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INTRODUCTION  
 
To innovate, grow and prosper, firms are challenged to find new resources through 
development of capabilities (Wernerfelt 1984; Barney 1991; Lippman & Rumelt 
2003, Helfat and Peteraf 2003, Teece et al 2007) and forming alliances (Hoffmann 
2005; Heimeriks and Duysters 2007; Ozcan and Eisenhardt 2009). Large 
multinational firms could find benefits from hundreds of capabilities and alliances if 
these portfolios are co-developed.  

Developing capabilities’ portfolios has been regarded as an extremely 
challenging area in management practice (Prahalad and Hamel 1990; Laamanen and 
Wallin 2009). Still, the portfolio approach has received remarkably less attention in 
the strategic management literature. It’s still unclear how these portfolios are formed 
into families and how are the portfolios managed through proper configuration.  

While a moderate amount of literature exists about capabilities development 
(Wernerfeldt 1984; Helfat and Peteraf 2003; Winter 2003; Teece et al 1997) and an 
adequate amount for alliances, still little is known about value creation from the 
perspective of co-evolution of capabilities and alliances. The co-evolution of 
capability and alliance portfolios is not looked at together. It provides a novel 
approach to the resource based view of the companies in a constant change. 

The existing theories are mostly normative (Wernerfelt 1984; Collis 1994, Teece 
et al 1997) and rather limited to the definitions (Helfat and Peteraf 2003). There is a 
lack of extant empirical sources about configuration of capabilities and alliances 
portfolios. Also there is inadequate knowledge about the capabilities development 
path and how through market flux focal firms could speed up development of 
required capabilities.  

Thus, there is a justified need to explore the capability development and portfolio 
formations in terms of organizational activities and strategies. This enables to 
increase corporate performance and enhance the scientific literature. Therefore the 
dissertation research is connected to the essential role of organisational capabilities 
in modern strategic management literature.  

This dissertation outlines the role and theory of alliance portfolios in evolution of 
capability portfolios. The capabilities, which are formed and developed jointly with 
alliances, are the primary focus of the dissertation. In this thesis the capabilities are 
organisational routines, which consist of key competencies, processes, positions and 
path (Teece et al 1997).  

The novel rationale of the dissertation is to advance the perspective of corporate 
capability and alliance portfolio development. The objective of the thesis is to 
contribute to the development of the collaborative capabilities portfolio concept 
(path and configuration orientation) and provide models for the capabilities 
development (agility and capability family dynamics). More specifically, this thesis 
investigates the capability portfolio formations by focusing on the following 
research questions. Firstly, how a focal firm’s portfolio of capabilities evolves over 
periods of market cycles? Secondly, how a focal firm’s alliance portfolio co-evolves 
with the firm’s capability portfolio? 
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The thesis is made up of four independent research articles which are connected 
by a themes described above. To understand the configuration dynamics of 
capability and alliance portfolios the study focuses on exploration and exploitation 
portfolios of the capabilities and alliances (based on the first article “Total 
Exploitation Orientation in Capability Development: The Cross-case of Google, 
Ericsson, Microsoft and Nokia”, Article I). 

The research results enable to develop a construct between market dynamics and 
the collaborative capability development. The aim is to understand the key strategies 
of the focal firm capability development in a strong competitive market (based on 
the second article “Capability Development – No Path, Response to Competition: 
The Cross-case of Google, Ericsson, Microsoft and Nokia”, Article II). 

To map evolution of corporate capabilities, research was conducted to understand 
the trajectories of the capability families formation in conjunction with strategic 
alliances (based on the third article “Trajectory Evolvements of Capability Families: 
The Google Case”, Article III). 

Fourth article of the study investigates the agility aspect of capability 
development by analysing the existence of a supportive environment in the form of a 
large capability portfolio and large alliance portfolio as a pre-requirement to speed 
up capability development in contemporary market circumstances (Article IV). 
 
The contribution of doctoral thesis is theoretical and practical as follows: 
 
Theoretical contribution 
 
This thesis advances the understanding of capabilities dynamics over longer period 
of market evolution and the importance of the collaborative large capability 
portfolios development.  

This thesis has developed a novel concept, namely the evolution of capability 
portfolio, and its configuration patterns. This concept of the portfolio and its 
configuration contribute to recent capabilities research (Teece et al. 1997; Zollo & 
Winter 2002) and research on exploration and exploitation (e.g. March 1991) with 
more established capabilities development techniques (e.g. Helfat & Peteraf 2003).  

The literature tend to support more proactive capability development (e.g. Cohen 
and Levinthal 1990; Tushman and Anderson 1986) and first mover advantages (e.g. 
Draulans et al. 2003; Brown and Eisenhardt 1995). But empirical findings in the 
dissertation rather support the stand that capabilities development is initiated more 
by ad hoc and individual competitive actions.  

This thesis brought out the importance of the large capability portfolios for new 
capability evolution. This enables focal firms to form new capabilities much more 
easily and speed up the capability development (Article IV) than acting in isolation, 
without interdependencies with existing capabilities. While prior literature has paid 
attention to cumulative learning effects and cumulative products (e.g. Wang and 
Ahmed 2007; Rothaermel and Deeds 2004), then effects of a large capability 
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portfolio have been largely left untouched or have been handled insufficiently 
(Helfat and Peteraf 2003).  

Prior findings emphasized the greater role of exploitation than exploration 
(Bierly et al. 2009; Regnér 2003). There are also contra examples (Bierly et al. 
2009), but these results were not analytically generalized and replicated to 
information and communications technologies` (ICT) industry. Now empirical proof 
was given of the use of exploitation also in unstable environments such as ICT. The 
mechanism as such is based on extensive use of exploitation capabilities and 
alliances to enhance the firm performance. Both, exploitation and exploration use 
weak and different SIC (Standard Industrial Classification) ties for better 
performance (Kauppila 2010; Ozcan and Eisenhardt 2009; Bierly et al. 2009; Lavie 
and Rosenkopf 2006). Open innovation (Chesbrough et al. 2006; Chesbrough 2003) 
used to be the primary agenda in corporate leadership but based on the empirics of 
the doctoral thesis, one may find that strong emphasis on open exploitation is the 
new pattern.  

The thesis is strongly focused on the capability family evolution (Article I and 
III). In this research area prior literature propose either the ambidexterity or 
punctuated equilibrium approach (Boumgarden et al. 2012; Gupta et al. 2006; Bierly 
et al. 2009; Gibson and Birkinshaw 2004). The current research findings clearly 
demonstrate the prevalence of ambidexterity. 
 
 
Practical contribution  
 
This doctoral thesis is a distinctive and most comprehensive empirical analysis of 
the collaborative capability portfolio development in a multinational focal company. 
The research results benefit to executives who are responsible for capability 
development, but also for those managers who are setting up strategic alliances 
outside the firm’s boundaries.  

In particular, the doctoral thesis demonstrates that capability portfolio 
development requires systemic orchestration with alliance portfolio configuration 
planning over the market evolution cycles. The responsibility of the orchestration to 
ensure co-evolution between the portfolios of alliances and capabilities lies on the 
executive management in an organisation.  

Management of the collaborative capability development in a focal firm is a 
complex activity but if organisations develop unique processes, measurement 
systems, configuration patterns and methods, their execution yields results on many 
different organisational settings. To accomplish the managerial tasks specific 
methodology was developed during the dissertation to aim better performance of the 
capabilities and alliance portfolios. 

The thesis is structured into four sections as follows. The first unit presents the 
literature overview. The second section introduces methodologies and data 
structures exploited to research the capabilities and alliances. The third chapter 
presents the research results based on empirical case studies of focal firms in the 
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ICT industry. The final part of the doctoral thesis presents the key conclusions of 
research and defines theoretical and managerial contributions of the study.  

 
 
Author’s contribution 
 
Article I. The research propositions presented in the paper were co-formulated by 
the author of the thesis based on his long-term research of capabilities and alliances 
in the ICT industry. The author of the dissertation defined and developed the key 
methods for the exploitation orientation research. It was based on prior scientific 
literature and many pilot case studies. The author developed data collection systems, 
organised data collection and carried out the calculations. He interviewed all the 
managers of the case study firms. 
 
Article II. The author of this thesis defined the key propositions in cooperation with 
the co-author prior to the literature review. He collected data throughout the case 
studies and also made the calculations. He conducted all interviews with 
representatives of the case firms. Also the data collection and data systems 
development was performed by him. The author also participated in a conference 
and personally presented the research results in Hong Kong.   
 
Article III. The author of the thesis carried out an extensive literary review and in 
cooperation with the co-author the review was extended. A small abstract of the 
review was presented in the paper. The author of this thesis defined the data 
collection methods and systems. He also collected data and mapped evolution of 
capabilities based on long-term study in the ICT industry. 
 
Article IV. The author of the thesis carried out an extensive data collection. The 
author of this thesis defined the data collection methods and systems. He designed 
initial proposition in the article and it was part of the research rational developed 
based on long-term study in the ICT industry.  
 
Author of theses has presented the research of capabilities and alliance portfolios in 
various conferences, including: 
 
Kolk, A (2008). Developing Dynamic Portfolio of Capabilities. In: Proceedings of 
the XIX ISPIM Conference: ISPIM Conference, Tours, France - 15-18 June 2008. 
France: 2008. 
 
Kolk, A; Püümann, K (2008). Co-development of Open Innovation Strategy and 
Dynamic Capabilities as a Source of Corporate growth.  Working Papers in 
Economics, Tallinn University of Technology (TUTWPE): TTÜ Management 
Conference, 2008, 73 - 83. 
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ABBREVIATIONS AND DEFINITIONS 
 
Combinative Capabilities – organisational routines that enable companies to 
combine systematically local search related competences inside of established firm 
boundaries to develop efficiently new products and services. 
 
Directional Capabilities – organisational routines that have the ability to sense 
opportunities that emerge from outside of a firm’s established boundaries. 
 
ICT – Information and Communications Technologies (ICT)  
 
Intrinsic capabilities – organisational routines that lay foundation for the ability to 
produce value from efficiency and refinement related processes to delivery of 
quality products and services. 
 
