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1. Introduction

With the emergence of the next generation of mobile
communications technology, known as “5G”, the
telecommunications industry faces a major disruption
and transformation. 5G technology aims to
interconnect people globally and create real-world
wireless and networked societies (Mitra & Agrawal,
2015). These disruptive signals of change are already
creating a new level of uncertainty and turbulence that
demands agility (Gibson, 2014) and business model
innovation (BMI), so that enterprises can offer new
products, services and revenue models, which can be
created and captured by existing and new players
(Chesbrough & Rosenbloom, 2002; Casadesus-
Masanell & Zhu, 2013; Wieland et al., 2017).

Business models are important for commercializing
and creating economic value from (new) technologies
(Chesbrough, 2010). They are one of the foremost tools
for innovation, involving both competition and
describing the position of a firm within its value
network (Chesbrough, 2010; Casadesus-Masanell &
Ricart, 2010; Demil & Lecocq, 2010; Zott et al., 2011;
Casadesus-Masanell & Zhu, 2013; Lanzolla & Markides,
2020). BMI extends the business model and is crucial in
creating and capturing value from technology-driven
changes (Casadesus-Masanell et al., 2010; Wieland et al.,
2017). As a result, the strategic innovation of business
models substantially impacts the long-term prospects of
a firm in today’s dynamic environment (Wirtz et al.,
2010). BMI offers a way to cope with a new form of
organizing a business in an efficient and effective way
that can lead to sustainable competitive advantage
(Wirtz & Daiser, 2018).

Even though, BMI is widely acknowledged as a potential
response to disruption and changes in the sources of
value creation, it remains one of the most challenging
tasks for managers (Eppler & Hoffmann, 2012). This is
due to environmental volatility, uncertainty, complexity,
and ambiguity (VUCA), as well as shifts in competition,
new regulations for markets and governments that have
been increasing by fast-paced technological changes.
These changes have compelled some firms to rethink
and enhance their BMI continuously (Schaller &
Vatananan-Thesenvitz, 2018). The other challenge is a
lack of concrete guidance on how a company can
innovate its business model (Bucherer et al., 2012;
Schaller & Vatananan-Thesenvitz, 2018), along with few
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possibilities for assessing BMI in abstract fashion,
which means that BMI requires experimentation and
stabilization time (Teece, 2010).

Moreover, academic work on BMI to a great extent has
been developed in silos (Zott et al., 2011), conceptual
and empirical studies on BMI are few (Gibson, 2014),
and the wide application of BMI in various fields
makes it highly diversified (Massa et al., 2017).
Schneider and Spieth (2013) argued that existing
studies point towards continued exploration of BMI in
further contexts to enhance our understanding of how
to support firms (in terms of tools and methods)
throughout the BMI process. Moreover, established
processes related to BMI, apparently are not common
in practice (Cortimiglia, et al. 2015), since BMI is often
seen as an ad hoc (rather than systematic) process,
without a clear framework for exploring opportunities
(Girotra & Netessine, 2014). Although, Wirtz and Daiser
(2018) detected seven generic BMI process steps
(analysis, ideation, feasibility, prototyping, decision-
making, implementation, and sustainability), they
underscored the still heterogeneous (in content and
scope) structure of BMI process knowledge within the
literature.

Little theoretical understanding exists concerning how
business model tools work and enable BMI. The term
“BMI tool” is still rather ambiguous in the literature
and has taken numerous forms, understood broadly as
techniques, methods, approaches, and frameworks
built to support various tasks in different stages of
BMI. They are mostly created conceptually and have
not yet been applied and evaluated systematically
(Schwarz & Legner, 2020). The existing frameworks
that integrate tools and methods are still quite generic,
which makes decision-making during innovation
processes rather difficult (Girotra & Netessine, 2014;
Tesch & Brillinger, 2017).

