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Management history  has not ended 
either. 
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Management is becoming ever more 
difficult… 

Organizational 
environment: 

•  Hierarchy buys less 
effective authority 

•  The grounds for 
commitment are shifting 

•  Ambition is diverging 
between those who 
defend status quo and 
those who seek a lot 
more 

Business environment: 

•  Rare events/black 
swans: “No visibility” 

•  Global interconnectivity: 
”Systemic soup” 

•  Lack of shared judgment 
grounds: Whose values? 
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…while we expect more and more 
from our leaders. 
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Crisis as an industrial management 
legacy: 

•  “The business environment is becoming more 
turbulent than companies are becoming 
resilient.” Gary Hamel & Liisa Välikangas  

•  “Our current capability and understanding on 
how to drive collective global change is woefully 
inadequate relative to the challenges facing us in 
the next 10-20 years.” Jane Dutton, U of Michigan 

•  “The Singularity is near.” Ray Kurzweil 



©Liisa Valikangas, 2015 

Our managerial DNA: 

1.  Specialization 
2.  Standardization 
3. Hierarchy 
4.  Planning & control    
5.  Extrinsic rewards    
 

Principles Toxic side effects 

Limits cross-boundary learning and 
circumscribes opportunities 

Forgoes innovation in favor of 
conformance 

Over-values experience and under-values 
new thinking  

Creates a dangerous illusion of 
extrapolation-based predictability  

Discounts the power of self-organization 
and volunteerism 

Woodside Institute, 2007 
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‘Outlier’ analysis of management 
journals* 

 Articles Percent 

Outliers mentioned 198 

“Eliminated or controlled for” 147 74% 

Noted as “important” but not studied 34 18% 

Outliers studied 16 8% 

Source: Paukku & Valikangas, 2012 

*Academy of Management Journal, Strategic Management Journal, Research Policy, 
Journal of Management Studies, 1980-2012 
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Regressing to the mean: 

 
“Our strategy is a good one. We know it because 
everyone else [in our industry] has the same 
strategy.”   CFO of a Fortune 500 company 
 
“We are continuously being contaminated with 
conventional thinking.”    A Nobel Laureate 
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Learning from samples of one or 
fewer: 

•  Experience history richly 
–  Explore multiple interpretations for what happened 
–  Explore multiple aspiration levels and definitions of 

success 
–  Explore the events from the point of view of different 

stakeholders or actors 
•  Consider near-histories, accidents that almost 

happened and future scenarios 

Source: March, Sproull, Tamuz, Organization Science, 1991 
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How to find outliers? 

Extreme values Overperforming Deviants 

Source: Gibbert, M., Nair, L.B., & Weiss, M. (2014). “Oops, I’ve got an outlier in my data—what now?”  
Using the Deviant Case Method for theory building. 74th Academy of Management Annual Meeting, Philadelphia, USA.  
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(a) Construct Outliers –  Extreme values on a given 
variable whether dependent or independent 
variable, in one or in a set of variables. 

For example: 
Outliers: The Story 
of Success by 
Malcolm Gladwell, 
2008. The book 
examines the 
factors that 
contribute to high 
levels of success. 
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(b) Model Fit Outliers – Observations “on” the regression 
line, but are outlying in the sense that they assume 
relatively (i.e., relative to the main body of observations) 
high/low values.  

For example: 
1)  Blue Ocean strategy by W. 
Chan Kim and Renée 
Mauborgne. Creating an 
uncontested market space to 
achieve success.  
 
2) Good to Great: Why Some 
Companies Make the Leap... 
and Others Don’t by James C. 
Collins. How companies 
transition from average to great 
(financial performance several 
multiples better than the market 
average over a sustained 
period).  
 



©Liisa Valikangas, 2015 

(c) Prediction Outliers Aka Deviant Cases - “off” the 
regression line; they are typically referred to as 
“deviant cases”, precisely because they usually 
deviate from theoretical expectations.  

For example: 
Represent strategic 
novelty discussed in 
L. Välikangas & M. 
Gibbert, 
Strategic 
Innovation, 
Pearson/FT Press, 
2015 
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Strategic Novelty:  
Do I hear something (very) different?  
IF NOISE, 

–  we eliminate it: 
•  “An outlier is an observation which deviates so much from 

the other observations as to arouse suspicion that it was 
generated by a different mechanism” (Hawkins, 1980). 

–  we consider it irrelevant: 
•  Outliers do not compete on managerial logics that 

incumbents consider strategic and are thus potentially, 
eventually, highly disruptive. 
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Strategic Novelty: 
Do I see something (very) different? 

 
IF SERENDIPITY, 

–  Outliers offer an opportunity for renewing strategic 
thinking (blinders). 

–  Outliers suggest potential ways of making sense of 
novelty and generating (r)evolutionary change. 
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What is our attitude? 

•  Noise: Prove it! 

•  Serendipity: Explore it! 
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There is an ongoing Cambrian 
explosion out there. 

For example: 
1.  New contributor architectures  
2.  On-demand design fuelled by additive 

manufacturing 
3.  Inviting everyone to meddle 
4.  Cost compression for bio-innovation 
5.  Designing generativity into the problem solving 
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New Contributor architectures: 
Virtual Choir 
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On-demand: Shapeways 
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Inviting everyone to meddle: 
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Radical cost compression: Organovo 

Tissue models and printing micro-livers - 
A biotech company  boosts drug testing with human organs 
made on demand. 
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Wikispeed 

•  Volunteer based prototyping, open source and  eXtreme manufacturing 
company 

•  Apply project management methods used in software development (Agile, 
Scrum, Kanban) 
–  quick iterative and incremental progress; self-organizing, cross-

functional teams in successive one-week sprints. 

•  Open volunteer team: 175 members in 20 countries  
–  Ongoing work and unassigned tasks published in real-time 

 

Designing for 
generativity: 
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Strategy insight:  
Punch above your weight! 

 
 
It appears many outlier strategies (intentionally or 
serendipitously) seek to amplify, rather than 
suppress, variety. 
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Democratize innovation: 

(Now) Wink 
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Democratize knowledge: 
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Democratize 
finance: 

“Robin Hood is an asset 
management cooperative we 
established in June 2012. It is a 
counter-investment bank of the 
precariat, which is rethinking means 
of finance and financial services. 
We are bending the financialization 
of economy to our benefit. Robin 
Hood is the power and imagination 
to do this.” 
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Anticipation and Outliers? 

Outliers express novelty as ‘permanently 
searching’ 

–  Expressions of opportunity space and assemblies of 
variation (cf. Meyer and Rowan, 1977) 

 
–  “Most social scientists go about their work only after 

the dust has settled.” (Padgett & Powell, 2012: 434, 
Young, 1998) 
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In anticipation:  
Which is more evolvable? 

 
 
1.  Variation – selection – retention; 
OR 
1.  Variation – amplification – permanently 

searching, or “learning from things yet to 
happen”? 
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According to Lewis Carroll: 

“There is no use trying,” said Alice, “one can’t 
believe impossible things.” 
 
“I dare say you haven’t had much practice,” said 
the Queen. “When I was your age I did it for half an 
hour a day. Why, sometimes I’ve believed as many 
as six impossible things before breakfast.”    
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Thank you. 
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