LBS – Location Based Services are mostly smartphone based services to control for 
location.  
 
MNC – multinational corporation 
 
OS – An Operating System is a collection of software that manages computer 
hardware resources and provides system for computer programs. 
 
R&D – research and development 
 
RBV – resource based view 
 
SIC – The Standard Industrial Classification (SIC) is a system for classifying 
industries by a four-digit code. 
 
Transformative Capabilities – organisational routines that exploit firm-specific 
resources and capabilities inside and outside the boundaries of the firm to transform 
an established business model while adapting to new market conditions. 
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1. THEORETICAL CONSTRUCTS 

1.1. Theoretical Foundations of Capabilities’ Portfolio  

The focal point of business increasingly is creation, integration, management and 
deployment of a valuable and unique resource combination (Wernerfelt 1984; 
Barney 1991; Lippman & Rumelt 2003).  

Already in early writings of strategy the topic of organisational capabilities 
gained importance. To define a strategy the organisation’s unique resources 
(Wernerfelt 1984; Barney 1991) and competences (Prahalad and Hamel 1990) are 
used. Alfred Chandler (1992) presented how enterprises have been transformed by 
organisational capabilities, and he debated that firm’s capabilities enable the 
enterprise to create synergies. 

Capabilities and their evolution is an essential topic because organisational 
performance and the way the existing organisational internal and external recourses 
are exploited have strong impact on organisational competitiveness (Penrose 1959; 
Barney 1991; Grant 1991; Wernerfelt 1984). Evolutionary dynamics and life-cycle 
of capabilities are vital for the corporate renewal and growth. 

The resource-based view (Wernerfelt 1984; Barney 1991) argued that 
organisations gain competitive advantages through the resources which are valuable, 
rare, inimitable and non-substitutable. For the dynamic environment, the theory of 
dynamic capabilities was introduced by Teece et al. (1997), who defined a 
framework for organisations where exploitation of internal and external 
competences are a capability to address changing environments.  

Authors in the research stream have underlined that growing evidence suggests 
enterprises should efficiently and effectively create, capture and share knowledge to 
solve problems and exploit opportunities (Brown and Duguid 1991; Drucker 1991; 
Kogut and Zander 1992). As knowledge possesses tacit and explicit characteristics 
(Nonaka 1994), its utility for better understanding and future developments requires 
a proper way of presentation. The knowledge contributes to accumulation of 
organisational experience and organisational learning (Argyris and Schon 1978), 
which supports selection of vital strategies of their organisations. 

Teece et al. (1997, 516) developed the dynamic capabilities approach to explain 
that competencies and organisational resources can be developed, deployed, and 
protected into dynamic capabilities as the “firm’s ability to integrate, build and 
reconfigure internal and external competencies to address rapidly changing 
environments”. 

Some researchers have defined typologies for the capabilities (Ambrosini and 
Bowman 2009). Hayes and Upton (1998) divide capabilities into process-based 
capabilities, systems based and organisational based operating capabilities. 

There are almost as many definitions and examples of organisational capabilities 
as there are authors in the subject. Collis (1994) defined system of capabilities 
through functionality to dynamic learning features. Winter (2003) proposed 
operational and first-level dynamic capabilities.   
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Cyclical dynamics is inherent for markets, industries, organisations, products and 
technologies. The phenomenon has been in the focus of interest for researchers for 
decades. For example, organisational evolution theory distinguishes four processes 
(variation, selection, retention and struggle) and that they accompany organisational 
change by being responsible for new ways of working, i.e. new configurations or 
organisational types (Fernandez et al. 2001).  

There is clear dissimilarity concerning product and business life cycle. Zahorsky 
(2009) refers to the seven stages of business life cycle: seed stage, start-up stage, 
growth stage, established stage, expansion stage, decline stage and exit stage. But 
the product or service life cycle explains the development of a product or service 
through initial market entrance, growth, maturity and decline. Wasson (1971) 
reccomends that companies should pursue diverse strategies at different product’s 
evolutionary stages. Thus one can distinguish five major steps or phases in product 
life cycle: product development, product introduction, product growth, product 
maturity and finally product decline.  

Just as products and businesses have a development path, known as product and 
business life cycle, so do capabilities. Wernerfelt (1984) developed the capability 
lifecycle approach and concluded that products and resources are paired. Helfat and 
Peteraf (2003) reported that the capability lifecycle demonstrates following phases: 
growth, maturity, and decline.  

Capabilities may also branch into six additional branches. Capability branching 
occurs when the capability have a strong enough impact to alter the current 
development path of the capability. These branches are retirement (death), renewal, 
redeployment, recombination, replication and retrenchment. Branches of capability 
lifecycle are depicted in Figure 1.1 below (Helfat and Peteraf 2003). 
 

 
Figure 1.1. Branches of the capability lifecycle (Helfat and Peteraf 2003:1005) 

 
Vehtari (2006) in his doctoral dissertation has presented the modified model for 

capability development. He distinguishes 5 business model phases: introduction, 
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transition phase 1 (from introduction to growth), growth, transition phase 2 (from 
growth to maturity), maturity and transition phase 3 (from maturity to growth). For 
each business model stage there are main capabilities needed. Vehtari’s (2006) life 
cycle model emphasises the idea of value propositions and competitive priorities 
shifting as a product matures. 

The capability portfolio approach is rather limited in the research area and 
therefore it is important topic to research. Development of the capability portfolio is 
directly linked to strategic management. It is normally associated with attempts to 
secure a competitive advantage and it can be seen as emerging within the most 
recent ‘evolutionary’ approach to strategy (Antonacopoulou 2006). Kogut and 
Zander (1992) concluded that the knowledge of a company can be viewed “as 
owning a portfolio of options, or platforms, on future developments”.  

Laamanen and Wallin (2009) distinguish four categories in the capability 
portfolio where a company’s capabilities can be located in. According to them, 
capabilities can be either internal (internal resource coordination and internal market 
sense making) or external (external resource integration and external market 
interfacing). 

Prahalad and Hamel (1990) viewed a firm as a portfolio of competencies, but 
later (Hamel 1991) stressed that inter firm competition, as opposed to inter-product 
competition, is essentially concerned with the acquisition of skills.  

The firm embraces individuals with different competencies, and consequently, 
one challenge is to coordinate and utilize a range of dissimilar competencies that are 
spread among a large number of employees (Nordhaug and Gronhaug 1992).  

“Enterprises consist of portfolios of idiosyncratic and difficult-to-trade assets and 
competencies” (Teece 2007, 1319). According to Laamanen and Wallin (2009), 
capability development would “seem to shift from one capability category to another 
depending on what is the next bottleneck on a company’s evolutionary path”.  

Originally Plakoyiannaki and Tsokaz (2002) defined customer relationship 
management (CRM) capability as a set of the following types of capabilities: 1) 
Learning and market orientation capabilities; 2) Integration capabilities; 3) 
Analytical capabilities; 4) Operational capabilities; 5) Directions capabilities. 

Author of the dissertation concludes that the research stream on the topic how 
firms’ capabilities sustain the competitive advantage and how enterprises evolve 
their capabilities is diverse and systemic but the portfolio evolutionary approach of 
the capabilities is rather under analysed. This is the bottleneck in the future of 
corporate evolution. Therefore in this dissertation the author needs to enhance the 
body of knowledge of capabilities portfolios evolution but while doing this the 
author can still effectively rely on established constructs in the prior capabilities 
research.  
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1.2. Theoretical Perspectives of Alliance Portfolios  

The theoretical research of alliance portfolios is still rather episodic and vague 
despite the increasing studies as well as managerial practices. Osborn and 
Hagedoorn (1997, 266) declared that “in contrast to the almost-40-year history of 
economics-based study of alliances, the history of strategy-based study has begun 
only recently”.  The following table demonstrates the focus in the alliance portfolio 
research stream (Table 1.1.). 
 
Table 1.1.Path and Essential Research on Alliance Portfolios 

 
 
Source: Author’s compilation  
 

Three distinct but inter-related issues are addressed in alliance portfolios 
formation and management (Gulati 1999; Kelly and Rise 2002; Lavie 2008; 
Heimeriks et al. 2009): 

 The underlying motivations of companies to form portfolios of alliances; 
 Strategies of firms pursuing to create the portfolio; 
 Alliance portfolio functionality (system and competences) 

 
The alliance portfolio literature review contains a general overview of inter-firm 

cooperation and offers an insight into the dyads and inter-firm alliance relationship 
research and configuration aspects of the research. These approaches have not been 

Author(s) Focus of the Alliance Portfolio Research
Hagedoorn & Schakenraad (1994Technology alliance portfolios on firm performance
Koza & Lewin (1998) Co-evolution of alliances embedded in a firm's strategic portfolio
Gulati (1999) Dynamic evolution of alliances and networks (social networks)
Baum et al. (2000) Start-up firm alliance portfolio management
Rowley et al. (2000) Partner firms (social network perspective)
Doz & Hamel (1998) Bilateral allinaces portfolio management by focal firm
George et al (2001) Alliance portolios and absorptive capacity on performance
Reuer et al (2002) Accumulation of repeated inetrnational joint ventures konw-how
Kelley & Rise (2002) Technology portfolio & alliances management
Parise & Casher (2003) Management of alliance portfolio performance
Lichtenthalers (2004) Alliance function: Multi R&D alliance perspective
Lehtonen (2004) Performance & strategic alignement of alliance portfolios
Hoffmann (2005) System and tasks in alliance portfolio management, performance
Reuer & Ragozzino (2006) Portfolio of interntaional joint ventures of a focal firm
Hoffmann (2007) Co-evolutonart framework of alliance portfolio strategies
Heimeriks et al (2007) Differential performance & learning mechanisms in alliance portfolios
Heimeriks and Duysters (2007) Alliance capability experience and performance
Lavie (2007) Alliance portfolios and firm performance, value creation
Heimeriks at al (2009) Alliance portfolio capability development practices
Lavie & Miller (2008) Alliance portfolio, internationalisation and perfromance
Koka & Prescott (2008) Alliance network design and position, environment change on performance
Padula (2008) Alliance portfolio construction to obtain high rates of innovation
Ozcan & Eisenhardt (2009) The origination of high-performing portfolios improve firm performance 
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researched enough and there are many conceptual gaps in the literature. Therefore, 
the review in the Article I aimed to close this gap theoretically.  

