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Abstract 
This paper examines the innovation-driven emergence and strategic evolution of Mastercard Incorporated 
(“Mastercard”) as a dynamic venture navigating a volatile, uncertain, complex, and ambiguous (VUCA) global 
environment. Integrating insights from Open Innovation Management, Ambidexterity, Dynamic Capabilities, 
Platform, and Ecosystem Theories, the study proposes a comprehensive conceptual model the Mastercard VUCA 
Orchestrator Framework. The research synthesizes evidence from academic literature to illuminate how Mastercard’s 
strategic innovation, collaborative partnerships, and technological adaptability foster resilience and sustained growth. 
The analysis reveals Mastercard’s dual identity as both a mature multinational and an emerging digital venture, 
continually reconfiguring its business model to harness platform economies, ecosystem co-creation, and venture-scale 
innovation. Findings suggest that Mastercard’s enduring competitiveness is rooted in orchestrating innovation across 
multi-rail digital ecosystems, leveraging ambidextrous leadership, and embedding sustainability and trust at the core 
of its operations. 
Keywords: Innovation ecosystems, Emerging ventures, Strategic evolution, Dynamic capabilities, VUCA 
environment, Platform orchestration, Mastercard 
 
1.0. INTRODUCTION 
In today’s volatile, uncertain, complex, and ambiguous (VUCA) business landscape, organisations are 
compelled to continuously innovate, adapt, and reinvent themselves to remain relevant (Bennett & 
Lemoine, 2014; Minciu et al., 2021). The pace of technological advancement, changing customer 
expectations, regulatory turbulence, and socio-economic disruptions have blurred the lines between 
established firms and start-ups, giving rise to emerging ventures—organisations that exhibit 
entrepreneurial agility while leveraging scale and structure for sustainable competitiveness (Katz & 
Gartner, 2016; Gutterman, 2024). Mastercard Incorporated (Mastercard) exemplifies this duality: a 
globally established financial technology corporation that has continually evolved through innovation, 
ecosystem orchestration, and strategic agility to thrive within a VUCA environment (Mastercard, 2024a; 
Mastercard, 2025d). 
Since its founding in 1966, Mastercard has transformed from a traditional card network into a multi-rail 
digital payments and technology company, leveraging artificial intelligence, open banking, data analytics, 
and strategic partnerships to enable new forms of value creation (Mastercard, 2024a; Marr, 2024). This 
strategic evolution reflects the firm’s deliberate application of dynamic capabilities—sensing, seizing, and 
transforming resources to maintain resilience and advantage in the face of disruption (Teece et al., 1997; 
Li et al., 2025). Mastercard’s transformation also embodies characteristics of ambidexterity, 
simultaneously exploiting its core competencies and exploring new growth frontiers (March 1991; 
Campbell et al., 2025). 
The emergence of Mastercard as an innovation-led venture is further reinforced by its engagement in 
open innovation ecosystems, collaborating with fintechs, technology providers, and start-ups through 
programs such as Start Path and the Mastercard Sustainability Innovation Lab (Chesbrough, 2003; 
Mastercard, 2025e). These partnerships enable co-creation, knowledge sharing, and accelerated go-to-
market execution hallmarks of an entrepreneurial orientation in an emerging organisation (Pizzichini et 
al., 2025; Cassânego et al., 2025). By combining ecosystem-based collaboration with strategic foresight 
and governance, Mastercard exemplifies how established organisations can retain entrepreneurial 
dynamism while managing operational scale and systemic trust (Jacobides et al., 2018; Mastercard, 2024c). 
This paper therefore critically explores Mastercard’s innovation-led emergence and strategic evolution 
within a VUCA environment, integrating insights from Open Innovation Management Theory, 
Ambidexterity Theory, Dynamic Capabilities Theory, Platform and Network Effects Theory, and 
Ecosystem Theory (Chesbrough, 2003; Rochet & Tirole, 2003; Iansiti & Levien, 2004; Kassotaki, 2022; 
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Li et al., 2025). Drawing from these perspectives, the study proposes an integrative conceptual model the 
Mastercard VUCA Orchestrator Framework which conceptualizes Mastercard’s strategic renewal, 
ecosystem orchestration, and innovation-driven sustainability in a turbulent environment. 
The paper is structured as follows: Section 2 defines key terms and frames Mastercard within the context 
of emerging organisations. Section 3 discusses the theoretical foundations underpinning Mastercard’s 
strategic emergence. Section 4 presents the Mastercard VUCA Orchestrator Framework, followed by a 
critical discussion of findings in Section 5 and practical recommendations for sustaining innovation, 
resilience, and strategic agility under VUCA conditions in Section 6. 
