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 Many strategic integration efforts such as post-merger integration, 

organizational restructuring, or strategic alliances fail to generate 

sustained organizational renewal despite extensive structural alignment. 

Existing research largely explains integration outcomes through structural 

fit, process harmonization, or information systems, offering limited 

insight into how integration enables long-term adaptation.  

This paper develops a conceptual model that reframes strategic integration 

as a knowledge centric, capability building process. Drawing on the 

Knowledge Based View and Dynamic Capabilities Theory, we theorize 

how the quality of knowledge flows defined by speed, fidelity, absorptive 

fit, and reciprocity constitutes the primary mechanism through which 

integration activates adaptive capabilities. We argue that sensing, seizing, 

and reconfiguring capabilities emerge endogenously from sustained, high-

quality knowledge interactions rather than from pre-existing firm level 

attributes. 

The framework also specifies key boundary conditions, including 

learning-oriented culture, leadership attention, environmental dynamism, 

and knowledge overlap. By shifting the explanatory locus of integration 

outcomes from structural alignment to knowledge flow quality, this paper 

advances integration theory and provides a foundation for future empirical 

research on organizational renewal across diverse integration contexts. 
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Introduction 

Despite decades of research on strategic 

integration spanning mergers and acquisitions, 

organizational restructuring, strategic alliances, and 

digital transformation, a persistent empirical puzzle 

remains: many integration initiatives achieve formal 

structural alignment yet fail to deliver sustained 

organizational renewal. Firms frequently succeed in 

harmonizing reporting lines, standardizing processes, 

or deploying common information systems, but 

struggle to translate these changes into continuous 

innovation, ambidexterity, or long-term resilience (van 

Oorschot et al., 2023; Strobl et al., 2024).  

Existing integration research has largely 

emphasized structural fit, process efficiency, and 

information technology as primary levers of value 

creation. While these elements are undeniably 

important, they tend to treat integration as a technical 

or architectural challenge. In doing so, they underplay 

the role of knowledge dynamics how knowledge 

moves, is interpreted, and becomes actionable across 

organizational boundaries. Prior work shows that 

effective management of knowledge flows across 

organizational boundaries is critical for realizing 

innovation and performance outcomes but remains 

complex and difficult to operationalize within 

integration contexts (Fischer, 2025).  

As a result, integration success is often assessed 

through short-term operational indicators rather than 

through deeper capability development that underpins 

renewal (Li, 2025; Fischer, 2025).  

This paper argues that organizational renewal 

depends less on structural realignment per se and more 

on the quality of knowledge flows that integration 

enables. Specifically, we ask: How do knowledge 

flows activate adaptive capabilities that drive 

organizational renewal in integrated organizations? To 

address this question, we develop a conceptual model 

that links pre-change knowledge endowments and 

connectivity to post-integration knowledge flow 

quality, the emergence of adaptive capabilities, and 

subsequent renewal outcomes. Prior research on 

dynamic capabilities suggests that high-quality 

knowledge integration and transfer are antecedents to 

organizational adaptation and performance, yet such 

mechanisms are still underexplored in the context of 

strategic integration (Li, 2025).  

The primary contribution of this paper is to shift 

the explanatory locus of strategic integration outcomes 

from structural alignment to the quality of knowledge 

flows. In doing so, the study challenges the dominant 

assumption that integration success is primarily a 

function of formal coordination and IT harmonization. 

Secondary contributions include reconceptualizing 

adaptive capabilities as endogenous outcomes of post-

integration knowledge dynamics and introducing a 

temporally structured, multilevel framework for 

understanding integration-driven renewal.  

 

Materials and Methods 

Dynamic Capabilities and Organizational Adaptation 

This study adopted a conceptual research design 

grounded in theory synthesis. Dynamic Capabilities 

Theory was used as a primary analytical lens to explain 

how firms sense opportunities and threats, seize 

emerging opportunities, and reconfigure assets to 

maintain evolutionary fitness in dynamic 

environments. Recent empirical and conceptual 

studies emphasize that dynamic capabilities are critical 

for long-term organizational adaptation and renewal, 

particularly under conditions of environmental 

uncertainty and strategic change (Ruiz-Ortega et al., 

2024; Mehrabi, 2025). 

 Despite its extensive application in explaining 

organizational renewal, Dynamic Capabilities Theory 

has been criticized for its relatively abstract nature, as 

many studies emphasize firm-level outcomes while 

leaving the micro-level mechanisms through which 

capabilities emerge under-specified. Recent literature 

calls for greater attention to microfoundations, 

including learning processes, interorganizational 

relationships, and knowledge integration practices that 

enable sensing, seizing, and reconfiguring activities at 

individual and team levels (Ruiz-Ortega et al., 2024; 

Mehrabi, 2025). 