The research focus of the current dissertation is on alliance portfolios. The 
portfolio approach originates from the area of finances. But technology portfolio 
was first defined by Cooper et al. (1997) as a list of new products and R&D projects, 
portfolio selective frameworks (Cooper et al. 1997). Cooper et al. (2000) stated that 
the portfolio management has the following goals: maximizing the portfolio’s value, 
balancing the portfolio and linking it to a corporate strategy. 

Alliance portfolio is an emerging literature related to collaborative activities 
between groups of firms. Gomes-Casseres (1994, 63) argued that “collaboration in 
business is no longer confined to conventional two-company alliances, such as joint 
ventures or marketing accords but today we see groups of companies linking 
themselves together for a common purpose, and consequently, a new form of 
competition is spreading across global markets: group versus group”.  

Enterprises have to learn to manage a group of strategic alliances i.e. to manage 
alliance portfolios (Anand & Khanna 2000; Gulati 1999; Gulati et al. 2000; 
Hoffmann 2005, 2007; Lavie 2007; Parise & Casher 2003).  

Some researchers have demonstrated that the portfolio approach enables 
companies to achieve and sustain better innovation effects (Cohen and Levinthal 
1989; Cohen Levinthal 1990; Cohen and Klepper 1996; Katila and Ahuja 2002; 
Laursen and Salter 2006). As a result of the alliancing, companies become 
embedded in a dense network of relationships and they develop an alliance 
(Hoffmann 2005). Researchers have increasingly emphasised that there are strategic 
interdependencies among a firm’s individual dyads and alliances (Gomes-Casseres 
1996; Gulati 1998).  

Researchers address diverse reasons for building alliance portfolios. “Conceiving 
of the firm as a portfolio of core competencies and disciplines suggests that inter-
firm competition, as opposed to inter-product competition, is essentially concerned 
with the acquisition of skills” (Hamel 1991, 99). Gulati (1995) argued that social 
networks facilitate a new alliance by providing valuable capabilities and reliability 
of potential partners. Hamel (1991) proposed that alliances should be viewed as an 
alternative to other modes (i.e. market based transactions or full ownership) of skill 
acquisition. 

As described earlier, companies increasingly form alliances while pursuing 
growth but they often cannot rely on single alliances. Firms develop multiple 
alliances with multiple partners (Doz and Hamel 1998). To enhance competitiveness 
and grow modern companies have a necessity to design an alliance portfolio strategy 
that grants access to diverse external resources. It is not easy to form and manage 
multilateral alliances, particularly when they include competitors. Participants must 
shift their perspectives from competition to cooperation and from single partner to 
selective multilateral cooperation (Dos and Hamel 1998). 

Ahuja (2000) presented that “alliances produce inducements and opportunities”. 
In general, one may argue that the alliance formation decision encompasses the 
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strategic question to answer: Why and how should a firm form an alliance? This is 
the foundation of the alliance strategy. 

Hoffman (2007a) stressed the importance of the configuration of alliances as a 
fundamental of the alliance strategy. But what determines the alliance portfolio 
strategy? Many researchers have described diverse classifications of strategies.  

Hoffmann (2007) argued that companies have to try to build stable trust 
relationships with their partners (generating Coleman rents) but additionally 
companies should continuously ‘optimise’ their inter-organisational relationships in 
an opportunistic way (generating Burt rents). Which aspect is more important in a 
specific case depends on what alliance strategy the company is following in this 
business (Hoffmann 2007). In core exploration and exploitation alliances, stability 
and commitment are more important than they are in probing alliances (Hoffmann 
2007).  

The structural conditions reflect the internal division of labour between firms in 
alliance portfolios. Gulati et al. (2000) have summarised that the firms’ performance 
(rents) is partly the result of their own unique resource endowments, but partly 
derived from the structure of the network they belong to. The configuration design 
of the alliance networks has essential strategic impact. Koka and Prescott (2008) 
argued that the structural conditions affect firm’s performance and therefore have 
vital managerial consequences and Stuart (2000, 809) added that “a large number of 
partner attributes as well as characteristics of the structural configuration of firms´ 
alliance networks are likely to determine the magnitude of the advantage of a 
cooperative strategy”.  

The essential role of an alliance portfolio structure was stressed by Baum et al. 
(2000) as they demonstrated how variation in start-ups´ alliance network 
composition rapidly produces significant differences in their performance. Also 
George et al. (2001) demonstrated that strategic choices in terms of structural 
choices and knowledge flow in the alliance portfolios’ formation have strong effects 
on innovativeness and firm’s performance.  

In general, the number of alliances (centrality), dispersion, redundancy 
(structural) and linkage intensity (relational) are the factors that characterise an 
alliance portfolio configuration (Hoffmann 2007). Dos and Hamel (1998) illustrate 
how some alliances involve large numbers of firms, sometimes in an homogeneous 
network, like many banks brought together by Visa international or Mastercard, 
sometimes firms are involved in several alliances, particularly in information 
technology and health care, but some, such as Corning, find ways to keep their 
alliances separate and run them as portfolios of discrete bilateral relationships.  

The intensity of strategic partnering tends to rise with the increasing size of 
companies (Hagodoorn and Shakenraad 1994). Firms expect to favour alliance 
partners who can offer better resource and knowledge endowments, as well as 
superior legitimacy benefits (Baum et al. 2000; Powell et al. 2005). In research 
literature many scholars stress increasing alliance portfolio centrality and 
heterogeneity of the portfolios’ advantages for developing a large and diversified 
alliance portfolio.  
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Among many studies Gulati (1998) pointed to the strong influence of 
homogeneity as similarities among firms foster mutual trust, increasing the 
likelihood of their partnerships. Powell et al. (2005) showed that biotech firms tend 
to choose partners based on the ally’s similarity to previous partners.  

In the alliance portfolio maintenance and development perspective Parise and 
Casher (2003) argued that the portfolio composition will change for many reasons 
and create a pattern of evolution (i.e. new alliances address new market 
opportunities).  

Padula (2008) suggested that the most beneficial alliance strategy for innovation 
is the one that promotes a dual portfolio structure where both cohesive and sparse 
relationships coexist. Therefore Padula (2008) argued that an essential managerial 
task is to assess the current network position where a firm’s alliance portfolio 
currently stands in terms of sparseness and cohesiveness. Padula (2008) stressed the 
following practical steps: 

 Develop a map of the main industry players, along with identification of 
their partners and the connections (i.e. alliances) between them; 

 Place into one group those network actors that are more densely connected 
between each other (i.e. with a relatively higher number of common 
partners), and into distinct groups those network actors that are less densely 
connected with each other; 

 Identify where the firm is located within these network partitions  (i.e. 
densely connected partners and the firm’s shortcuts); 

 Distinguish the groups of alliances and understand how these compound the 
firm’s alliance portfolio; 

 Assess the cohesiveness and sparseness of the firm’s alliance portfolios.  
Goerzen and Beamish (2005, 335) have defined it as the degree of “variance in 

partners’ resources, capabilities, and industrial backgrounds”. According to Goerzen 
and Beamish (2005), prior research on firm’s network diversity has found various 
and contradictory results (i.e. knowledge diversity in a network may or may not 
provide a performance benefit).  

The ultimate goal of this literature review is to untangle capabilities and alliances 
in the co-evolutionary approach. It was a search for convergence. This study has 
identified some limited research carried out on alliance portfolios topic but 
according to this research there is only few studies related to the capabilities 
portfolio approach. The existing frameworks and theories are mostly normative and 
rather limited to definitions. Most of the research is set to single capability 
development. Therefore this doctoral dissertation agrees that there is a clear 
necessity to analyse more theory as well as practice regarding the co-evolutionary 
approach of capabilities’ and alliance portfolios.  

This is particularly vital because already in their early development phase 
companies execute many different capabilities simultaneously. But in the case of 
large corporations one could even identify 30 strategic capabilities required for 
successful management and excellent performance. 
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However, the changing needs of customers, increasing competition and 
environmental conditions change frequently. Thus, firms’ resources as well as 
requirements for alliance partners have to change accordingly.  Therefore the 
scientific goal of the research should be to search in greater detail the evolutionary 
changes in portfolios in terms of their configuration. This theoretical review 
concludes that enterprises have to understand impacts of market change dynamics on 
capabilities’ and alliance portfolios. Thus, the case studies in the articles of the 
dissertation address this gap by providing specific insights into convergence of the 
portfolios under the flux of markets.  
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2. METHODOLOGY AND DATA 

The current chapter introduces the scientific paradigm this research is based on. The 
research approach and methodology are adopted and justified with references from 
the research school in which the study is positioned. Rynes and Gephart (2004, 460) 
have pointed that especially in a qualitative research “it is extremely common that 
the methodology is underspecified”. In this research one may find several constructs 
developed by the author to avoid the trap (Fig. 2.1.). This chapter begins with a 
review of the research problem and research questions. Discussion of the underlying 
ontological and epistemological constructs follows.  
 

Figure 2.1. Structure and Research Activities of the Thesis 

Source: Author’s compilation 

Here the author of the thesis presents the methodological strategies for the study. 
Qualitative multiple-case study is a central scientific instrument applied in the 
dissertation. The research strategy presents the research questions, the research 
design, the data collection process, and the data analysis process.  

One can argue that the study is by nature a qualitative constructivist abduction 
with (data, investigator, theory and methodology triangulation) embedded (multiple 
units of analysis) multiple-case studies.  
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2.1. Ontology of the Research 

Danemark et al. (1997) explain the aim of social sciences as “to explain events and 
processes” and “describing and conceptualizing the properties and causal 
mechanisms and then describing how different mechanisms manifest themselves 
under specific conditions”. 

Firstly, the author has defined and explained the research goals and objectives 
through the research process for various stakeholders. The goals and objectives and 
specifically the research questions are redefined and carefully improved several 
times. The objective of the thesis is to contribute to the development of the 
collaborative capabilities portfolio concept (path and configuration orientation) and 
provide models for the capabilities development (agility and capability family 
dynamics). 