These difficulties indicate that we still have a limited
and disparate understanding of BMI (processes and
methods). With this in mind, I was motivated to study
BMI in a new context to help create a new way for
developing BMI. Thus, I began to integrate elements
from an activity system perspective on BMI (Amit &
Zott, 2012) together with a BMI process model
developed by Wirtz and Daiser (2018). This suggested a
new approach was needed involving strategic
foresight, a way of creating high-quality functional
forward-thinking views to make informed decisions in
the present (Karp, 2004). This was believed could
support firms wishing to explore BMI in environments
characterized by VUCA. The research, therefore, also
answers the call for further research about “the process
and elements of BMI as well as its enablers and effects in
anticipation and response to increasing environmental
volatility”, made by Foss and Saebi (2017).

The application of strategic foresight for developing BMI
in the context of innovative technologies is not yet
prevailing in the literature. This paper contributes to this
gap both in theory and practice, by providing insights
from utilizing two strategic foresight methods, that is,
“horizon scanning” and “visioning” during the process
of creating new business models in the context of 5G
networks. Herein the main research question driving this
study is:

How can future-oriented business model innovation be
developed for emerging disruptive technologies?

The structure of the paper is as follows. First, a review of
existing literature on the concepts of business model
and BMI from a strategic perspective. Following this, a
discussion about strategic foresight to provide the
background for practicing a new approach of BMI. After
that, the research design and method present an
overview of the empirical research context and strategic
foresight methods employed in the process of BMI. Next,
a discussion of the research findings, and finally,
conclusions and implications for management theory
and practice.

2. Summary ofKey Insights from the Literature

2.1 Understandingbusinessmodels andbusinessmodel
innovation
Business model and strategy
The origin of business modelling goes back to value
creation and capture within the internet business in the
mid-1990s. It has been gaining momentum since then
and has become a key concept for technology,
innovation, management, and strategy fields (Afuah &
Tucci, 2001; Amit & Zott, 2001; Zott et. al., 2011). The
definition of ‘business model’ has been prolific since its
birth. For instance, Osterwalder et al. (2005) defines a
business model as a conceptual tool that consists of a set
of concepts and their relationships that reflects the
business logic of a specific firm, describes the value
provided for customers, and how that value is created
and monetized. Business models have also been studied
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on an intuitive and holistic level (as a unit of analysis),
describing how firms do business or function to
achieve their goals (profitability, growth, etc.) (Massa et
al., 2017). Although, there is still no generally accepted
definition for all business models due to various uses in
the literature (Zott et. al., 2011; Massa et al., 2017), a
field that researches business models has gradually
developed (Wirtz et al., 2016).

In the “strategy” stream of research, a business model
is conceptualized as a structured and analytical model
that depicts a business’ architecture and links the
firm’s strategy (how to compete) to its activities
(execution of strategy). Accordingly, a business model
bridges the formulation and implementation of
strategy (Porter & Gibbs, 2001; Margretta, 2002;
Richardson, 2005). Along the same lines, Casadesus-
Masanell and Ricart (2010) viewed the business model
as a direct result of strategy and means for (operative)
implementation of market strategies.

Adopting the strategic view, a business model is
important to enable a company’s plans to create and
capture value that spans the internal/external
boundaries of the firm and its industry (Amit & Zott,
2001; Zott & Amit, 2010). Business model activities (for
example, value-chain activities, customer segments,
choice of products, services, and revenue mechanisms)
involve human, physical and/or capital resources that
link value creation with value capture to exploit
business opportunities for the parties involved
(Chesbrough & Rosenbloom, 2002; Zott & Amit, 2010).

