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I am honoured and this is the right place: Scott 
(TFSC), Mourad (IEEE ICTMOD + Research partner)

• I
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TFSC, Scott and Mourad have been important parts of 
my multidisciplinary journey



Which in turn led to 2025

3



Context

• Anticipation is becoming increasingly vital for 
organizations seeking to avoid threats and capitalize on 
opportunities in today’s dynamic and competitive 
environment.

• To effectively navigate ongoing disruptions, companies 
must embrace organizational agility. 

• As a proven success factor, organizational agility enables 
firms to adapt rapidly and respond proactively to change.
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Robert Rosen’s anticipatory system (popular in 
foresight) 
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Now we go very multidisciplinary  Robert Rosen 
anticipatory system (popular in foresight) 
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A sensing system 
(could be competitive 
intelligence, foresight, 
market research)

An adapting 
system: Agility

This research stream which recently started is with Christophe 
Bisson, Nabila Boukef and Dominic Blakely



We did a study looking for a relationship 
between agility and sensing

• This exploratory survey used five measures of sensing system 
(foresight and competitive intelligence) and 12 different types 
of organizational agility. 

• Strategic Consortium of Intelligence Professional members 
were surveyed 78 responses, range of firm size and industry
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Organizational agility from Lee et al . (2015) 

Compared to your competition, is your firm more able to
1. Anticipate new business opportunities
2. Seek new business opportunities
3. Seek novel approaches to future market needs
4. Seek high-risk projects with chances of high return
5. Support business experimentation despite uncertain returns
6. Commit resources to radical changes that can potentially transform

markets and competition
7. Rapidly react to emerging opportunities in customer needs
8. Rapidly react to emerging opportunities in markets
9. Rapidly react to emerging environmental opportunities
10.Adapt existing business models
11.Adapt existing business processes
12.Quickly adopt best practices used by others
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Anticipatory measures used
Variable Corresponding CI measure 

from Calof et al 2021
Corresponding foresight 
measure from Rohrbeck (2018)

How much information 
does your organization 
obtain from its own 
employees? 

How important are 
companies employees to 
your CI efforts;
How many employees 
participate in CI activities

Information is shared freely; 
Foresighters have strong 
internal networks; every 
employee is responsible for 
detecting weak signals

Do your employees know 
who to pass information on 
to when they acquire it? 

How many of your 
organizations employees 
know about CI and 
participate in it

Most employees in our 
company are actively scanning

# tools/analytical 
techniques used   

Which analytical techniques 
do you use

Method sophistication 
questions 9



Results: Correlations between agility and sensing 
(bold means statistically significant) 
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Agility type Info from 
emps

Emps know 
where to 
send info

Person 
with role

Process is 
formalized

# tools 
used

Seek high risk projects .12 .20 .33 .24 .25 

Support business experimenting -.07 .04 .19 .11 .31 

Resources to radical change .23 .24 .35 .19 .32 

Adapt existing business models .25 .23 .24 .16 .19 

Adapt existing business 
processes

.19 .17 .11 .13 .11 

Quickly adapt best practices .15 .21 .31 .32 .30 



We then took the first study results and 

suggested an anticipatory system matrix
• Research until now has focused mainly on CI or foresight’s ability to 

anticipate future states ignoring the need for adapting as a result of this 
anticipation. 

• CI and foresight under an anticipatory system do provide the ability to anticipate 

future events but they are not directly involved in adapting current behavior.

• We propose a conceptual model as an anticipatory matrix  with higher anticipatory 
capability being associated with higher levels of both agility and sensing. 
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Anticipatory systems matrix – conceptual 
development and preliminary testing

  Agility: Low Agility: Medium Agility: High 

Sensing: Low  

 Low anticipatory 

capability     

Sensing: Medium 
      

Sensing: High      

 High anticipatory 

capability 
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We used the SCIP study data: Results confirmed 
the classification system. 
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Agility: Low
Agility: 

Medium
Agility: High

Sensing: Low 6 companies 4 3

Sensing: 

Medium
10 4 3

Sensing: High 5 14 10



Simple test of the core concept – Applied to 
Nortel Study
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At its peak in the middle part of 2000, Nortel 
employed about 90,000 worldwide, including 30,000 
here in Canada. Guided by the leadership of then CEO 
John Roth, its stock hit an incredible $124 on the 
Toronto Stock Exchange, where it accounted for more 
than one-third of all companies on the TSX in terms of 
valuation, with sales of its telecom optical equipment 
riding an all-time high.

By Angus Gillespie 
http://www.cbj.ca/features/feb_12_features/nortel_a_decade_later_former_ceo_dun
n_and_two_others_stand_trial.html



The initial study variables: Both agility and 
sensing (with slight liberty's)
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Decision maker: Cognitive Factors
Decision maker orientation (technical vs business)

External vs Internal Focus

Cognitive complexity

Open minded 

Formal  external 
monitoring
Competitive intelligence

unit
Competitive intelligence

guild
Design interpretive center
Customer surveys
Planning unit

Informal  external 
monitoring
Board members 
Industry relationships
BNR
University funding
Technical staff  

customer interaction 
Trade show attendance

Princeton series/ 
Management programs

Internal systems 

with external insight
Accounting system

Approval forms and

processes (B form)

Performance 

management system

Internal relationships

Agility capability

Internal relationships

Customer relationship 

and trust (the cloud)

Structural flexibility 

(move around)

Culture 

Employee focus

Resources

Sensing capability

Most of these 
contribute to agility



Board resilience

Strategic Resilience

Put under an agility frame with external 
environment as a key factor
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Customers ultimately decide who survives and who dies 

External

Environment

Resilience 

(agility and sensing)
Black Cloud (agility)

Ability to believe in the

need to change

Ability to sense the 

need for change

Ability to execute

on needed changes
Business 

Assessment

Metrics

Comfort

Likability

Board/owner/

Shareholder 

support

Deregulation
Increased competition

Increased customer power

Commoditization

Technological Change

Oversupply

Porters forces



Results confirmed the classification system and 
performance but lags  (same in biology)
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Agility: Low
Agility: 

Medium
Agility: High

Sensing: Low

2002 – 2004 
DeclineSensing: 

Medium

1997 – 2001 
high perf going 

to low 

Sensing: High
Nortel 1997 

(high 
performance)



Future Studies

• Future studies should expand the testing to include more 
measures of CI and Foresight.

• Expand the anticipatory elements examined (market research 
for example)

• Expanding the analytical techniques used

• Examining possible mediating variables. For example, looking 
at whether firm size, sector or country are mediating variables 
in the relationship between anticipatory systems and 
organizational agility. 
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What does the Nortel study teach us?

A multidisciplinary approach is needed to 
deal with complex research topics (like 

success and failure)
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For more information

• calof@telfer.uottawa.ca

• christophe.bisson@skema.edu
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