Most often “research begins with strong grounding in related literature, identifies 
a research gap, and proposes research questions that address the gap” (Eisenhardt 
and Graebner 2007, 26). This has been also the practice in the dissertation. The need 
for the extens ive literature review was to mark down evolutionary dynamics of the 
research rationales in the field of capabilities. 

Formulating of research questions is led by the aim of the research – research is 
either theory-building or theory-driven (Eisenhardt and Graebner 2007, 26). There 
should be a justification for using “less precise, objective, and rigorous” theory-
building or large-scale theory-testing. The research question is also inspired by 
whether the research is theory-driven (extending “existing theory”) or phenomenon-
driven (creating new theory); in the former there is a need to justify why a 
qualitative deep insight is better than quantitative setting, in the latter there is a need 
to justify “lack of viable theory and empirical evidence” (Eisenhardt and Graebner 
2007, 26).   

The thesis provides additional knowledge on the existing theoretical approaches 
and demonstrates the empirical evidence on management of capability portfolios 
while developing organisational alliances. This research unites the resource based 
approach (Barney 1991; Peteraf 1993; Rumelt 1984) and the strategic behaviour 
literature (Chen and MacMillan 1992; Chen et al. 1992) to search for synergies of 
the alliances. Competitive responses and predictions (Chen and MacMillan 1992; 
Chen et al. 1992) have a crucial role in the dissertation, the results of which in terms 
of capabilities behaviour are described in the Article II.  

This thesis aims to address two research questions. Firstly, how a focal firm’s 
portfolio of capabilities evolves over periods of market cycles? Secondly, how a 
focal firm’s alliance portfolio co-evolves with the firm’s capability portfolio? The 
questions were divided into sub-questions to research the most relevant theoretical 
constructs.  

Research Question 1: How a focal firm’s portfolio of capabilities evolves over 
periods of market cycles? 
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This research question has two sub-questions to deconstruct further search of 
new knowledge and give focus to research activities. These sub-questions are 
defined as follows: 

Research question 1a: How focal firms develop and manage the portfolio of 
capabilities (path, families’ formation, development agility)? 

Research question 1b: How configuration of a capability portfolio change affects 
the focal firm’s strategy? 

A distinctive aim of the research here is to identify distinct dynamics, and paths 
of a focal firm’s capability portfolio development over periods of market cycles. The 
focus is on identifying configuration changes in the capability portfolios inherent to 
market change. Specifically, the focus is on providing an in-depth capability path 
evolution pattern explanation from the portfolio’s perspective (Article I and III).  

To explore these research questions, a literature review is carried out, which 
presents current theories on capability development and paths (Article II), and how 
focal firms adapt the capability portfolio to market dynamism. This review is used to 
design the capability portfolio framework presented later in Article I.  

The second research question proposed in this thesis is more phenomenon driven 
in the area of alliance portfolio configuration. This research particularly sheds light 
to the alliance portfolio configuration impact on the capability portfolio 
development (Articles I and III).  

Research Question 2: How a focal firm’s alliance portfolio co-evolves with the 
firm’s capability portfolio?  

The research question 2 has a specific sub-question to deconstruct further search 
of synergies between the portfolios and to focus on convergence. These sub-
questions are defined as follows: 

Research question 2a: How a focal firm’s alliance portfolio configuration affects 
development of the capability portfolio (portfolio orientation)? 

After defining the goal and research questions the research rationale was 
designed around the key decision that guided the research in the dissertation. The 
rationale leaned the research design and supported more coherent result search 
(Table 2.1.). 
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Table 2.1. The Key Decisions on the Research Rationale 

Research Issue Research Rationale 

Reality: Subjective, socially constructed, not mind-independent 
(constructivism) 

Research gap: Co-evolution of capability and alliance portfolios 
Research question: 1. How a focal firm’s portfolio of capabilities evolves over 

periods of market cycles?  
2. How a focal firm’s alliance portfolio co-evolves with the 

firm’s capability portfolio? 
Variables: Partly from research questions: tie strength, tie diversity, nature of 

capability (exploration/exploitation); partly emerged from 
empirics: important/unimportant partners 

Unit of analysis: Capability and alliance portfolio, ecosystem 
Time perspective: Longitudinal (more than 10 years) 
Aim: Theory creation and enhancement 
Scientific reasoning: Inductive and abductive, not deductive 
 
Source: Author’s compilation 
 

Qualitative studies “often fail to state explicit goals, objectives, or research questions 
that frame the papers and guide data analysis and research outcomes” (Rynes and 
Gephart 2004, 460). The author of the dissertation has designed a system to avoid 
this problem and has organised a process around key decisions to rationalise 
research in the dissertation (Table 2.1.). This process was vital to focus the research 
and also to develop robust research method. 

 

2.2. Research Methodology and Design  

This part presents an overview of the methodological questions and essential 
decisions on how the research was designed. Rynes and Gephart (2004, 459) note 
that “the reader needs to know how key decisions were made in the research 
process”.  

This study was a part of long-term research focusing on large multinational 
firms’ alliance relationships based capabilities development. After carefully 
reviewing the literature the author conducted many pilot studies. Then the 
methodological and extensive (each case on approximately 100 pages) descriptions 
of case studies of the companies in the ICT sector were written.  

To begin with, the author of the thesis analysed the focal firms’ business model 
evolution, financial performance and market growth and divided the focal firm 
evolution into three specific periods: market emergence, market take-off, and market 
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growth. Based on the results of these studies, the author designed a special 
framework for studying capabilities development and its portfolio evolution 
(capability portfolio matrix in Article I). To analyse emergence of capabilities 
according to the matrix the author analysed the focal firms’ business model 
evolution over the long-term market cycles. Then the most important development 
activities were recorded and through in-depth extraction the main capabilities of the 
focal firm were defined. First, the key focal firm development activities with major 
impact on the firm’s performance were grouped into one development topic. 
Secondly, all capabilities were coded and mapped on the capabilities matrix.  

The primary goal of the research was to analyse how focal firm’s capabilities 
portfolio co-evolves with the focal firm’s alliance portfolio. The author of the thesis 
analysed the alliance portfolio configuration settings more in depth. For this purpose 
data were mainly extracted from SDC Platinum database (2000 alliances). The focus 
was mainly on SIC code diversification and tie strength measures, but also on 
general parameters like tie centrality and compositions of alliance domains.  

In the next phase, an even more in-depth market performance review was 
conducted in focal firms to analyse core products’ market share dynamics over the 
firm’s evolution and active competitors. In this phase the aim was to integrate 
different data layers (business model, alliance portfolio, important ties, and 
performance analysis) into a research system. It enabled to analyse firms’ 
capabilities development dynamics and alliance portfolio configurations in parallel 
and correlate these findings to firms’ performance over pre-defined market cycles. 
Thus, there were several data sources for this study. These included interviews, 
questionnaires, observations, and secondary sources as databases. The triangulation 
of data from different sources strengthens the robustness of the findings (Jick 1979). 
Based on the previously described methodology and data sources the main findings 
on how focal firms develop capabilities based on alliance relationships are presented 
in the following chapter. 

The longitudinal multiple-case review approach was applied because of the 
complexity and explorative nature of this research. “The case study is a research 
strategy which focuses on understanding the dynamics present within single 
settings” (Eisenhardt 1989, 534). It fits very well with the nature of the subject – 
dynamic capabilities and evolution of the alliance portfolios. 

As described earlier, the case descriptions were first developed and provided. 
Eisenhardt and Graebner (2007, 29) proposed that an effective way to present a case 
evidence and theory summary is to form a separate table that “summarizes the 
evidence for each theoretical construct”. In within-case analysis activities were 
described and later formulated as capabilities. Thereafter cross-case analysis was 
conducted to synthesise cases (Yin 1994); as a result empirical patterns were found 
(Yin 2003) and then these patterns were compared with propositions from prior 
theory. A summary of the key decisions in the designing process of the research 
rationale is presented in the following table (Table 2.2.). 
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Table  2.2. Research Process in the Dissertation 

Research 
phases: Description of research activities 

Start Defining research questions about capabilities and alliance 
portfolio development and co-evolution 

Selecting 
pilot cases 

Theoretical random sampling 

Conducting 
pilot case 
studies 

Three qualitative pilot case studies were conducted. Focus pilot 
case study was selected and in-depth analyses were carried out in 
software, telecommunications companies.  

Selecting 
final cases 

Specified population. Theoretical, not random sampling, focus 
on focal firms in software and telecommunication industry. 
Selecting four focal multinational companies.  

Longitudinal 
business 
model 
analysis 

Analysing business model dynamics over different market cycles 
in 1987–2009: a) market emergence b) market take-off c) market 
growth. Targeting value proposition change as a focal driver of 
product innovation. 

Designing 
priory 
framework 

Developing exploration and exploitation based capabilities and 
alliance portfolio framework (matrix). Adding closed/open 
parameters in terms of tie strength and tie diversification. 
Crafting alliance portfolio configuration.   

Crafting & 
implementin
g a research 
strategy 

Multiple data collection methods. Qualitative and quantitative 
data combined: Interviews with open and closed questions, 
Internet and press research, Annual reports (appr. 100), Industry 
reports (appr. 15), Press reports (appr. 2000), SDC alliance 
database from 1987 to 2009 with approximately 2000 alliance 
records.  

Acting in the 
field 

Conducting secondary data search. Conducting interviews. 

Shaping 
propositions 

Iterative tabulation of evidence. Replication of logic across 
cases. Search evidence for performance relationships.  

Enfolding 
literature. 
discussion 

Comparison with conflicting and with similar literature on 
capabilities and alliance portfolio development and co-evolution.  

Robustness 
& validity 

Decisions when to stop adding cases. Iteration between theory 
and data. Triangulation, for example, was used to increase 
construct validity; multiple iterations and follow-ups were 
conducted during analyses to increase internal validity.  

