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Abstract: The future driven innovation process model has developed into a 
framework that puts a strong emphasis on facilitating interfaces between 
conceptualization and market needs in the future. The model combines scenario 
approach to the open innovation paradigm and forms a continuously running 
innovation wheel between business environment and corporate strategy. 
Companies utilizing the future driven innovation process model will be early 
birds in the market, their solutions will fit more precisely to customer needs and 
their strategies will be flexible and actions agile. In this paper, we have built 
scenarios for South America. Based on those experiences we develop the future 
driven innovation process model further. The results of the study show that 
there is need not only for new product, service or business model innovations, 
but also for societal innovations. The role of risk management will be 
broadened to challenge management including e.g. political, ideological or 
economic risks. 

Keywords: Visionary concept, precise concept for future market, South 
America, social innovation, innovation front end, scenario approach 
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1  Introduction 

The future is uncertain and numerous variables are connected to each other when forming 
alternative pictures about the future. At global level, local and regional blocks are the 
main players in integrating different factors and actors to the holistic views of the future. 
For the companies, scenarios form new challenges in the operating environment. There 
will be new needs but also new types of risks, restrictions, regulation and rules. 

The aim of the study is to examine how the future change factors of a company’s 
operational environment could be incorporated in to its innovation process. In this article 
it is suggested, that it would serve this purpose to combine the scenario approach more 
closely in to the front end of the innovation process. The South America scenario work 
conducted in 2007 is introduced as a case study in this field. 

The main concepts used in this study are defined as follows: Innovation is a new 
product, service or operating method which is significantly better than previous solutions 
and has a high market potential. Innovation process is a systematically managed 
procedure to create innovations. Innovation front end is the initiation end of the 
innovation process, where opportunities are identified and ideas generated. Futures 
research helps to recognize and generate ideas in the innovation front end but also to test 
the potentiality of those ideas. Scenario approach is a scenario building process, where a 
company integrates environmental scanning to the strategy formulation. 

The methods used in the study are literature study, conceptual analysis, scenario 
approach, PESTE analysis (political, economic, social, technological and ecological 
dimensions), expert interviews and workshops. The goal of the South America scenario 
work was to analyze the political, economic and social role South America has in the 
world. We are particularly interested in what kind of product and service concepts and 
business models the continent both needs and enables, and what kind of risks and 
possibilities enter into them. Thereby the scenario work is linked to the new concept 
creation and innovation process of companies. The research process is introduced in 
Figure 1. 
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Figure 1 Research process view 
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This article is based on research conducted in the INNORISK project, which aims at 

creating a new operational model that helps companies implement radical changes in 
their business models and renew product portfolios, evolving the selection of market 
based innovation, verifying the theoretical framework in the international research 
community and merging risk management with the methods of futures studies. 

2  Utilizing Scenario Analysis in the Innovation Process 

The INNORISK model (Figure 2) illustrates how companies are positioned in the value 
chain formed by demand and supply. The demand side consists of market growth, market 
volume, market potential, end users and customer values. The supply side is affected by 
the actors including their strategies, resources and visions. Both the demand and the 
supply side are confronting the so called PESTE challenges, which are forming the future 
business environment. The companies which are able to successfully apply the results of 
the futures research and foresight activities will manage the uncertainties related to the 
future better and thus get competitive advantage [1]. The early phases of the innovation 
process are often considered as the most critical ones in several studies. External 
knowledge acquirement and utilization are noticed to be important at this stage of the 
innovation process giving information about the development of future markets and 
needs for new innovative business ideas [2].  

The innovation processes of different companies diverge from each other remarkably. 
The differences stem from the company’s size, position in the value chain, business 
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culture and business lines [3]. The needs and goals of the company specify the suitable 
approaches and tools for each case. 

Figure 2  The framework, innovation process and tools of INNORISK model [4]
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Figure 3 Innovation wheel [4]  

 

 
 
 

3  Building Scenarios 

When working with scenarios the time frame of the activity should be long, at least 10 – 
15 years. The reason is not only to get out the improbable trends and surprises but also to 
reserve time to create the concepts needed for radical innovations. Of course, in a fuzzy 
creation process they can be developed more rapidly in practice. 