Embedded in theoretical and empirical research, Amit
and Zott (2001) and Zott and Amit (2010) further
explored activity system design as consisting of two
parameters: 1) design elements describing the
architecture of an activity, including its content,
structure, and governance, and 2) design themes
describing the sources of the activity system’s value
creation. The latter includes the novelty that captures
the degree of an activity system’s innovativeness, the
lock-in activities that cause “switching costs” or
increased motivation for business model participants
to stay within the activity system and transact,
complementarities wherein the business model’s
interdependent activities have value-enhancing effect,
and efficiency where the aim is to reduce/save costs
through activity system interlinkages. Moreover, these
value drivers are often mutually reinforcing, that is, the
existence of each value driver can strengthen the
effectiveness of any other one (Amit & Zott, 2001). For
instance, collaboration between value drivers provides
more effectiveness or complementarities that bring
benefit when supported by novel design (Amit & Zott,
2010).

Interestingly, strategies are also looked at as a system of
interrelated activities, as brought to the fore by Porter
(1996), who contended that coordinated activities can
drive competitive advantage. Thus, a firm’s strategy
integrates its business model activities, which form the
business’ value logic (Osterwalder et al., 2005; Zott &
Amit, 2010; Wirtz et al., 2016).

Business model innovation and strategy
Afuah (2014) defined BMI as a framework for creating
and capturing value by doing things differently from the
norm (Afuah, 2014). Amit and Zott (2010) suggested BMI
means developing a right business model for a specific
situation, that is, BMI can occur through value drivers in
business models that entail new activities (content),
linking activities in a novel way (structure), or altering
the activity performed by a particular party in a way that
leads to novel forms of cooperation (governance).
Changing one or more of these design elements leads to
changing the whole model. Thus, BMI denotes designing
and implementing an enterprise activity system that is
either new to the focal firm, target market, industry, or
generally to the world (Amit & Zott, 2012).

An innovative business model can generate a new
market or enable a company to create and exploit new
opportunities in an established market (Amit & Zott,
2010). In a rapidly changing technology market, product
innovations without BMI may not always create
sufficient competitive advantage (Amit & Zott, 2010). As
a result, BMI designs a process through which a firm
may adjust its business model to suit a new competitive
landscape (Kindström & kowalkowski, 2015). Efficient
and continuous BMI thus becomes vitally important for
maintaining sustainable competitive advantage (Teece,
2010; Cortimiglia et al., 2015).

BMI can be driven by new customer demands, such as
the emergence of new value propositions or technology
obsolescence (see Casadesus-Masanell & Ricart, 2010),
and also derive from strategic activities, as strategy
defines the pattern of BMI (Cortimiglia et al., 2015).
Furthermore, BMI can have a positive effect on a firm’s
strategic flexibility (Schneider & Spieth, 2013). It requires
managers to constantly monitor and identify
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uncertainties that impact the current business model,
anticipate possible consequences of internal and
external changes to the firm, and proactively move
towards innovating the business model to respond to
external changes (Schneider & Spieth, 2013;
Cortimiglia et al., 2015).

Methods like scenario planning and making roadmaps
can be used to draw up an innovated business model’s
specificities. This can lead to identifying a range of new
market opportunities based on available key activities,
resources, and market attributes. However, there is no
specific business model development that need be
practiced at that point (Cortimiglia et al., 2015). There
have been a couple of notable exceptions: 1) a study
done by Tesch (2016), which applied scenario planning
to evaluate BMI in the context of digitalization and IoT,
and 2) a study done by Moqaddamerad and colleagues
(2017) that focused on applying scenario planning to
create novel business models in the context of 5G
networks. The following section discusses further the
value and importance of such forward-looking
methods for BMI.

2.2 Strategic foresight: a novel approach for the
developmentofbusinessmodel innovation
The concept of ‘foresight’ means to have “an accurate
view of the future” (Courtney, 2001). Foresight
prepares decision-makers to fulfil future requirements
and grasp opportunities, leading them to make more
informed decision in the present (Karp, 2004). Strategic
foresight enables future competitive advantage and
involves “identifying, observing and interpreting
factors that induce change, determining possible
organization-specific implications, and triggering
appropriate organizational responses (Rohrbeck et al.,
2015).

