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Organizational Futures Learning, 

OFL
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About the 

speaker:
Futurist at Nokia,

PhD Student at Helsinki 

School of Economics

PhD thesis topic: Weak 

signals in Organizational 

Futures Learning

Future related activities:

Weak signal editor in Future 

Takes (WFS publication)

Board member of European 

Futurist Conference, Luzern

Columnist at Wired
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What is organizational learning about? 

What are futures methods 

that organizations use in foresight practises?

ORGANIZATIONAL LEARNING           

FUTURES

+
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Some Theories About Learning
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Neisser’s (1976) perceptual cycle, where the schema directs 

exploration, which samples the object, which modifies the schema 
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Author Main comments on organizational learning and 

change

Barr et al. ,1992 -Managers’ mental models are important

- Mental models that can no longer match to or explain occurrences in the 

environment must be altered and new understandings of the environment must be 

developed

Kaplan, 2008 -A company is a collective of people with different cognitive frames, and that 

company’s response to change is the result of interaction among these frames.

Choo, 2006 -Organizational learning takes place when members respond to changes in the 

environment by detecting errors and correcting the errors through modifying 

strategies, assumptions, or norms

Argyris and Schön, 1978 -Single-loop learning, that is adaptive, is possible when the modifications of 

organizational actions are adequate to correct the error without challenging the 

existing norms (Choo, 2006:, p. 299). Double-loop learning, on the other hand occurs 

when correction of norms are needed. It is  generative learning that creates new 

public maps (Choo, 2006, p. 300)

March and Olsen’s, 

1976

-organizational choice and adaptation happens in various levels: individual, 

organization, and environment

Nonaka and Takeuchi, 

1995

-human knowledge is created and expanded through social interaction (between 

individuals) between tacit knowledge and explicit knowledge. They call this. 

knowledge conversation. In organizational level knowledge creation is a continuous 

and dynamic interaction between tacit and explicit knowledge
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Futures methods 

for 

organizational 

purposes
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FuturesMethods

Scenarios

Cross impact analysis

Delphoi study

Futures wheels

Trend extrapolation

Environmental scanning

Weak signals

trends

invariances

megatrends

Wild cards
disruptions

Anti-trends

forecasting

backcasting
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Futures Windows
Method created by Elina Hiltunen

-disseminating visual

weak signals in organization
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www.trendwiki.fi

Tool for collecting weak signals

Inside of organization
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…process…

Listing

megatrends

trends,

major drivers

Creating

Futures tables

4 Scenarios 

from futures

tables

Finding

futures 

information

sources

Choosing one 

scenario for game 

theme

”FuturoPoly 2023

world”

Planning the game

Listing 

Wild cards 

(surprises),

Weak signals
Choosing 

the topic 

of the game

Choosing

major drivers for

your topic



Company Confidential

© 2008  Nokia V1-Filename.ppt / YYYY-MM-DD / Initials12



Company Confidential

© 2008  Nokia V1-Filename.ppt / YYYY-MM-DD / Initials13

Anticipate

InnovatePURPOSES
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Organizational Futures learning (OFL)

Is organization’s learning about possible future 
threats and possibilities based on today’s 
evidence of the futures (e.g. weak signals). OFL 
includes collectively becoming aware, obtaining, 
collecting and making sense of futures oriented 
information like weak signals, trends and 
megatrends, process of studying this information, 
analyzing it, disseminating it inside of 
organization, interpretation it, sharing it and using 
it in organization’s various processes- also in 
creating the futures (new strategies, products, 
services).

-definition by Elina Hiltunen
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ORGANIZATIONAL FUTURES LEARNING

AND WEAK SIGNALS

OFL, picture by Elina Hiltunen
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Nokia World Map

• Nokia strategy level annual foresight activity

• Timeframe 7 years

• Includes weak signal, trend and megatrend spotting 

activities in various areas on life (not only mobile trends)

• Includes scenario thinking

• Involves about 200 people internally + external experts of 

various topics

• Wm feeds strategy and visioning process of Nokia
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Challenges in Organizational Futures Learning

Too internal focus

Not existing processes

Futures information not used in 

organization, nor communicated inside of 

organization

Not enough evidence that clarifies the 

assumptions

Organization’s assumptions about the 

futures not challenged
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Organizational Futures Learning

Effective OFL

Use externals

Challenge your thinking

Impact on manager’s thinking

Use various methods

Disseminating the information to various 

levels and using various channels

Use the material also for innovating the 

futures



Company Confidential

© 2008  Nokia V1-Filename.ppt / YYYY-MM-DD / Initials19

Thank You!

Elina Hiltunen, elina.m.hiltunen@nokia.com, http://www.future.vuodatus.net

mailto:elina.m.hiltunen@nokia.com