 

Knowledge-Based View of the Firm 

The Knowledge-Based View (KBV) conceptualizes 

knowledge as the most strategically significant 

resource of the firm and posits that competitive 

advantage arises from the effective integration and 

application of distributed and heterogeneous 

knowledge (Tamirat, 2023). From this perspective, 

organizations exist primarily as mechanisms for 

knowledge integration rather than as mere 

coordinators of activities. 
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 Accordingly, integration is fundamentally a 

process of knowledge orchestration across 

organizational boundaries. However, recent reviews 

highlight that much KBV research continues to 

privilege static knowledge stocks, repositories, and 

codification mechanisms, while paying comparatively 

limited attention to the qualitative dynamics of 

knowledge flows, such as how knowledge is 

transferred, interpreted, and transformed in use 

(Tamirat, 2023). 

 

Knowledge Flows as Microfoundations of Adaptive 

Capabilities 

Building on the Knowledge-Based View, this study 

conceptualized knowledge flows as microfoundations 

of adaptive capabilities. Knowledge flows specify 

what moves across organizational boundaries 

including tacit insights, codified routines, and 

problem-solving heuristics while Dynamic 

Capabilities Theory explains what these movements 

enable. Recent research demonstrates that knowledge 

transfer, integration, and application processes are 

central antecedents of dynamic capabilities and 

organizational adaptation (Mehrabi, 2025). 

 When knowledge flows are timely, reliable, and 

absorbable, they enable organizational actors to 

collectively interpret environmental signals (sensing), 

mobilize and commit resources (seizing), and 

recombine assets and routines (reconfiguring). 

Empirical studies show that dynamic knowledge 

management capabilities, such as information agility 

and absorptive fit, are strongly associated with the 

development of dynamic capabilities and adaptive 

performance outcomes (Mehrabi, 2025). 

 From this perspective, adaptive capabilities are 

not static firm-level attributes but emergent outcomes 

of sustained, high-quality knowledge interactions 

among individuals and teams over time. Integration 

therefore creates value not by aggregating knowledge 

stocks, but by shaping the conditions under which 

knowledge flows give rise to higher-order capabilities 

(Tamirat, 2023; Mehrabi, 2025). 

 

Organizational Renewal and Ambidexterity 

Organizational renewal refers to the ability of firms to 

refresh their resource base, routines, and strategic 

orientations over time. A central manifestation of 

renewal is ambidexterity, defined as the capacity to 

balance exploration and exploitation. Recent studies 

confirm that ambidexterity enhances innovation 

performance, adaptability, and long-term viability, 

particularly in turbulent environments’ 

 While prior research highlights structural 

arrangements and leadership behaviors as antecedents 

of ambidexterity, it provides limited insight into how 

knowledge flows enable the recombination of existing 

competencies while supporting exploratory learning. 

Recent evidence suggests that high-quality knowledge 

sharing and integration mechanisms act as critical 

enablers of ambidexterity and renewal by facilitating 

both exploitative refinement and exploratory 

innovation. 

 

Integrative Tensions in Strategic Integration 

Strategic integration research is characterized by 

enduring tensions, including structure versus 

knowledge, efficiency versus adaptability, and 

stability versus learning. Traditional integration 

approaches tend to privilege structural clarity and 

process efficiency, often at the expense of 

experimentation and learning. Recent empirical 

research demonstrates that sustainable performance 

improvements depend less on formal structural 

alignment and more on knowledge connectivity and 

interactive learning processes. 

 Accordingly, this study contends that integration 

success hinges less on structural synergy and more on 

fostering rich, reliable, and contextually appropriate 

knowledge connectivity. Without high-quality 

knowledge flows, integrated structures risk becoming 

rigid shells that constrain rather than enable 

organizational renewal.  

 

Results 

Scope and Boundary of the Model 

The proposed model is explicitly designed to explain 

longterm organizational renewal under conditions of 

knowledge heterogeneity and environmental change. It 

does not seek to explain short-term efficiency gains, 

cost synergies, or compliance-driven integration 

outcomes. 
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Core Constructs 

1. Pre-change Knowledge Endowments and 

Connectivity: Distribution of tacit and explicit 

knowledge, formal linkages, and IT-mediated 

infrastructures prior to integration. 

2. Quality of Knowledge Flows: Defined by volume, 

speed, fidelity, absorptive fit, and reciprocity. 