Most strategy tools (such as SWOT analysis, and the
Five Forces framework) do not encapsulate the
dynamic model of reality. This is because they were
designed for yesterday’s more stable environments,
thus adding little foresight on the strategies to win in a
tumultuous marketplace (Courtney, 2001; Teece, 2007).
Foresight does not emerge from meticulous market
analysis or by examining perfect forecasting tools (if
they ever existed) (Courtney, 2001). To develop
foresight, organizations need to understand and
explore the uncertainties they are facing (Karp, 2004) in
order to help them find methods and procedures for
gaining insight and making informed speculations
about the path ahead (Teece, 2007).

Strategic foresight can thus guide the renewal of
business models and help cope with the increasing
uncertainty and ambiguity of technological and market
disruption in two ways. First, it can enable decision-
makers to recognize environmental discontinuities as
well as developing ideas to work on emerging
technologies, and second, it can provide a set of
methods and techniques for selecting the external
drivers of change, anticipating their possible
development trajectory, detecting their consequences
on the organization, and finally formulating the most
proper response (Rasmussen et al., 2010; Vecchiato,
2012a & 2012b). Hence, such a business tool can
generate anticipatory and actionable knowledge to be
used by decision-makers.

Finally, strategic foresight is important not only to the
survival of the firm, but to whole industry. It plays a
significant role in strategic planning and innovation,
gaining or losing competitive advantage, foreseeing and
missing new markets, and making new strategic choices
in turbulent circumstances (Lemos & Porto, 1998).
Strategic foresight has arguably the strongest effect
when embedded in companies as an ongoing daily
practice, and should not be limited only to top
management or a specialized R&D division, but rather
also include bottom-up ideation perspectives (Verganti
& Shani, 2016; Sarpong & Maclean, 2016). The next
section presents a systematic way of developing
business model innovation using strategic foresight
methods.

3. Research Design andMethod

Research context
5G telecommunications networks currently constitute a
foundation for future digitalized societies based on the
timely availability of high-quality wireless connectivity.
This suggests changes to the industry’s structure such
that the traditional mobile telecommunications business
dominated by mobile network operators (MNOs) has
had to start transforming and becoming more open to
new entrants known as local service providers. This
transformation has sped up digitalization for local
service delivery as well as boosting local businesses into
new growth areas. Small operators have promised to
provide: 1) hosted local connectivity for MNOs in
specific locations, 2) locally tailored content and
services, and 3) secure network operation (Matinmikko
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et al., 2017). However, local operators still need viable
business models to achieve innovation, advantage and
growth in a high-velocity business environment. Given
the paucity of existing research on future 5G business
models, this research aimed to conduct an explorative
qualitative single case study to study a contemporary
phenomenon within its real-life context (Yin, 2018: 50).

Description of the case company
The company under study is a leading northern
European supplier of technical services for power and
communication networks. Founded in 2001, the
company operates in Nordic countries as well as
Germany, Poland, and Lithuania, with headquarters in
Sweden. The company delivers a comprehensive range
of solutions that includes designing, planning,
building, installing, and securing or maintaining the
operation of electrical networks (smart grids, fibre) and
(mobile and fixed) telecommunications networks. It
also designs and installs charging points for electric
cars and internal networks for mobile phone coverage.
The company has 6,200 employees out of which 1,500
are based in Finland and its net sales were EUR 1.1
billion in 2019.

Data collection process
Data was collected from a national project in the
telecommunications industry with 5G technology,
where the case company was part of the project
consortium. The data was collected through: 1) the
company’s website and professional media (secondary
Figure 1.The process o
data), 2) ten interviews for selecting and ensuring the
diversity of workshop participants, understanding the
company’s current challenges, as well as scoping and
framing strategic foresight activities (Table 1), 3) two
consecutive workshops that were designed and
facilitated based on the results of the interviews. The
first workshop aimed at scoping and opening the context
of 5G technological development (for example,
opportunities, challenges, possible solutions), analysing
the company’s current business model, and scanning
trends in the telecommunications industry. The second
workshop aimed to develop alternative visionary and
innovative business models for three years ahead
specifically to address the participating company’s
challenges. Figure 1 shows the process of data collection.

