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Good to meet you…
Nina Granqvist 
Associate Professor of Management
- How new markets emerge around new technologies and trends?
- How technological disruptions take place?

Teaching
- strategic management, technology strategy, industrial and 

organizational change, and renewal of established industries
Background: Consultant, business developer
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Agenda

1. Linking external environment and strategic 
sensemaking

2. What is environment?
3. What are the strategic styles suited for different 

environments?
4. Break
5. Disruptions: Strategizing in turbulent settings
6. Megatrends: An inclusive method for mapping 

future
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Connections to strategic sensemaking

• Environment as perceived and weighted differently by the 
various members of the company.

• How is environment “framed” and understood? 
• Whose interpretations matter?
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What is 
“environment”?



Warm-up: Finnair

What does ”environment” 
consist of for this company?

How does it matter for strategy
making?
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What are industries – and why care??

Industry: ”A population of organizations operating 
in the same domain as indicated by the similarity of 
their services or products” (Scott 2001: 83)

Industry has an important role in
- shaping and organizing markets (rules, regulations, 

”sites” of exchange, etc.)
- understanding on who are customers and competitors
- scoping which products or services matter

Provides focus but also limits understandings and 
visions!
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Business ecosystems



Geography
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Organization

Economic factors
- Business cycles
- GNP trends
- Interest rates
- Money supply
- Inflation
- Unemployment
- Disposable income

Sociocultural factors
- Population demographics
- Income distribution
- Social mobility
- Lifestyle changes
- Attitudes to work and leisure
- Consumerism
- Levels of education

Technological
- New discoveries/development
- Speed of technology transfer
- Rates of obsolecence
- Government spending on research

Political
- Government stability
- Taxation policy
- Foreign trade regulations
- Social welfare policiesLegal

- Competition law
- Employment law
- Health and safety
- Product safety

Environmental
- Laws
- Waste disposal
- Energy consumption

Organization’s environment/ 
PESTEL



“Culture”: Three pillars of institutions
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Strategic styles in different 
environments
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Adaptive Shaping

Classical Visionary

Long-term planning in stable 
markets: Five forces, blue ocean, 
growth-share matrix analyses

Continuous strategizing, short planning 
cycles, experimentation, rapid and 
continuous responding to data

Disrupting. Shaping the environment to 
a company’s own advantage, creating 
the market. Community, standard and 
platform building

Steps to achieve a vision in stable 
markets:
Creating new product categories, 
new business model innovations

Reeves et al. (2012)

E.g. platform economy
E.g. fast-moving competitive markets, e.g. 
retail

E.g. banking, natural resources
E.g. food, transport
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Reeves et al. (2012)



Management myopia I

29.9.2020
15

”It is crazy to do business in the gaming
industry or manufacturing gadgets. The
banking industry is stable and predictable!”

– CEO of a bank, 2013

Bias for control and continuity!

http://capgemini.ft.com/trend-checking/fintech-is-
here-but-are-banks-ready-_f-58.html



Must Win Battles

Matti Alahuhta/ Kone: ‘We formulated our 
new strategy and what our key development 
programs would be. Internally, we call them 
“must-win battles”’.
Focus resources on 3-5 key challenges
(Must Win Battles)
A good MWB is characterized by:
• A true change is possible
• They have a focus on the markets
• They are inspiring
• They are exact and concrete
• They can be won!
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Blue Ocean Strategy
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Value innovation



Hanken Svenska handelshögskolan / Hanken School of Economics  
www.hanken.fi



Coffee break
& walkabout



Strategy making 
under uncertainty



COVID-19 “disruption” and distance 
learning – 4-MONTH GROWTH RATES!
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https://www.techrepublic.com/article/zoom-losing-to-teams-in-
the-video-conference-race-to-the-top/



Question

https://www.elementsofai.com/

How many of you have joined 
a MOOC?
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https://www.mooc.fi/en
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Debate!

The operating model of many local universities is fundamentally under 
threat by developments in online learning.

OR

Local universities are in the best position to provide teaching be it in 
whatever format and will not be substantially challenged by online 
learning.