 
2.0. Framing Mastercard as an Emerging Organisation 
Founded in 1966, Mastercard is a trusted intermediary that is emerging from being a card network into 
a multiple rail payment technology and data driven company, providing additional payment capabilities, 
solutions for emerging customer needs and capturing the new payment flows within the complex 
ecosystem (Mastercard, 2024a). Mastercard’s global payments industry ecosystem server customers in over 
200 countries (Mastercard, 2024a).  
The Mastercard strategy and strategic priorities involves growing its core business, diversification of 
geographies, customers and leveraging organic and inorganic strategies (for example USD 2.8 billion spent 
on acquisitions in 2024) to building new areas for the future, focussing on consumer payments, 
commercial and new payment flows and services and other solutions (Mastercard, 2024a). Mastercard 
competing with general purpose payment networks (Visa, JCB, American Express, Discover and China 
UnionPay), debit and local networks, real-time account based systems, digital wallets and fintechs, digital 
public infrastructure and other central bank and government backed solutions, digital currencies and 
service and solution providers for example for open banking solutions (Mastercard, 2024a).  
The Mastercard financials for 2024 are showing double-digit growth rates for example Net Revenue grew 
by 12% to USD 28.2 billion, Gross Dollar Volume grew by 11% to USD 9.8 trillion dollars, Cross-border 
volume grew by 18% and switched transactions grew by 11% to 159.4 billion (Mastercard, 2024a). Based 
on the 2025 second quarter financial results, the Mastercard continues on the growth trajectory for the 
quarter with Net Revenue growing by 17% to USD 8.1 billion, Gross Dollar volume up by 9%, and Cross-
border volume up by 15% (Mastercard, 2025d). One may reasonably conclude that the growth rates are 
due to the reinvention by Mastercard.  
Emerging firms are portrayed by characteristics such as disruption, innovation, risk navigation, 
entrepreneurial leadership and scalability (Gutterman, 2024). Entrepreneurial approach helps to respond 
to the shocks from disruption, while innovation bolsters the resilience through resource and capability 
diversification (Pizzichini et al., 2025). Mastercard launched Tap Payments in November 2024 to launch 
a global first global-first Click to Pay with Payment Passkey service for secure ecommerce transactions 
(Mastercard, 2024e). By 2028, online payment fraud is forecasted to be in excess of  USD 91 billion for 
merchants, based on a 2023 study (Mastercard, 2025f). The use of AI in security services by Mastercard 
blocked over USD 20 billion worth of fraud over a period of 12 moths (Marr, 2024). 
Mastercard’s strategic emergence in high growth markets for example in Africa with strategic partnerships 
for example in 2019 with Airtel (Mastercard, 2019) and 2024 with MTN Group Fintech across 13 markets 
in Africa, driving acceleration of mobile money ecosystem (Mastercard, 2024d) and with Orange Middle 
East and Africa in 2024 (Mastercard, 2024g). Out of Africa’s more than1.3 billion population and only 
43% have a bank account and 45% have mobile money accounts, resulting in more than 90% of all 
transactions and payments are done by cash (Mastercard, 2024c). Further, in Africa international 
remittance services demand is souring with in excess of USD 2 billion being remitted daily, representing 
40% of the GDP of Sub-Saharan Africa (Mastercard, 2024d). These strategic partnerships unlocks MTN's 
290 million subscribers and 60 million active monthly Mobile Money wallets (Mastercard, 2024d), while 
the Airtel partnership unlocks 100m subscribers (Mastercard, 2019) and Orange Middle East and Africa 
unlocks in excess of 160 million subscribers and 37 million active Orange Money accounts across 17 
African countries (Mastercard, 2024g). 
From the analysis despite being widely viewed as an established global organisation, most facets of the 
industry in which Mastercard operates are emerging, whether it is markets and industries, opportunity 
areas, payment providers, technologies like Artificial Intelligence (AI), laws, risks and customer and 
market opportunities. Therefore, Mastercard is chosen to understand the trajectory on an emerging 
organisation because it embodies an ironic case of being an established and large accelerated global 
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organisation that is however emerging as a dynamic entity striving to reshape itself for continued relevance 
and leadership through various strategic renewal efforts in the face of disruptive forces within the VUCA 
environment. 
 
3.0. THEORETICAL FRAMEWORK  
This section synthesizes five complementary theoretical perspectives that collectively illuminate 
Mastercard’s strategic emergence and innovation trajectory within a volatile, uncertain, complex, and 
ambiguous (VUCA) environment. The integration of these theories Open Innovation Management 
Theory, Ambidexterity Theory, Dynamic Capabilities Theory, Platform and Network Effects Theory, and 
Ecosystem Theory provides the foundation for developing the Mastercard VUCA Orchestrator 
Framework proposed in this paper. 