Applying strategic foresight methods: horizon scanning
and visioning
“Horizon scanning”, also known as environmental
scanning, is usually conducted at the beginning of any
strategic foresight activity. Horizon scanning helps to
achieve a broad forward-looking view to prepare an
organization for change. It entails sensemaking and
prioritizing activities and serves as an early warning
system to detect emerging indications of important
future developments. Additionally, it aids a company in
taking timely action well before imminent changes can
become problems (Day & Schoemaker, 2005).

To frame the scope of horizon scanning activities, the
author conducted a focused scan to identify new
f data collection
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developments that signal potential future change
(emerging issues) in regulatory, technology, and
business domains, given they are the most relevant
domains to 5G market changes (Ahokangas et al.,
2013). The time horizon was defined by the
participants and is context-based. Selecting the viable
time horizon is an important factor in applying
foresight. It is based on the type of future under study,
as well as the type of business, market, target group,
and investment (Duin, 2006). Since the
telecommunications industry is rapidly changing,
three years ahead was considered feasible and logical
to envision and plan.

“Visioning” as a strategic foresight method entails
setting goals and creating a direction to the future to
which the firm can commit. Visioning helps with
strategic planning for the future by ensuring that goals
are driven by the organisation’s values and that
stakeholders are participating (Bezold, 2009). Visions
created during the ‘visioning’ process are products of
stakeholder dialogues, for instance, when analysing
and understanding problems and possible solutions to
respond to potentially undesirable contextual changes.
Visioning helps to successfully converge actions in a
desired direction (van der Helm, 2009).

The author applied visioning to activate workshop
participants’ futures thinking, to help define clear
objectives and a well-organized strategy, and to craft
and deliver a shared actionable vision of innovative and
future-oriented business models for 5G networks.
Hence, visioning helped to reduce the uncertainty of the
BMI process and thereby sought to improve company
performance and competitive advantage.

4. Summary ofAnalysis and Results

Shaping a future-oriented BMI process by applying
horizon scanning and visioning
This section presents the results of integrating BMI
process and strategic foresight methods. For the BMI
process, I adopted the framework suggested by Wirtz
and Daiser (2018) made of analysis, ideation, feasibility,
and prototyping. The case company took over
implementing the business models separately, which
was beyond the scope of the workshops. For business
model representation (Figure 3), I applied the magic
triangle model developed by Gassmann et al. (2014). The
framework addresses four major areas including, 1) the
target customer, 2) the customer value proposition, 3)
the value chain behind the creation of the value, and 4)
the revenue model that captures value. Figure 2 exhibits
the business model innovation process and activities
that were performed throughout the process.

Step 1: Assessing the current business model
The analysis phase of the BMI process addresses the
current business model from a content perspective
through scanning and scoping the current situation, as
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well as understanding the current business model
weaknesses, strengths, opportunities and threats. As
illustrated in Figure 3, currently MNOs form the main
and the most important customers for the case
Figure 3. Current busine
company. MNOs generate 95  of the company’s
revenue through annual agreements and account for
traditional daily services related to the company’s core
competencies in communication and infrastructure
ss model (2019)
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Table 2. Horizon scanning
management (designing, planning, building, and
maintaining networks). The revenue model is
task/activity-based or time/unit-based, with the highest
revenue achieved through pure installation work. The
company’s strengths revolve around its strong expertise
and skills in this field that can pave the way for finding
new opportunities (new customer segments and
offerings).