3. Adaptive Capabilities: Sensing, seizing, and 

reconfiguring capabilities. 

4. Organizational Renewal Outcomes: Innovation, 

realized ambidexterity, and resilience. 

 

Temporal Dynamics of Integration 

While adaptive capabilities manifest at the 

organizational level, their development is rooted in 

repeated knowledge exchanges among individuals and 

teams, particularly boundary spanners and integrative 

roles. 

 

 

Table 1. Adaptive Capabilities Manifest At The Organizational Level 

 

Integration Phase Dominant Knowledge Flow Properties Primary Capability 

Early integration Volume, speed Sensing 

Mid integration Fidelity, absorptive fit Seizing 

Late integration Reciprocity Reconfiguring 

 

Distinction from Absorptive Capacity 

While absorptive capacity has traditionally been 

conceptualized as a firm-level capability, our 

framework treats absorptive fit as a relational property 

of knowledge flows reflecting alignment between the 

characteristics of incoming knowledge and recipients’ 

cognitive and experiential bases. Absorptive capacity 

thus enables but does not substitute for the explanatory 

role of knowledge flow quality. 

 

Moderators 

The strength of the proposed relationships is 

contingent on learning-oriented culture, leadership 

attention, environmental dynamism, and the degree of 

knowledge overlap between integrated units. 

 

P1: Higher-quality knowledge flows characterized by 

speed, fidelity, and absorptive fit positively influence 

the development of adaptive capabilities. 

P2: Adaptive capabilities mediate the relationship 

between knowledge flow quality and organizational 

renewal outcomes. 

P3: In the absence of a learning-oriented culture, high-

quality knowledge flows are unlikely to translate into 

adaptive capabilities. 

P4: When knowledge overlap between units is low, 

reciprocity in knowledge flows is more critical than 

volume for adaptive capability development. 

 

The model is visualized as three sequential blocks 

Knowledge Flows, Adaptive Capabilities, and 

Organizational Renewal with dashed lines 

representing moderating conditions influencing each 

linkage. 
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Figure 1. Conceptual Curve of Strategic Integration and Organizational Renewal. 

 

The figure illustrates the sequential development of 

knowledge flows, adaptive capabilities, and 

organizational renewal across integration phases. 

Knowledge flows intensify early in the integration 

process, enabling the gradual emergence of adaptive 

capabilities, which subsequently drive organizational 

renewal as a long-term outcome. Moderating 

conditions influence the strength of each relationship. 

 

Discussion 

Our findings challenge the prevailing integration 

literature that implicitly treats knowledge transfer as a 

secondary outcome of structural integration rather than 

as a primary driver of renewal. This study advances 

strategic integration research by offering a knowledge-

centric explanation of long-term organizational 

renewal under conditions of knowledge heterogeneity 

and environmental change. By explicitly delineating 

the scope and boundary of the model, the findings 

reinforce recent arguments that integration outcomes 

should not be evaluated primarily through short-term 

efficiency gains or cost synergies, but rather through 

their capacity to enable sustained adaptation and 

renewal (Ruiz-Ortega et al., 2024; Mehrabi, 2025). 

This focus aligns with contemporary strategic 

management scholarship emphasizing renewal, 

resilience, and ambidexterity as central performance 

criteria in turbulent environments. 

 

Knowledge Flow Quality as the Explanatory Locus 

of Integration Outcomes 

The findings support the argument that integration 

success hinges less on structural alignment and more 

on the quality of knowledge flows. Prior research has 

shown that structural connectivity and IT 

infrastructures alone are insufficient to generate 

innovation or renewal unless they are accompanied by 

meaningful knowledge exchange processes (Tamirat, 

2023; Fischer, 2022). By conceptualizing knowledge 

flow quality in terms of volume, speed, fidelity, 

absorptive fit, and reciprocity, this study extends 

knowledge-based perspectives by shifting attention 

from knowledge stocks to dynamic relational 

properties of knowledge exchange. 

This perspective resonates with recent 

empirical evidence demonstrating that knowledge 

flow characteristics rather than mere access to 

knowledge are critical for enabling adaptive responses 

to environmental change (Mehrabi, 2025; Business 

Strategy and the Environment, 2025). In this sense, the 
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proposed model helps explain why organizations with 

similar structural integration efforts often experience 

divergent renewal trajectories. 