 

Source: Author’s compilation 
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There are many reasons to define precise research process for the study. The most 
important aspect is related to the robustness of the thesis. The process enables the 
author to repeat the tests with diverse case companies but also provides clear 
insights for others to test and validate the results while researching other companies.  

 

2.3. Research Data  

The criteria for the selection of cases in this research were to find an industry with 
high growth rates and clear evolutionary dynamics. Therefore ICT industry was 
chosen. ICT industry uses also alliancing widely in their daily business. Thus, 
sampling is one of the most strategic issues in qualitative and quantitative research. 
For example, sampling problems (e.g. too small sample, too restricted, not 
appropriate, poor, contaminated, heterogeneous) are most important reasons why 
research can be considered as failure (Fiske and Fogg 1990, 594).  

Semi-structured interviews with open-ended non leading questions were used as 
the primary data source. In total, some 104 interviews were carried out throughout 
the research between 2006 and 2011 (Table 2.3.). During the pilot cases, some 43 
interviews were taken between 2006 and 2011. The aim of the pilot research was to 
test and revise (improve) the research protocol for the selected cases. “Pretesting is a 
good practice to follow” (e.g. Westphal and Khanna 2003, 374).  

 
 
Table 2.3. Interviewees 
 

 
 
Source: Author’s compilation 
 

After pilot case studies, four ICT industry companies – Ericsson, Google, 
Microsoft, and Nokia – were selected for closer inspection. These case studies were 
carried out in the same manner, the length of interviews was similar and informants 
were from similar positions.  

Interviews lasted 1 – 1.5 hours depending on the time available for the 
interviewee, keeping the interviewee and interviewer fresh, and subjects covered. 
This length of interview is common in the literature as a good practice (see e.g. 
Graebner 2004; Danis and Parkhe 2002). Most of the interviews were organised in 
the form of face to face. However, some interviews were carried out over the Skype. 

Software 

Development

Mobile phones 

development & 

manufacturing

Telecommunication 

infrastructure
Internet Services Total

Case firms 18 11 6 8 43

Pilot Cases 22 4 5 12 43

Research Organisations 2 1 1 1 5

MNC consultants 2 2 1 2 7

Executive specialists 2 1 1 2 6

Grand Total 104
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During the interviews and also before the interviews the mapped capabilities’ 
matrixes and alliance portfolio figures were presented to the interviewed persons. 
During the interviews many capabilities were renamed and reoriented based on the 
suggestions given by the persons interviewed. The interviewees’ jobs varied from 
specialist and engineer (e.g. software developer) to middle and top level manager 
(country managers, regional financial managers, directors, vice presidents). More 
than one person was interviewed in each company, because it might not be enough 
to involve just one interviewee from one company (Venkatraman and Grant 1986, 
82). Snowball sampling was used to find more interviewees from case companies.   

The data collection methods of this thesis were mainly qualitative. The following 
methods were used to collect the additional data: archival data about alliances (SDC 
Platinum Database), and financial performance data of case companies (DataStream 
Database). Also previous studies and reports on relevant business fields were 
collected. SDC Platinum Database provided data about 2000 alliances in the case 
companies. Identified alliance deals were split into the next groups – marketing, 
software, Internet services, communication services, (software and marketing) R&D, 
and (software and marketing) M&A.  

The additional data sources, and which topics they were used for, are summarised 
in the table below (Table 2.4). 
 

Table 2.4. Additional Data Sources  

 

Source: Author’s compilation 
 

Each of these areas was analysed depth-wise as the interviews progressed and 
understanding increased. Most of the cases were worked on in parallel, but some 
issues needed to be re-addressed by the first few interviewees. When saturation was 
achieved, no new data appeared from new data sources or from new cases, then data 
collection was finished (Glaser and Strauss 1967). 

Glaser’s (2001, 145) well known dictum ‘all is data’ was followed. The case 
descriptions were compiled on the basis of various sources. Case studies typically 

Topics in the study:

SDC 
Alliance 
Platinum 
Database

Thomson 
Reuters 

DataStream 
Database

Special 
focus 

surveys

Corporate 
managers, 
specialists 
interviews

Product 
segment 
reviews

Product 
innovation 

cases 
analyses

Case 
company 

annual 
reports

Company 
Press 

reports

Corporate 
thematic 

homepages

Special 
industry 
reports

Case firm financial 

performance. XX XX X

Case firm market 

performance. XX XX X X

Capabilities 

portfolio mapping. X XX XX XX X X X

Capabilities matrix 

configuration. XX

Alliance portfolio 

configuration & 

performance. XX

Co‐evolution of the 

portfolios. XX X XX XX X

XX - primary source X – additional source
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use multiple sources of data (Yin 2003) to understand more deeply the research 
phenomena and it allows data triangulation (Yin 2003, 86) with its benefits (e.g. 
interviewee may have poor recall in retrospective issues or articulation can be 
inaccurate) (Yin 2003). Therefore it is advisable to use data triangulation (Ibid 2003) 
where some data sources are used to support the primary source.  

Secondary data sources such as electronic databases (e.g. DataStream), archival 
data – press releases, annual reports, and economic and research articles were used 
to construct the history of the companies more adequately. In some sources, 
combination and integration of specific search terms was used. Unfortunately, there 
were certain circumstances where information from different databases did not 
overlap. Overlapping information was a sign of quality – reliability. In addition, the 
author participated in several events, including conferences, panels etc. 

The dissertation is rest on the longitudinal multiple-case review approach which 
was the main qualitative data analysis method. The SDC data was analysed by 
linking the data to the capabilities portfolio matrix. All the major data sources of the 
thesis and analysis methods are presented in Article 1. 

During the research and careful literature review specific methodology was 
developed by the author of thesis (Kolk 2011). The methodology provides 
innovative approach to enhancement of fast paced renewal of the firm’s capabilities. 
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3. EVOLUTION OF THE PORTFOLIOS 
 
This is a premier study on long-term evolution of a capability portfolio and 
management issues related to the portfolio dynamics and configuration. This 
research investigates further how strategic alliances can be exploited to develop a 
competitive portfolio of corporate capabilities and shape focal firm behaviour.  

The evolution mapping of capabilities’ portfolios was essential result in the 
dissertation research. Case companies developed diverse capabilities (Article I).  
First time the long term (over 30 years) pattern of portfolio dynamics was 
demonstrated. The research in the dissertation identified distinct dynamics, and 
paths of a focal firm’s capability portfolio development over periods of market 
cycles. The portfolio configuration was explained through lenses’ of exploration and 
exploitation function, as well through open and closed feature.  

Focal part of the thesis covers capabilities’ and alliances’ portfolios co-evolution 
theme through all four articles of the dissertation (Articles I, II, III, IV). The focal 
firms demonstrated the relevance of the alliance and capability portfolios’ 
convergence under the conditions of market change in multinational corporations. In 
the following sections a summary of some key results are presented, and how the 
firms transformed and extended their strategic capabilities beyond the organisational 
boundaries by managing external resources in the environment of dynamic and 
complex ecosystems. 

Following four major results are synthesised through the two research questions 
of the thesis and rely on the four research articles of the thesis:  

 Capability Development Path Dependence 
 Dynamics of Capability Families 
 Portfolio Configuration Orientation 
 Agility of Capability Development 

 

3.1. Capability Development Path 
 
New capabilities can be developed either a proactive way or adapting with the 
market changes (Table 3.1.). This dissertation research extends prior findings to ICT 
industry context and identifies which way is longitudinally more appropriate. 
Findings are observed from the market emergence phase to the growth phase.  

The literature tends to support more proactive capability development (e.g. 
Cohen and Levinthal 1990; Tushman and Anderson 1986) and first mover 
advantages (e.g. Draulans et al. 2003; Brown and Eisenhardt 1995). But empirical 
findings in the dissertation rather support the stand that capabilities development is 
initiated more by ad hoc and individual competitive actions. Earlier it has been seen 
that companies are similar in their business models, pioneer advantages are easily 
copied (Womack et al. 1990), market competition is high (Scott 2008), elimination 
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of competition not the most important (Penrose 1959) and customer behaviour not 
predictable.   

Thus capability development is a complex and controversial issue, on the one 
hand, there is no path dependency (Article II), on the other hand, quick response to 
market changes can happen if a company has a solid base – large prior capability 
and alliance portfolios (Articles II, III). 

 
Table 3.1. Proactive and adapting prevalence in product areas. 

  
Product Smartphone Mobile OS Search engine Maps/LBS 

Prevelance Adapting Adapting Adapting Adapting 

 
Source: Author’s compilation, Article II. 

 
Therefore results in the thesis demonstrated in-depth capability path evolution 

pattern and explanation from the portfolio’s perspective (Articles II).  
The research in the dissertation resulted in the finding that market growth and 

focal firm diversification limits capabilities emergence from path, but urges 
capabilities development from competitive responsive actions. As a result, capability 
development in the case companies is more adaption with the market rather than 
proactive action.  

Thus, the period of 10+ years was covered by the case studies. In the research 
proactive capability development was not identified in case companies. Neither 
ecosystem nor being an explorative pioneer was seen as paths for the capability 
development. Competition was identified as a source for capability development. 

 
 

3.2. Dynamics of Capability Families  
 
The study in the dissertation research brought out that firms cluster capabilities into 
families (Articles III). The case companies formed exploration, exploitation and 
cooperation capabilities families (Figure 3.1. and Figure 3.2). In this research area 
prior literature propose either the ambidexterity or punctuated equilibrium approach 
(Boumgarden et al. 2012; Gupta et al. 2006; Bierly et al. 2009; Gibson and 
Birkinshaw 2004). The current research findings clearly demonstrate the prevalence 
of ambidexterity. 

These families provided unique recombination opportunities (configuration 
patterns) and impacted the performance of the case companies. 
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Figure 3.1. Co-evolution of Capabilities in Exploration Family 
 
Source: Author’s compilation, Article III 
 

 
The case study in the Article III demonstrated a sequential pattern where firm 

develops first internal exploration capabilities and secondly external exploration 
capabilities. Results evidently indicated that this is essential pre-step to emergence 
of service diversification capabilities (Article III). 

The case discovered that companies use widely recombination technique while 
building exploration capabilities and rely on important alliance partners. 