The emergence of 5G technology has especially created a
lot of uncertainty and turbulence in the market as new
local operators enter the market. Thus, it has become
important to understand this new technology and grasp
how it might influence the company’s operational
effectiveness and performance. For that, they need to
monitor trends in the industry to effectively renew their
business models. The next activity in the process
addresses this issue through horizon scanning.

Horizon scanning
New business models are often based on early signals of
change, for instance, new technologies, new customer
requirements, or new regulations (Gassmann et al.,
2014). Horizon scanning (Table 2) as a creative activity
helps participants to think differently, both by
identifying trends that will form the most likely future
and by pinpointing threats and opportunities. This
activity enables anticipating and accommodating
opportunities. In this study, the questions asked were,
“what are the most influential trends in the
telecommunications industry? And how will they affect
the case company?”

An analysis of insights from these trends indicates that
the company’s environment is substantially changing.
For instance, spectrum bands (from 3.5 GHz and higher)
will soon be available for different service provisioning,
which require radio access permission from regulators
for operating services. The company now faces
uncertainty from various technologies (for example,
LTE, 5G, WLAN) being developed in their desired
direction. Additionally, the current way of offering
services and generating revenue will likely no longer be
profitable with the advent of 5G networks, since mobile
operators have started moving towards easier
installation of hardware and software in a way that
everything can be installed remotely, controlled, and
operated through cloud-based services.

Telecommunications services will be mostly offered for
indoor purposes, while many new entrants are now
entering the market and could impact the value chain
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Figure 4. Business model innovation for 2020
and value network activities. These changes necessitate
the case company to acquire new skills and enhance its
competency in service and data provisioning, as well as
operational excellence, renew its organizational
structure and respond to end customer needs, and
change the governance of its external resources and
relationships. Achieving growth requires offering high
quality indoor services (for example, connectivity and
coverage) and in that sense, the company must compete
with operators who have 90  share of indoor services.
The case company has a major advantage over the
operators in having built an existing high-quality
network infrastructure. All in all, the case company
needs to move fast, act proactively, learn from good
practices, take more risks, and find its position within
the value chain of high margin business. The next steps
address possible solutions in the form of alternative
innovative business models.
Step 2: Ideation
The ideation phase generates clear BMI ideas and
concepts, as well as establishing the rationale, scope and
key objectives of the new business model. While horizon
scanning can be a key input to the visioning process,
visioning activities can uncover the company’s goals and
aspirations, bringing consideration of the future back to
the present, thereby creating the basis for BMI. As a
researcher working with the case company, I began the
visioning process by asking “where would the company
like to be in 2022?” And “what are the areas for business
model renewal until 2022?” The participants had to
identify and prioritize areas of common grounds built on
positive change in the company’s current business
model, as well as thinking about preferable future
business models.

Step 3: Feasibility
Participants should be able to better sense the feasibility
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of new business models (that is, evaluating the
practicality and impact of the conceptual draft of BMI)
by scanning the environment, finding technology
requirements, analysing the market, industry and
competition.

Step 4: Prototyping
After confirming the feasibility of a BMI, the content of
an alternative business model is prototyped, evaluated,
refined, and optimized. In practice, these three steps
happened together through questioning and extensive
discussions between the participants during the
workshops. Based on this activity, three different
innovative business models were developed looking
ahead to 2022 (see Figures 4, 5, & 6).

Business model innovation on the horizon
The participants created three innovative business
models based on value creation and capture ideas and
opportunities, as well as targeting customers that they
had identified through previous steps. Figure 4 displays
the business model innovation for 2020.

In the 2020 business model, the target customers were
enterprises and construction companies (building
houses, shopping malls, factories, industrial
automation) and their customers included real estate
companies, property management organizations,
renovation companies, and end users. Construction
companies are the channels for reaching enterprises.
Construction companies, however, are not specialized in
managing operations inside buildings and therefore
cannot maintain continuous services. This creates a new
opportunity for the case company to create and capture
value.