 

Adaptive Capabilities as Endogenous Outcomes of 

Integration 

A second contribution lies in reconceptualizing 

adaptive capabilities sensing, seizing, and 

reconfiguring as endogenous outcomes of post-

integration knowledge dynamics rather than pre-

existing organizational attributes. While Dynamic 

Capabilities Theory has been widely applied to explain 

renewal, recent reviews have criticized its tendency to 

remain abstract and outcome-focused (Ruiz-Ortega et 

al., 2024). The present findings respond directly to this 

critique by specifying how repeated, high-quality 

knowledge interactions among individuals and teams 

accumulate into organization-level adaptive 

capabilities. 

This micro-to-macro logic is consistent with 

emerging research on microfoundations of dynamic 

capabilities, which emphasizes the role of boundary 

spanners, integrative roles, and cross-unit learning 

processes in capability development (Mehrabi, 2025). 

By grounding adaptive capabilities in knowledge 

flows, the study offers a more granular explanation of 

how integration enables renewal over time. 

 

Temporal Dynamics of Integration and Capability 

Development 

The temporal structuring of integration into early, mid, 

and late phases provides further theoretical insight. 

The findings suggest that different properties of 

knowledge flows become salient at different stages: 

volume and speed support sensing in early integration, 

fidelity and absorptive fit enable seizing during mid 

integration, and reciprocity underpins reconfiguring in 

later stages. This temporal logic aligns with recent 

calls to treat integration as an evolving process rather 

than a discrete event (Van Oorschot et al., 2023). 

By incorporating temporal dynamics, the 

model clarifies why early integration success does not 

necessarily translate into long-term renewal and why 

delayed or poorly sequenced knowledge exchanges 

can undermine adaptive outcomes. This insight 

contributes to ongoing debates on processual 

perspectives in strategic change and renewal research. 

Distinction from Absorptive Capacity and 

Conceptual Clarity 

The study also contributes to conceptual clarity by 

distinguishing absorptive fit from traditional notions of 

absorptive capacity. While absorptive capacity has 

been treated as a firm-level capability, recent 

scholarship increasingly recognizes its relational and 

contextual nature (Tamirat, 2023). By framing 

absorptive fit as a property of knowledge flows 

reflecting alignment between incoming knowledge 

and recipients’ cognitive bases the model avoids 

construct redundancy while preserving absorptive 

capacity’s enabling role. 

This distinction is theoretically important 

because it allows knowledge flow quality to remain the 

primary explanatory mechanism, rather than being 

subsumed under broader capability constructs. In 

doing so, the study responds to recent calls for greater 

construct discipline in knowledge and capability 

research (Fischer, 2022). 

 

Moderating Conditions and Boundary Sensitivity 

Finally, the findings highlight the importance of 

moderating conditions, including learning-oriented 

culture, leadership attention, environmental 

dynamism, and knowledge overlap. Consistent with 

prior research, the absence of a learning-oriented 

culture constrains the translation of knowledge flows 

into adaptive capabilities, regardless of flow intensity. 

Similarly, the emphasis on reciprocity under 

conditions of low knowledge overlap underscores the 

relational nature of capability development in 

heterogeneous integration contexts. 

Taken together, these boundary conditions 

reinforce the argument that integration outcomes are 

contingent and context-sensitive, rather than 

universally determined by structural or technological 

factors alone. 

 

Overall Theoretical Implications 

In sum, this study advances integration research in 

three important ways. First, it repositions knowledge 

flow quality as the central explanatory mechanism of 

integration-driven renewal. Second, it theorizes 

adaptive capabilities as emergent outcomes of post-

integration knowledge dynamics. Third, it introduces a 

temporally sensitive, multilevel framework applicable 

across diverse integration contexts. By integrating 
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insights from the Knowledge-Based View, Dynamic 

Capabilities Theory, and organizational learning, the 

study provides a coherent foundation for future 

empirical research on strategic integration and 

organizational renewal. 

 

Conclusion  

 The model suggests that early integration efforts 

should prioritize increasing the speed and reach of 

knowledge flows to support sensing activities. In later 

phases, attention should shift toward improving 

reciprocity and interpretability to enable deeper 

reconfiguration. Diagnosing integration success 

therefore requires assessing knowledge flow quality 

rather than relying solely on structural milestones. 

 The framework provides a foundation for 

empirical studies using longitudinal designs, process 

tracing, and multilevel analysis to capture the dynamic 

interplay between knowledge flows and capability 

development. 

 Despite its contributions, this study is limited by 

its conceptual nature. Future research should 

empirically test the proposed relationships using 

longitudinal and multilevel designs to capture the 

dynamic interplay between knowledge flows and 

capability development over time.  
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