The case study also brought out clear results about exploitation capabilities’ 
family dynamics (Figure 3.2). The research revealed a sequential pattern where firm 
develops first internal service excellence capabilities and core service 
internationalisation follows. Results evidently showed that this is essential pre-step 
to emergence of focal firms’ market diversification capabilities and it has impact to 
the focal firm performance.  
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Figure 3.2. Co-evolution of Capabilities in Exploitation Family 
 
Source: Author’s compilation, Article III 

 
 
The study originate that the core service excellence, internationalisation and 

market diversification is based on renewal and replication techniques and it 
enhances focal firm’s performance through configuration of important alliance 
partners. 
 
 

3.3. Portfolios Configuration Orientation 
 
In the thesis Article I demonstrated the viewpoint of exploration and exploitation 
capability portfolios in the environment of large global ICT companies. As a result 
some prior findings are confirmed, but some contradictions are also found.  
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Prior findings emphasized the greater role of exploitation than exploration 
(Bierly et al. 2009; Regnér 2003). There are also contra examples (Bierly et al. 
2009), but these results were not analytically generalized and replicated to ICT 
industry.  

This research reveals that capability development is a more externally oriented 
exploitive phenomenon than the extant literature presents (Figure 3.3). It appeared 
that alliance configuration parameters (tie strength and diversity) behaviour is 
similar in scale to exploration-exploitation and internal-external. 

Based on the results of focal firms’ capability and alliance portfolios 
configuration clear pattern appears towards total exploitation. The research brought 
out that over longer period of the evolution companies tend to focus on open 
exploitation in terms co-evolution of alliances and capabilities (Article I).  

 
 

Figure 3.3. Dynamics of capabilities portfolio configuration based on total 
tiesdiversity & strength 
 
Source: Author’s compilation, Article I 
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Open exploitation orientation exists in companies, which is known by functional 
activities such as marketing, retailing and logistics. Companies receive external help 
from alliances only for the development of transformative capabilities. The 
development of other types of capabilities is based mostly on internal efforts. 
Prevailing transformative capabilities are mostly exploitive and do not represent 
explorative behaviour, as the latter would have been expected from ICT companies. 
The explorative nature of ICT companies seems to be revealed mostly through the 
acquisitions of innovative start-up companies.  

More precisely two results appeared. Firstly, focal firms have a clear tendency to 
form open exploitation alliances regardless of market evolution phases and the 
alliances’ ties co-evolve with transformative capabilities’ development.  

Secondly the research results demonstrated that transformative (open 
exploitation) capabilities’ development is based on the same configuration pattern of 
tie strength and tie diversity regardless of market phases’ evolution. 

Thus, in the research empirical proof was given of the use of exploitation also in 
unstable environments such as ICT. The mechanism as such is based on extensive 
use of exploitation capabilities and alliances to enhance the firm performance. Both, 
exploitation and exploration use weak and different SIC ties for better performance 
(Kauppila 2010; Ozcan and Eisenhardt 2009; Bierly et al. 2009; Lavie and 
Rosenkopf 2006). Open innovation (Chesbrough et al. 2006; Chesbrough 2003) has 
shifted to open exploitation and this is the new pattern.  

 
 
 

3.4. Agility of Capability Development 
 

The fourth themes of results in this thesis are related to development speed of the 
capabilities and its relations to the portfolios. In the Article IV the construct of 
agility factors in the capability development process is presented along with results. 

It appeared from the case studies that the alliance management capability is 
essential, because development of the new capabilities is supremely dependent on 
the support from the alliances. Novelty of this research is the causal mechanism 
(Figure 3.4). Larger portfolio of capabilities and alliances in the strong market 
competition are the true causes for speeding up the development of capabilities. 
Companies are capable of this if a supportive environment exists in the form of large 
capabilities and alliance portfolios, which helps to form new capabilities much more 
easily than acting in isolation.  

While prior literature has paid attention to cumulative learning effects and 
cumulative products (e.g. Wang and Ahmed 2007; Rothaermel and Deeds 2004), 
then effects of a large capability portfolio have been largely left untouched or have 
been handled insufficiently (Helfat and Peteraf 2003). 
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Figure 3.4. Construct of agility factors in the capabilities development process. 
 

Source: Author’s compilation, Article IV 
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More precisely the study of the thesis showed that market and alliance portfolio 
centrality growth of a focal firm determines capabilities’ development speed and 
affects focal firm performance. All case companies increased significantly alliance 
centrality at the market emergence and take-off periods where an increase in the 
number of alliances has caused an increase in the number of capabilities and 
performance indicators. 

At the market growth phase, the number of alliances has decreased, but the 
number of capabilities and performance indicators has continued to grow. 

To respond in a flexible way to the competitors’ activities the focal company 
must be prepared for it. The readiness is guaranteed by the number of the 
capabilities in the portfolio. Thus, the more capabilities a company possesses, the 
more urgently the firm is capable of reacting (Article IV).  
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4. CONCLUSIONS 
 
The objective of the thesis is to contribute to the development of the collaborative 
capabilities portfolio concept and provide models for the capabilities development. 
More specifically, this thesis investigates the capability portfolio formations by 
focusing on the following research questions. Firstly, how capabilities and portfolios 
are developed and evolve over the market cycles. Secondly, how capabilities’ and 
alliance portfolios co-evolve and provide sustainable advantages.  

The thesis builds principally on existing dynamic capabilities’ and alliance 
networking literature and expands those by examining whether the evolution of the 
portfolios is connected and has impact on each other’s configuration patterns.  

The research questions are evaluated by using the longitudinal multiple-case 
review approach because of the complexity and explorative nature of this research. 
The criteria for the selection of cases in this research were to find an industry with 
high growth rates and clear evolutionary dynamics. To analyse the life cycle through 
introduction, growth and maturity, the case companies had to be in rapidly growing 
industries. Therefore ICT industry was chosen. ICT industry uses also alliancing 
widely in their daily business. 

The following methods were used to collect the data: semi-structured interviews; 
archival data (SDC Platinum Database), and secondary data (DataStream Database), 
including previous studies and reports on relevant business fields. SDC Platinum 
Database provided data about 2000 alliances in the case companies. 

The thesis has four major results: Firstly, the thesis demonstrated how 
capabilities emerge in the formation of capability families. The research discovered 
that capability development is much more related to competitive responses, and 
often has no clear historical path (Article II). Secondly, the thesis proposed a distinct 
pattern for the configuration of the alliance portfolios in the evolvement of 
capabilities (Article I). Thirdly, a novel model of Open and Closed Capabilities and 
the research outcome explains how the market evolution cycles have impact on the 
dynamics of configurations in the portfolios (Article III). Fourthly, the research 
presented the role a supportive environment in the form of a large capability 
portfolio and large alliance portfolio as a pre-requirement to speed up capability 
development in contemporary market circumstances (Article IV). 

 
 

4.1. Theoretical Contribution 

This doctoral study makes novel theoretical and empirical advancements to the 
literature of capability development and to the portfolio of alliances. After careful 
research of relevant corporate cases, the study enabled to shed the light to the 
conundrum of corporate-level capabilities development and its relationships to 
alliances. 
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First and foremost, this thesis has developed a novel concept, namely the 
evolution of capability portfolio, and its configuration patterns. This concept of the 
portfolio and its configuration contribute to recent capabilities research (Teece et al. 
1997; Zollo & Winter 2002) and research on exploration and exploitation (e.g. 
March 1991) with more established capabilities development techniques (e.g. Helfat 
& Peteraf 2003).  

The first essential findings about capability development are in the field of path 
dependence (Article II). The literature tend to support more proactive capability 
development (e.g. Cohen and Levinthal 1990; Tushman and Anderson 1986) and 
first mover advantages (e.g. Draulans et al. 2003; Brown and Eisenhardt 1995). But 
empirical findings in the dissertation rather support the stand that capabilities 
development is initiated more by ad hoc and individual competitive actions. Earlier 
it has been seen that companies are similar in their business models, pioneer 
advantages are easily copied (Womack et al. 1990), market competition is high 
(Scott 2008), elimination of competition not the most important (Penrose 1959) and 
customer behaviour not predictable.   

Secondly, this thesis brought out the importance of the large capability portfolios 
for new capability evolution (Article I). Since the strong competition (Scott 2008) 
and new product development cycles are getting shorter (Menon et al. 2002) 
companies must always be ready to respond to changes. Companies are able to do it 
if a unique supportive ecosystem exists in the form of synergistic large capability 
and alliance portfolios. This enables focal firms to form new capabilities much more 
easily than acting in isolation, without interdependencies with existing capabilities. 
While prior literature has paid attention to cumulative learning effects and 
cumulative products (e.g. Wang and Ahmed 2007; Rothaermel and Deeds 2004), 
then effects of a large capability portfolio have been largely left untouched or have 
been handled insufficiently (Helfat and Peteraf 2003).  

Prior findings emphasized the greater role of exploitation than exploration 
(Bierly et al. 2009; Regnér 2003). There are also contra examples (Bierly et al. 
2009), but these results were not analytically generalized and replicated to ICT 
industry. Now empirical proof was given of the use of exploitation also in unstable 
environments such as ICT. The mechanism as such is based on extensive use of 
exploitation capabilities and alliances to enhance the firm performance. Both, 
exploitation and exploration use weak and different SIC ties for better performance 
(Kauppila 2010; Ozcan and Eisenhardt 2009; Bierly et al. 2009; Lavie and 
Rosenkopf 2006). Open innovation (Chesbrough et al. 2006; Chesbrough 2003) used 
to be the primary agenda in corporate leadership but based on the empirics of the 
doctoral thesis, one may find that strong emphasis on open exploitation is the new 
pattern.  

The thesis is strongly focused on the capability family evolution (Article I and 
III). In this research area prior literature propose either the ambidexterity or 
punctuated equilibrium approach (Boumgarden et al. 2012; Gupta et al. 2006; Bierly 
et al. 2009; Gibson and Birkinshaw 2004). The current research findings clearly 
demonstrate the prevalence of ambidexterity. This ambidexterity focus on focal 
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firm’s collaborative capability development is a key in the market emergence phase. 
After market evolution and maturation, the focus shifts to open exploitation, which 
becomes a new centre to initiate and feed further development for collaborative 
capability portfolio evolution. 