In this situation, 5G networks have not yet been
commercialized. The case company can therefore offer
high quality WIFI services apart from infrastructure
services and quality management services, both for
MNOs and enterprises. These services can be offered
through subcontractors and may lead to additional
projects. The case company may also act as an integrator
and distribute or sell big vendors’ equipment.
Nevertheless, moving towards offering engineering
solutions appears to be more promising now as we
approach the onset of 5G networks. The company
believes that partnering with vendors will create more
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opportunities for offering their network-as-a-service
indoors. In this regard, MNOs become strategic partners
to the case company because of their network of
customers and the services needed from the case
company (that is, building infrastructure). Revenue will
be mainly generated through leasing, monetizing
coverage, connectivity (based on existing locations), and
site acquisition, as well as selling infrastructure and
installation payments.

The next year’s business model (2021), Figure 5, focuses
on a new customer, that is, a municipality. In this
situation, the company aims to enable “smart city”
operation by offering services like the design and
utilization of IoT, infrastructure, hardware, and
improved connectivity. The company’s value chain
functions through partnering and integrating with IoT
venders, while the revenue model is project- and
service-based pricing.

As a result of the interviews and workshop, it is
recommended that the company combine its experience
and expertise in telecom and electricity to provide
services to the municipality when constructing different
areas and blocks. It should thus move towards
partnering with IT companies to create more value for
end customers and expand its market share.

The business model innovation for 2022, as shown in
Figure 6, serves a new customer segment, i.e. local
operators. In this situation, 5G networks are assumed to
be ready for commercial purposes. Local operators can
include hospitals, campuses, utilities, factories,
shopping malls, sport arenas, and others, which may
need to have a wide variety of infrastructure and
network services, such as accessing the core network,
connectivity, and maintaining the whole ICT
infrastructure.

In this situation, the company can gain the advantage of
offering a whole package for infrastructure and platform
as-a-service, as well as securing connectivity service
contracts for all customers. Acting as a local operator
would require having cloud capabilities, a core network
(hosted by Google), and an access network that MNOs
and vendors sell to. The case company should therefore
outsource its core network as-a-service. Getting into
indoor services offering business requires cooperation
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with commercial operators, since they have an existing
network of customers. Hence, business models for the
5G era are shaped around local operators as customers
and partnering with commercial operators to create
value. Since the largest share of the company’s market is
within northern Europe, revenues there would be high
while competition would be limited. Moreover, one
novel opportunity could be starting with a “Wi-Fi
network lighting” to get into the 5G market outside of
traditional telco operators. The participants understood
the importance of creating these visionary business
models both for customizing and packetizing the service
offerings and classifying customer approaches in
practice.

5. Discussion

The innovative business models envisioned above with a
strategic lens aim at creating new internal and external
(interdependent) activities that can be governed in a way
that creatively link value creation to value capture. This
reflects a novel view of strategy development in which
strategic choices are able to focus on designing effective
interdependent activities (Lanzolla & Markides, 2020).
Identifying existing trends and key uncertainties can
significantly affect the industry and the company’s
future. This not only enables anticipating and
accommodating opportunities, but also insight to
provide inputs towards creating new visions and
discovering their possible business outcomes. During
the BMI process, the case company's strategies got built
on a shared vision of the most important features of
their future business models, which identified potential
customers and gained understanding of their needs.

Factors like an industry’s background and structure, a
company’s core capability, or the diverse strategic
segments in which the company competes, together
with considering uncertainties about the future
(Schoemaker, 1992) are addressed during the visioning
process. These factors are crucial for generating strategic
visions. BMI in this way becomes key to the heart of a
firm’s strategic vision. The research findings highlight
the company’s core capabilities (engineering,
product/service quality, quality of personnel) can be
effective for multiple strategic market segments that they
might be competing in (market segmentation, service
groupings, technology), with the aid of future-oriented
innovative business models. These core capabilities
seemed to be durable and form the ground for the
company’s sustainable competitive advantage.
However, the case company under study in this research
paper also realized that it must develop further their
sales, marketing, and R&D capabilities, along with its
engineering capability and high-quality services.