As an example of earlier foresight examinations, The National Intelligence Council 
Global Trends 2020 [5] identified three main drivers shaping Latin American future: 
institutions and governance, relations with the US and challenges to security. Five other 
drivers identified were population and society; the impact of globalization; Latin 
American society and its cultural values; natural resources and environment; science and 
technology.  

The purpose of our case study was to analyze South America to the year 2022 as an 
economic block, as a global actor and market, and to define its potential roles in the 
world. PESTE analysis ensured a holistic approach of different aspects to be included in 
the investigation. The case study consisted of country analyses, on-site observations and 
interviews of local experts (3 months in spring 2007) and a 2-day scenario workshop at 
the end of April 2007.  

To build up alternative scenarios we applied the Scenario Filter Model which 
incorporates market, technology and society perspectives. These three dimensions form 
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filters for scenarios. Filters are passed through in any reciprocal order. The driver filter 
divides the generated scenario paths into scenario tubes. In e.g. a technology driven 
scenario, the technology filter must first be passed through, followed by the market and 
society filters in any reciprocal order. As a result of the variance between filters the future 
paths will be different. Each scenario path can be completed with storylines. 

4  Results 

The following aspects determine the development of South America: political instability, 
economic dependence of mining and raw material markets, social inequality, low 
knowledge level of technology and on the ecological side the pollution of traffic. These 
are issues that all the South American countries face, for some the concern is higher and 
for some efforts have already been made in order to change the future path.  

The final scenarios built up with the Scenario Filter Model are: 
 
1. Education based scenario (society driven) 
2. Asian imperialism scenario (market driven) 
3. Country driven scenario (society driven) 
4. Energy product technology dominates scenario (technology driven) 
5. Continental economy dominates scenario (market driven) 
 
The Education based and the Continental economy scenarios can only happen in the 

long term, whereas scenarios of Asian imperialism and Country driven can start much 
sooner. Asian imperialism is the most negative future path for South America – seen 
from the South American perspective. The longest term and also most positive futures for 
South America are the Education based and Continental economy scenarios. Even though 
these scenarios are not likely to happen in the near future, we want to believe the needed 
steps to improve the education systems will soon be taken – therefore starting the path for 
the fabulous future. The success potential differs from one scenario to another: the 
highest potential is in the education based scenario whereas the lowest in the continental 
one. Each scenario requires innovations of their own, i.e. societal, technological or 
market oriented. 

Figure 4 illustrates the scenario path and filters of the Education based scenario. This 
society-driven scenario starts from the assumption that the South American countries join 
forces and develop their education system to a model that provides equal opportunities to 
all the children. 
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Figure 4 Example of scenario path [6] 
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5 Conclusions 

The contribution of the scenario approach to the company’s innovation activities is 
multi-sided. Scenarios form a general picture of the operational environment of the 
company in the future and highlight the key issues of the development. For example, 
South America’s scenarios illustrated the future development of the continent in a very 
general level and identified the foremost drivers of South America’s development. 
According to the scenario analysis, the future of South America is not so much 
technology driven as market and society dimension are more important. Furthermore, the 
societal and market drivers are endogenous. In technology, South America is more in the 
role of an adaptor not a creator. These findings are binding the scenario analysis to the 
innovation activity of a company.  

When the broad lines of future development are deepened into a more specific 
industry level and accompanied with competition analysis their usefulness to an 
individual company increases. This is achieved by taking the company’s actor 
perspective when analyzing the main components of the development in greater detail. In 
this stage the futures research turns in to an objective-oriented foresight activity and the 
results of the scenario work start to offer more profound input in to the innovation front 
end. The industry and the company level examination of the scenarios illustrate not just 
the opportunities, but also the risks involved. It is up to the company’s abilities how it can 
manage these challenges.  