Market competition and shorter product cycles require companies to react in an 
extreme speed. Therefore agile capability development in cooperation with partners 
is vital. This thesis demonstrated that larger portfolio of capabilities and alliances in 
the strong market competition are the true causes for speeding up the development 
of capabilities (Article IV).  

 

4.2. Practical Contribution 

This doctoral thesis is a distinctive and most comprehensive empirical analysis of 
the collaborative capability portfolio development in a multinational focal company. 
The research results benefit to executives who are responsible for capability 
development, but also for those managers who are setting up strategic alliances 
outside the firm’s boundaries.  

In particular, the doctoral thesis demonstrates that capability portfolio 
development requires systemic orchestration with alliance portfolio configuration 
planning over the market evolution cycles. The responsibility of the orchestration to 
ensure co-evolution between the portfolios of alliances and capabilities lies on the 
executive management in an organisation.  

Management of the collaborative capability development in a focal firm is a 
complex activity but if organisations develop unique processes, measurement 
systems, configuration patterns and methods, their execution yields results on many 
different organisational settings.  

This dissertation suggests following critical managerial issues of addressing 
capability portfolio development and co-evolution of alliance relationships.  

Organisations need to proactively identify the capabilities needed and link to the 
alliances although it is vital to realise that alliance ties may have diverse impact on 
the evolution of capabilities.  

Management of exploration capabilities requires specific configuration patterns 
in the portfolios. Exploitation capabilities are the path to competitiveness. Focal 
firms have to acquire an open approach to development of exploitation capabilities. 
There is increasing influence from alliance partners while building the execution 
power. Thus, capabilities are forming families in organisations.  

Each sub-set of the capability families has a unique role, development patterns 
and configuration settings. To overcome the challenges in the management of these 
issues focal firms need specific tools. For capability development in cooperation 
with partners, companies should create a tool and implement proper methods to deal 
with their emerging capabilities. It means that each capability has a certain function 
in the portfolio and therefore it is vital to use appropriate tools.  
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During the research and careful literature review specific methodology was 
developed by the author of thesis (Kolk 2011). The methodology provides 
innovative approach to enhancement of fast paced renewal of the firm’s capabilities. 
The methodology captures the most up-to-date concepts in the field and includes 
those straightforward models that shed light on the unique role of capabilities and 
alliances in corporate growth. Corporate managers will find out how to 
systematically design new valuable capabilities, and involve strategic partners – both 
inside and outside the company. They will discover how to minimise the risk while 
building open exploitation business models and alliance networks. 
 

 

4.3. Limitations  

One can distinguish the following limitations in this study. The first one relates to 
the generalizability of the propositions developed in the thesis. The empirical part of 
the thesis is based only on four case firms. This approach was deliberately selected 
to research the conundrum of collaborative capability portfolio evolution based on 
alliance relationships. The case companies were also well suited to study capability 
portfolio evolution, given its high velocity information and communication industry 
environment that offered ample insights to be analysed over many decades of time. 
Furthermore, the selected case firms provided in depth access to valuable archival 
data. The data was enriched with data from the interviews with case companies’ 
executives.   

Using prior research, the case studies and literature on these topics ensure 
robustness of the analysis and support propositions developed in the thesis (Articles 
I – IV) to. This doctoral thesis has reduced the risks in the case study methodology 
in multiple ways. Multiple methods to test different aspects of the capability 
portfolio development were used to control the validity of the results. Throughout 
the study multiple levels of analyses were exploited. The case study sections focused 
on the entire collaborative capability portfolio development system of a focal firm.   

The scientific analysis in the study is based on unprecedented corporate data. The 
data were obtained by the author of the dissertation by participating in the case 
companies’ projects and during frequent visits to the corporate headquarters in 
Finland, Sweden and California.  

During the doctoral study following specific approaches were used to rationalise 
these concerns and limitations: interpreter reliability, data reliability and maximise 
number of test. 

Thus, first, the students of the author of the thesis were working in the case 
companies and conducted several master’s thesis based on intimate knowledge of 
capability development. This supported the long-term case history research and 
ensured interpreting reliability of general activities in capability development. Also 
many pilot case studies were carried out. Second, the coded material from interviews 
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was reviewed by other members of the research team to enhance reliability of the 
data (joint Articles I–IV). Third, the research was prepared and tested in many 
smaller research projects and papers written during 2005–2013, but outside the 
proposition presented in the thesis. 
 
 
 

4.4. Future Directions of the Research 

This doctoral thesis focused on advancing the knowledge of how organisations 
develop collaborative capability portfolios and how the portfolio configurations 
change through the evolutionary market phases. The findings of this research 
provide several novel perspectives for future research. While the empirical study 
focused on collaborative capability development in four global and focal ICT 
corporations, future studies could advance a diverse industrial sector perspective and 
study how the capabilities behave in the specific business environment. Thus, 
conducting research outside the ICT industry would enrich corporate knowledge on 
development of corporate capability portfolios.  

It is advisable to conduct the study in a larger sample of focal firms. This would 
support the validity of current findings and would also add depth to the 
understanding of collaborative capability portfolio management. This approach 
would allow companies to enhance corporate competitiveness through the alliances’ 
and capability portfolio convergence.   

The frameworks and concepts outlined in the dissertation provide a systemic 
view on exploration (R&D function in organisation) capability development and 
therefore suggest also new directions for studying how focal firms shape their total 
portfolio of exploration alliances, and how the configuration patterns relate to 
product development in a corporation. 

Another stream of research in the dissertation highlighted the new pattern of 
Open Exploitation. Focal firms’ general business models are based on very 
innovative exploitation models to sustain corporate performance. Therefore, further 
research should broaden conceptual understanding of Open Innovation (Chesbrough 
2004) to Open Exploitation (to extend Article I). Traditionally, the classical 
exploitation capabilities are viewed as internal activities in an organisation. The 
research pointed out that there is a need to study more in depth the relationships 
between collaborative exploitation capabilities portfolio development and corporate 
performance.  

To conclude, the thesis outlined the approach of dynamic capabilities 
development and its co-evolution with alliances on the portfolio level. This initial 
system and the propositions concerning market evolution and performance of focal 
firms should provide a solid base for further study of these complex organisations’ 
development, evolution and dynamics of competitive actions.  
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ABSTRACT  
Development of capability portfolios has been viewed as a challenging area in the 
strategic management theory and practice. The portfolio approach has received 
remarkably less attention in the literature. The existing theories are mostly 
normative and rather limited to the definitions. There is a rational need to get more 
knowledge about these portfolios: how to develop and manage, and how to engage 
alliances into the portfolio, and how to engineer a proper configuration in the 
portfolio.  

This thesis investigates the capability portfolio formation by setting two research 
questions. Firstly, how capabilities and portfolios are developed? Secondly, how 
capabilities and alliance portfolios (as a source for external knowledge and 
resources) co-evolve.  

The research questions are evaluated by using a multiple case study method. 
Several in depth pilot cases were conducted in order to increase the validity and 
reliability of the research. Around 2000 alliances were analysed to supplement the 
theory on how alliance ties contribute to the capability development.  

The thesis builds principally on existing dynamic capabilities’ and alliance 
networking literature and expands those by examining whether the evolution of 
portfolios is connected and has impact on each other’s configuration patterns. In 
addition to the theory testing, the study makes major theoretical contributions.  

Firstly, the thesis advances the capability development discussion by 
demonstrating how capabilities emerge in the formation of capability families. The 
research discovered that capability development is much more related to competitive 
responses, often has no clear historical path, and is a more externally oriented 
phenomenon than the extant literature presents (Article II).  

Secondly, the thesis makes a theoretical contribution by establishing linkages 
between the alliances and the capabilities. The study proposed a distinct pattern for 
the configuration of the alliance portfolios in the evolvement of capabilities. The 
results demonstrated in this study unexpectedly indicate that the focal firms form 
open exploitation alliances regardless of the market evolution and sustain tie 
characteristics (Article I).  

Thirdly, a novel model of Open and Closed Capabilities is introduced in the 
context of exploration and exploitation.  The research went beyond the traditional 
capability classification and proposed a new type of capability and alliance portfolio 
approach. The research outcome explains how the market evolution cycles have 
impact on the dynamics of configurations in the portfolios and also demonstrates the 
sequential nature of the portfolio development. This research contributes to the 
limited empirical research on how different capability families are developed and 
how it affects business model innovation (Article III). 

Fourthly, the research presented the role a supportive environment in the form of 
a large capability portfolio and large alliance portfolio as a pre-requirement to speed 
up capability development in contemporary market circumstances (Article IV). 

The practical outcomes of the thesis concern understanding of the significance of 
the collaborative relationships while developing capability portfolios. During the 



51 

study the author developed a specific methodology for the managers who are 
responsible for the capabilities development and alliance formation in the 
organisation.  
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KOKKUVÕTE 
Hargmaiste ettevõtete võimekuste ja liitude arendamine  
globaalses infotehnoloogiatööstuses  
 
Võimekuste arendamine on olnud viimase kümnendi üks olulisemaid 
teadusuuringute valdkondi strateegilises juhtimises. Nende roll on olnud ülioluline 
ettevõtte innovatsioonisüsteemide arendamisel.  

Mitmed varasemad uuringud on käsitlenud võimekuste arendamist ettevõtetes, 
aga need on olnud liiga üldised ja kirjeldavad. Nende uuringute rõhk olnud enamasti 
üksikute võimekuste arendamisel. Samas on suurtes ettevõtetes kasutusel erinevad 
võimekuste perekonnad, mis moodustavad võimekuste portfelli. Selliste portfellide 
tasakaalustatud arendamine on ettevõtete jaoks väga oluline. Varasemaid uuringuid 
ja analüüse, mis süsteemselt käsitlevad võimekuste portfellide arengut läbi ettevõtte 
pika-ajalise tegevuse, ei ole teostatud. 