15 minutes – develop three points for both claims and prepare to present. 
What is your group’s stance?
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What are disruptions?
• Creative disruption: Better technology or service 

model destroys the earlier dominant technology or 
operating model

− Makes competence obsolete and replaces 
leading organizations, products, services as 
well as alliances and ecosystems

• Ideas and ideologies -> regulation, production, 
consumption and culture

• Megatrends and grand challenges as enabling 
change: Aging population, urbanization, climate 
change, migration, etc.
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Management myopia II
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”I cannot see that electric car would
become widely accepted because there is 
no way petrol delivery chains can operate
a business model that is based on 
charging car batteries. What would they
do? Sell candies and coffee while people
wait?”

– CEO, gasoline distribution company, 
2012



Special attention to technology!
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Mobile 5G 

Virtual reality
on-the-go

Immersive, ubiquitous

The Internet 
of things

1 Gbps

Modified from Qualcomm

1980s 1990s 2000s 2010s 2020s



Future: Augmented reality and virtual 
presence technologies
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The Prius Approach 
(Furr & Snow, 2015)

What should Aalto School of Business do to address the 
challenge of online learning?

Discuss and debate! 
10 minutes, develop three recommendations.
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Core vs. extension vs. bets
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Lean start-up
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- Method or philosophy
- ”Experiment”, ”Fail fast”, ”Know

your customer”
- Minimum viable product: As much

as possible information of the
customers with the least possible
investment in the product

- Pivoting: Even radical changing of 
plans and strategy



Waterfall vs. dynamic strategy process
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Analysis of 
the external 
environment

Analysis of 
internal 

capabilities
Visions

Formula-
ting the 
strategy Winning 

strategy

1. year 2. year Years 3-10

Vs.

(Vuori)



Strategic agility
- Agility 

• Ability to address the changes in the environment without
delays, instinctively

• problem: too much waivering, lack of consistency
- Momentum

• Ability to plan and direct resources to reach goals
• Problem: success traps, following the same old operating 

logic
- Agility + momentum = Strategic agility
- Ambidextrous organisation

• Controlled adaptation of the business areas, products and 
busines models to the changing environment

29.9.2020
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Dynamic strategy making model
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CONTINUOUS STRATEGY EXECUTION

SHAPING OF
STRATEGY & ORGANIZATION

ANALYTICS EXPERI-
MENTS

CONTINUOUS
PRODUCTION OF SCENARIOS



Strategy tools (Bain & Company)

https://www.bain.com/insi
ghts/topics/management-
tools-and-trends/
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Thank you for today!



BONUS SLIDES



Mapping the future: 
Megatrends



What are megatrends

“Large-scale social, economic, political, 
ecological or technological changes that 
are typically slow to form, but which 
influence many other activities and views, 
possibly over decades.”

29.9.2020
40Johnson et al. (2014): Exploring Strategy, Pearson Education



Some usual megatrends
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Why to map megatrends?

• Creating an understanding of the 
possible futures and their impact on the 
business

• Challenging existing mindsets and 
cognitive models

• Moving from the operational, day-to-day 
thinking to more strategic, visionary 
level

• Forms basis for other “future-back” 
strategy tools such as developing 
scenarios

29.9.2020
42



What are the challenges?

• Megatrends are so broad, 
complex and often generic that 
they link to everything

• Thus, their impact on the 
business is difficult to grasp

• Not embedding the megatrends in 
the company strategy in any way

• Picking megatrends to merely 
justify existing strategy
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Continuous uncertainty…
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Operating environment for Finnair
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Megatrends

PESTEL



Grounding megatrends in corporate 
strategy
• What do they mean for 

our business?
• How do the megatrends 

become “operational” in 
the industry, and for the 
company strategy?

• What are the implications 
for the daily activities of 
management and 
employees?

• Communicate!
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Solution to the megatrend dilemma

The point is not to identify the right megatrends…..
….but the process of mapping them and thinking about 
the corporate strategy from the “future-back” 
perspective
Those who are involved in the process get the most out 
of it!!

What then?
As this is not necessarily time-critical mapping, 
megatrends can be an inclusive and a long-term, 
recurring process supporting strategy-making in the 
company
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