The scenario analysis of South America clearly showed that the deeper 
understanding of societal developments and history is needed especially when entering 
into new markets or market areas. The understanding of the technological capabilities and 
market oriented view alone are not sufficient. All of the aspects have to be considered in 
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a balanced way. These findings suggest that issues like localization and piloting should 
be considered more closely when developing the new operational model.  

There are three ways to link the South American scenarios to innovations. The first is 
to think of the innovations and new product ideas that arise from different scenarios. The 
second is to think of innovations that contribute to the development of a desirable future. 
Thirdly, scenario work may raise ideas for innovations which are needed in every case, 
regardless of the scenario. These innovations may be technological innovations but a 
country needs also social innovations in order to succeed and prosper. By social 
innovations we mean improvements that aim at common wellbeing, the economic profit 
being only indirect. These improvements may be small scale or breakthrough ideas taking 
place in governmental as well as organizational levels. For example, the scenario with the 
highest potential, the education based scenario, requires major improvements in the 
education system.  

Structural competitiveness, economic globalization and the competitive societal 
institutions and the public sector have become central change factors in explaining 
economic growth since the late 1990’s. Social innovations can be seen as a new motor for 
economic development [7]. The importance of public policies in innovation has been 
acknowledged. However, as multinational enterprises, international organizations and 
financial markets gain more and more power, national governments in developing 
countries have less means by which to catch up the leading economies. A high level of 
education is crucial in succeeding in the information intensive economy [8]. 

Our case study offered several contributions to the INNORISK model. The study 
confirmed the essential role of challenge management, especially risk management It is 
insufficient to observe only commercial risks: political and country-specific risks also 
need to be considered thoroughly. Additionally, the study strengthened our pre-
assumption that there needs to be an actor view when applying the model. Each actor has 
its own strategy and resources and those characteristics have to be taken into 
consideration in the innovation process. The study also showed that when finding social 
innovation it is important to take into consideration the features which are related to 
ideological background and economic system.  



 
9 

Acknowledgements 

The INNORISK project is a three-year long project in the LIITO program funded by 
Tekes (the Finnish Funding Agency for Technology and Innovation), coordinated by 
Corporate Foresight Group/Åbo Akademi with VTT/Tampere as a partner. The authors 
wish to thank also professor Jyrki Kettunen and Ms. Tiina Haanila for their contribution 
to the South American scenario work.    

References and Notes 
1. Meristö, Tarja et. al (2006). Tulevaisuuden epävarmuuden hallinta liiketoimintavetoisessa 

innovaatioprosessissa. Innorisk project’s progress report. CoFi Åbo Akademi and VTT.  
2.  Bergman, J-P. (2005) Supporting Knowledge Creation and Sharing in the Early Phases of the 

Strategic Innovation (Doctoral Thesis), Lappeenranta University of Technology. 
3.  Cooper, Robert and Kleindschmidt, Elko (1995). Benchmarking the firm’s critical success 

factors in new product development. Journal of Product Innovation Management, Volume 12, 
Issue 5, November 1995, Pages 374-391. 

4.  Meristö, Tarja et. al. Innovaatiot liiketoiminnan uudistajana (2008). Yrityskokokemuksia eri 
toimialoilta ja erikokoisista yrityksistä toimintamallin kehittämiseksi. Innorisk project’s 
second progress report. CoFi Åbo Akademi and VTT.  

5.  Latin America 2020: Discussing Long-Term Scenarios. Summary of conclusion of the 
workshop on Latin American Trends. Santiago de Chile 7-8 June 2004 for the National 
Intelligence Council Global Trends 2020 Project.  

6.  Haanila, Tiina et. al. (2007). South America as a Future Business Environment. Innorisk 
project’s research report. CoFi Åbo Akademi. (unpublished).  

7.  Hämäläinen, Timo J. & Heiskala, Risto (2004): Sosiaaliset innovaatiot ja yhteiskunnan 
uudistumiskyky. Edita, Helsinki.  

8.  Castellacci, Fulvio (2006): Innovation, diffusion and catching up in the fifth long wave. In 
Futures Vol. 38, p. 841-863. 

 
 
 