Olulist tähelepanu vajab võimekuste arendamise kiirus, kuna ettevõtted peavad 
uusi tooteid ja teenuseid tooma turule iga poole aasta tagant. Samuti ei ole lõpuni 
selge, milline on võimekuste perekondade moodustamise mudelid ning millised on 
võimekuste etteplaneerimise süsteemid.  

Hargmaiste ettevõtete uute toodete arendamisel ning turule toomisel on 
peamiseks kasvuteguriks strateegilised liidud. Nende liitude juhtimiseks edendavad 
ettevõtted võimekuste portfelli. Võimekuste ning strateegiliste liitude ühisarendust 
on uuritud väga vähe ning see on antud doktoritöö fookus. 

Käesoleva doktoritöö eesmärk on võimekuste ja liitude portfellide 
ühisarendamise võimaluste identifitseerimine (arenduskiirus ja võimekuste 
perekondade dünaamika) ning teoreetiliste kontseptsioonide uuendamine (portfellide 
konfiguratsioon ning rajasõltuvus). 

Antud doktoritöös on kaks peamist uurimisküsimust. Esiteks, kuidas ettevõtete 
võimekuste portfell areneb läbi erinevate turufaaside? Teiseks, kuidas ettevõtete 
liitude portfell areneb koos võimekuste portfelliga? 

Uurimistöö käigus on arendatud uus mudel võimekuste portfelli analüüsimiseks 
ja juhtimiseks läbi strateegiliste liitude. Uuringute käigus vaadeldi põhjalikumalt ligi 
80 võimekuse arendamist 30-aastase perioodi jooksul. Samuti uuriti ligi 2000 stra-
teegilise liidu konfiguratsiooni ning rolli võimekuste edendamisel hargmaistes info- 
ning kommunikatsiooniettevõtetes nagu Google, Ericsson, Nokia ja Microsoft.  

Käesolev doktoritöö koosneb neljast osast. Töö algab sissejuhatusega, mis annab 
koondülevaate töö sisust ja struktuurist. Esimene peatükk käsitleb olulisi teoreetilisi 
uuringuid võimekuste ja strateegiliste liitude vallas. Antud töö teine peatükk 
tutvustab uurimistöös kasutatavaid metoodikaid ning analüüside aluseks olevaid 
andmeid. Kolmas peatükk esitab peamised tulemused. Töö neljas peatükk tutvustab 
töös tehtud järeldusi ning kirjeldab antud doktoritöö panust võimekuste ja liitude 
teooriate arendamisse ja rakenduslike strateegiate edendamisse. Doktoritöö põhiosa 
lõpeb kokkuvõttega.  

Käesolev doktoritöö baseerub lisades I - IV toodud neljal artiklil. Töös leiavad 
käsitlemist mitmed teemad, mille kohta varasemad uuringud puuduvad (võimekuste 
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portfelli juhtimine läbi strateegiliste liitude portfelli konfiguratsiooni; võimekuste 
rajasõltuvus ning nende arendamise seos konkurentide tegevustega; võimekuste ja 
liitude konfiguratsiooni juhtimine erinevates turuarengu faasides; võimekuste 
perekondade arengudünaamika; võimekuste arendamise kiirendamise võimalused). 

Doktoritöö autor toob välja olulised tulemused võimekuste ja liitude portfelli 
arendamisel. Antud töös on demonstreeritud kuidas rakenduslikud ning avatud 
võimekused seotakse vastavate strateegiliste liitudega. Antud uurimuses selgus, et 
olenemata ettevõtte ja turu arengufaasist loovad ettevõtted enam avatud ja 
rakenduslikke liite ning need liidud seotaks avatud rakenduslike võimekustega. Töö 
autor kirjeldab kuidas antud tasakaal püsib uuritud firmades olulise mudelina 
kõikides arengufaasides. 

Käesolevas doktoritöös selgub, et hargmaised ettevõtted on isegi enam 
orienteeritud rakenduslikele võimekustele, kui seda varasemas teaduskirjanduses on 
käsitletud (Artikkel I). Samuti näitab antud uurimistöö autor, et ettevõtted kasutavad 
sarnast mustrit liitude konfiguratsioonis (liitude sidemete tugevus ja 
diversifitseeritus) oma võimekuste arendamisel suletud süsteemidelt avatule ning 
arendusvõimekuste üleminekul rakenduslikeks.  

Paljud uuringud on käsitlenud üksikute võimekuste ennetavat arendamist. 
Käesoleva doktoritöö tulemused näitavad, et ettevõtted ei saa enam baseeruda ainult 
võimekuste planeerimisele, vaid peavad olulisemaks arendada võimekusi lähtuvalt 
turul toimuvatest muutustest (adapteerimine). Antud uurimistöös leiti, et suurtel 
ettevõtetel puudub võimekuste arendamisel tihti rajasõltuvus (Artikkel II). Varasem 
teaduskirjandus toetas selgelt ettevaatavat võimekuste arendamist. Käesolevas 
doktoritöös selgus, et ettevõtete ärimudelid muutuvad järjest kiiremini sarnaseks 
ning klientide tarbimiskäitumist on üha raskem ennustada. Antud asjaolu muudab 
võimekuste arendamise mudeleid oluliselt. Eriti teravalt on antud teema kerkinud 
üles infotehnoloogiaettevõtetes, kus arendustsüklid ning toodete eluiga on väga 
lühike. Seega, ettevõtted kasutavad strateegiliste võimekuste arendamisel mudelit, 
mis võimaldab kiiresti tuvastada muudatused turul ning ümber kujundada 
olemasolev võimekuste ja liitude portfell. Seda protsessi toetab avatud võimekuste 
ning avatud liitude mudeli kujundamine ettevõtte tervikportfellis. 

Kirjeldatud tingimustes peavad ettevõtted väga kiiresti arendama võimekusi 
koostöös teiste partnerettevõtetega. Käesoleva doktoritöö tulemustena on näha, et 
hargmaised firmad kasutavad oskuslikult suurt võimekuste portfelli, et kiirendada 
üksikute võimekuste arendamist läbi rekombineerimise (Artikkel IV). Spetsiifiline 
võimekuste portfell, kus on oluline osa rakenduslikel ning avatud võimekustel, aitab 
ettevõttel väliskeskkonna muudatustega kiiresti kohanduda. Antud doktoritöös 
selgus, et mida suurem on ettevõtte liitude portfell, seda kiiremini uute võimekuste 
kohandamine toimub. Liitude portfelli kasv on omakorda seotud ettevõtte ja turu 
kasvuga. Kiire võimekuste kasutuselevõtt ja arendamine liitude baasil on eriti 
kohane uue turu tekkimise ja esmase kasvu perioodil. Käesolevas töös selgub, et 
ettevõtete kasvamisel on võimekuste ja liitude portfellis diversifitseeritus kõrgem 
ning see annab võimaluse rekombineerida erinevaid võimekusi ja liite, aga ka 
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erinevaid võimekuste ja liitude elemente. Seega, uue ning strateegiliselt olulise 
võimekuse arendamine sõltub olemasolevate portfellide suurusest ja kasvust. 

Käesolevas doktoritöös selgus, et võimekused koonduvad erinevatesse 
perekondadesse, mille funktsionaalne ning kronoloogiline areng määratleb ettevõtte 
kasvustrateegiad turgude ja teenuste diversifitseerimisel. Töös selgub, et ettevõtted 
arendavad süsteemselt rakendus-, arendus- ning koostöövõimekuste perekondasid. 
Viimaste perekondade roll on sidustada rakendus- ja arendusvõimekuste pere-
kondasid. Antud uurimistöös selgub, et arendusvõimekuste areng toimub vastavalt 
spetsiifilisele mustrile. See muster on seotud erinevate turu arenguetappidega. 
Nendes etappides muutuvad sisemised võimekused avatud võimekusteks, millele 
järgneb teenuste diversifitseerimine. Sarnast mustrit järgib ka rakenduslike 
võimekuste areng. Turu kasvades muutuvad olulisemaks toodete rahvus-
vahelistumine ning sisenemine uutele turgudele, diversifitseerimine. 

Varasemas kirjanduses on toodud välja, et ettevõtted arendavad nii paralleelsete 
võimekuste süsteeme kui ka rakendavad tasakaalustamise taktikaid. Käesolevas 
uurimistöös selgus, et domineerivad siiski paralleelsed võimekuste perekonnad, eriti 
turu arengustaadiumi esimestes etappides. Kasvufaasis muutub uueks keskmeks 
võimekuste arendamisel avatud ja rakenduslikud võimekused, mida toetatakse 
erinevate liitude loomisega (Artikkel III).  

Autori soovitus on tulevikus senisest enam pöörata tähelepanu kõige 
olulisematele partneritele võimekuste uurimisel ning vastavate portfellide 
kujundamisele. Käesolevas töös uuriti peamiselt kogu liitude portfelli mõju. 

Tulevikus on plaanis uurida täpsemalt võimekuste portfelli arendamise võimalusi 
teistes ärivaldkondades ning nende võimekuste arendamise tehnikaid. Antud töös 
selgus, et ettevõtted panevad kasvamisel suurt rõhku avatud ja rakenduslikele 
võimekustele. Nende võimekuste uurimist pole varasemalt põhjalikumalt tehtud. 
Eelnevad uuringud on keskendunud avatud arendusvõimekustele. 

Käesoleva doktoritöö käigus uuriti võimekuste arenguid eesmärgiga leida ka 
arendusmetoodikad, mis sobiksid kasutamiseks nii info- ja kommunikatsiooni-
tehnoloogia valdkonna ettevõttes kui ka teistes ärisektorites. Antud metoodikat 
kirjeldati koos ettevõtetega ning see aitab ettevõtte juhtidel täpsemalt kujundada 
firmade võimekuste portfelli ning luua vastavaid strateegilisi liite. 
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Article I  
 

Rungi, M. and Kolk, A. (2012). Total Exploitation Orientation in Capability 
Development: The Cross-case of Google, Ericsson, Microsoft and Nokia. - Research 
in Economics and Business: Central and Eastern Europe, 4(2), 5 - 25. 
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��

��������	
��
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