight relies more on qualitative insights, including trend
interpretation, scenario exploration, and the identification of emerging patterns (Ratcliffe,
2006). Ratcliffe (2006) argues that this reliance on qualitative analysis presents challenges for
organizations that prioritize data-driven decision-making, as foresight requires a more
adaptive and interpretive approach. According to Daheim and Uerz (2008), organizations
accustomed to structured, quantitative methods may be hesitant to engage with foresight

practices due to the perceived uncertainty and lack of immediate, quantifiable outcomes.

To address these challenges, Daheim and Uerz (2008) emphasize the role of “soft factors,”
such as stakeholder engagement, effective communication, and the promotion of a
foresight-oriented culture. Ratcliffe (2006) similarly suggests that fostering an organizational
culture that supports foresight is essential for integrating these practices into strategic
decision-making. An important aspect of this is shifting from a mindset of “knowing” to one
that values “not knowing”. Other scholars, including Appiah and Sarpong (2015) and
Rohrbeck (2011), similarly stress the importance of cultivating an organizational culture that
promotes long-term vision and ambiguity, viewing it as essential for embedding foresight

practices successfully.
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2.6.2 Lack of Formal Frameworks

Becker (2002) points out that the absence of formalized processes and systems within an
organization can hinder effective corporate foresight. Without these structures, companies
often rely on informal and ad hoc methods, which often results in an overreliance on the
intuition and experience of individual practitioners. Oner and Go1 (2007) add that when team
members come from different areas of the organization, they tend to follow their own
routines or ways of working. Without common guidelines, this can make collaboration

difficult and lead to misunderstandings or inefficiencies in the process.

To address these challenges, organizations are encouraged to implement a structured
approach that aligns foresight activities across various teams and roles. Batistella (2014)
identifies two key elements that contribute to this alignment: specialization and training.
Specialization involves the division of labor into distinct roles, ensuring that employees
develop expertise in specific areas of foresight. Training, on the other hand, standardizes
knowledge across the organization through education programs, equipping employees with

the necessary skills to engage effectively in foresight-related activities.
2.6.3 Balancing Immediate Goals with Long-term Corporate Foresight

Despite the growing recognition of corporate foresight’s importance, many organizations
continue to prioritize short-term goals. This short-term focus is driven by pressures to deliver
immediate financial results and meet stakeholder expectations. Management practices often
reinforce this by prioritizing measurable, short-term outcomes, which can undermine
long-term strategic planning (Kornberger et al., 2021). Moreover, resistance to change and an
emphasis on operational efficiency tend to favor the exploitation of existing capabilities
rather than exploring uncertain, long-term opportunities (March, 1991). These structural and
cultural factors can make it difficult to integrate corporate foresight, which requires finding a
balance between responding to immediate demands and proactively preparing for future

challenges.

To address this issue, Laverty (2004) argues that organizations need to establish clear criteria
for managing the trade-offs between short-term and long-term goals. One important factor in
achieving this balance is creating an environment of trust within the organization, where both

employees and decision-makers feel supported in taking short-term risks for long-term
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benefits. Laverty (2004) also emphasizes the importance of processes that encourage
employees to consider future possibilities and understand how the organization can leverage

emerging opportunities.
2.7 Contribution to the Literature of Corporate Foresight

The purpose of this study is to contribute to the theoretical understanding of how corporate
foresight is conducted and integrated into strategy within large, global organizations. The
literature review presented has offered a comprehensive overview of corporate foresight,
breaking it down into common steps in the process, key factors that must be in place, ways to
structure foresight activities, as well as common challenges and potential solutions. This
review highlights that corporate foresight is a well-researched field, and although its

relevance is not a new topic, its importance remains significant today.

A central finding from the literature is that the connection between corporate foresight and
strategy is essential. This link determines how meaningful and valuable foresight activities
are for the organization’s long-term success. However, while the literature highlights the
importance of this connection, it offers limited insight into how the integration between
foresight and strategy should be carried out in practice. In particular, there is little

understanding of how this link is actually created and maintained within organizations.

This gap in knowledge motivates our study. By examining the practical realities within a
large, global organization, our research aims to deepen the understanding of the factors and
conditions that influence the integration of foresight into strategy. We seek to build on
previous studies by exploring how the insights and components identified in the literature
translate into real-world organizational processes, thereby strengthening the theoretical

foundatio