By utilizing a process called “visioning” in a workshop
setting, I intended to inspire and frame the participants’
dialogue, open their mindset towards discussion about
future developments incoming as a result of the
emerging 5G market, and help evaluate potential
actions. Visioning in this way helped understand the
shape of the past and present, and enabled a productive
map of the company’s mental image of possible
alternative strategy development (Van der Helm, 2009).
This was done in a way that enacted collective
sensemaking (perceiving, interpreting, and responding
to change) and created “foresightful” knowledge
(Sarpong & Maclean, 2012). Being engaged in a temporal
process focused on innovation, the participants actively
constructed dynamic images of future business models
and concentrated their efforts on developing a broad
and shared outline of the innovative business models.
This resulted in enhancing the company’s learning
capability, as well as awareness of the diverse set of
emerging possible business futures. Thus, it helped lead
to improved decision-making and implementation of
strategies, according to the feedback after the interviews
and workshop.

The practice of “horizon scanning” enabled the
company’s participants in developing BMI to build
mental models that enabled them to better understand
their business environment. By linking both visioning
and time horizons, this helped them construct mental
models for setting goals. Creating two or three (BMI)
visions sequenced along a time continuum, so the
theory goes, can help structure a company’s future goals
in clear achievable steps (Hines & Bishop, 2013). The
envisioned innovative business models enable the
company to gain lead time for generating and/or
directing change, along with greater flexibly to enact
various activity systems, and allocate resources more
efficiently. Moreover, in the face of exogenous shocks,
old ways of thinking and ad hoc created business models
cannot offer to provide sustained realistic growth into
the future. In that case, innovations must emerge
through revitalized ways of thinking and strategic
foresight, which “visioning” in particular was designed
to do. Indeed, if a company lacks strategic foresight,
their business models often lack genuine novelty, agility
and resilience, and consequently cannot adapt to and
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survive from exogenous shocks. Considering these
benefits, the research from this study suggests it is worth
integrating strategic foresight into a company’s current
processes of developing BMI.

6. Conclusion

This research attempted to apply strategic foresight
approach for developing BMI in high velocity
environments in order to help companies not to miss
valuable uses of innovative technologies. The above
report has shown that BMI can be an effective way for
companies to manage the challenges of adopting
disruptive technologies and increasing competition
from the entry of disruptors. Innovative business models
can generate substantial market value either by creating
new markets or transforming existing ones. Moreover,
innovative business models can become a crucial factor
for a company’s effectiveness in creating and capturing
value in VUCA environments. Nevertheless, methods
that can simplify and help business leaders understand
such environments are scarce in the literature (Gibson,
2014). BMI regardless still requires both creativity and
“structured guidance to frame and focus thought”
(Eppler et al., 2011).

To address these issues, this study employed a
qualitative single case study approach to integrate the
concepts of BMI and strategic foresight (in terms of
innovative future-oriented methods). This was done to
capture the lived experiences of bottom-up ideation, as
well to access and exploit the distributed expertise of
business managers and engineers.

This study sought to contribute to our understanding on
how strategic foresight methods can be systematically
integrated in a BMI process in the context of the
telecommunications industry, which is a dynamically
changing complex of technologies and markets globally.
The pragmatic value of “strategic foresight” has
remained little understood by practicing managers,
especially how it may help them to systematically
innovate their business models. This study therefore
tried to fill this gap by showing how strategic foresight
can enable prospective and creative thinking, while
improving the knowledge creation needed for solving
problems. This approach to BMI can give managers a
strong incentive to utilize strategic foresight methods
regularly, as well as integrating them as ongoing daily
practices for more effective BMI processes. The ability to
demonstrate how future-oriented BMI can be managed
in practice may lead to enhancing the development of
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