3.1 Open Innovation Management Theory 
Pioneered by Chesbrough (2003), Open Innovation Management Theory emphasizes that organisations 
must transcend internal R&D boundaries by integrating external knowledge, technologies, and 
collaborations to accelerate innovation and market responsiveness. This paradigm shift from closed 
innovation to open systems allows firms to leverage complementary capabilities from diverse actors in the 
ecosystem (Baldwin et al., 2024; Xie & Yu, 2025). For Mastercard, open innovation manifests through 
strategic collaborations with fintech start-ups, developers, and technology partners under initiatives such 
as Start Path and the Mastercard Developer Platform (Mastercard, 2025e; Mastercard, 2025c). These 
engagements enhance innovation agility, knowledge exchange, and co-creation, aligning with research 
suggesting that open innovation fosters resilience and green innovation through dynamic capabilities 
(Cassânego et al., 2025). The theory underscores that Mastercard’s sustained competitiveness stems not 
only from proprietary assets but also from its ability to orchestrate external partnerships to co-generate 
value. 
3.2 Ambidexterity Theory 
Ambidexterity Theory originating from Duncan (1976) and refined by March (1991) explains an 
organisation’s capacity to balance exploration (innovation and experimentation) and exploitation 
(efficiency and optimization) simultaneously. Within dynamic environments, ambidexterity supports 
strategic renewal by combining stability with adaptability (Kassotaki, 2022; Marin Idarraga et al., 2025). 
Mastercard exemplifies organisational ambidexterity through its dual strategy of growing its core payment 
networks (exploitation) while investing in new frontiers such as open banking, AI-driven fraud 
intelligence, and digital assets (exploration) (Mastercard, 2024a; Marr, 2024). Studies show that 
ambidexterity enhances firm performance by positioning innovation as a mediating factor between 
stability and transformation (Campbell et al., 2025; Sarmento et al., 2024). For Mastercard, this 
theoretical lens elucidates how it sustains operational efficiency while fostering breakthrough innovations 
critical for long-term resilience in the VUCA ecosystem. 
3.3 Dynamic Capabilities Theory 
Dynamic Capabilities Theory, introduced by Teece, Pisano, and Shuen (1997), posits that firms sustain 
competitive advantage through their ability to sense opportunities and threats, seize them through 
resource reconfiguration, and transform operations to adapt continuously (Li et al., 2025; Shiferaw & 
Amentie Kero, 2024). These higher-order capabilities are especially critical in volatile markets where static 
competencies rapidly erode. Mastercard demonstrates strong dynamic capabilities through its AI-powered 
decision intelligence systems, tokenization initiatives, and digital transformation of payments 
infrastructure (Mastercard, 2024f; Mastercard, 2025d). The company’s capacity to anticipate regulatory 
shifts, invest in emerging technologies, and realign resources for new market opportunities reflects the 
dynamic sensing and seizing processes identified in the literature (de Paula Pereira et al., 2024; Al-Moaid 
& Almarhdi, 2024). This theory provides an interpretive lens for Mastercard’s strategic agility and its 
ability to sustain innovation-led growth despite systemic uncertainty. 
3.4 Platform and Network Effects Theory 
Rooted in the work of Rochet and Tirole (2003) and advanced by Cusumano, Gawer, and Yoffie (2019), 
Platform and Network Effects Theory explain how digital platforms create value by enabling interactions 
among interdependent participants, producing self-reinforcing network effects. The greater the number 
of users or partners engaging on a platform, the higher its value proposition becomes, fostering 
exponential growth and market dominance (Goertler et al., 2025; Sobota et al., 2025). Mastercard 
operates multiple interlinked platforms including the Open Banking Platform, Smart Data Platform, 
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VocaLink Network, and Mastercard Move that interconnect consumers, merchants, banks, fintechs, and 
governments (Mastercard, 2024a; Mastercard, 2025b). These multi-sided networks exemplify how 
platform orchestration and digital trust facilitate scalable innovation and systemic interoperability (Zander 
et al., 2025; Zeng et al., 2025). The theory contextualizes Mastercard’s evolution from a card network into 
a platform-based ecosystem orchestrator, leveraging network effects for sustained growth. 
3.5 Ecosystem Theory 
Ecosystem Theory, popularized by Iansiti and Levien (2004) and later expanded by Jacobides, Cennamo, 
and Gawer (2018), views organisations as interdependent entities embedded within a collaborative system 
of value creation. Ecosystem success depends on complementarity, modularity, scalability, and governance 
among participants (Sousa Resende et al., 2025; Pizzichini et al., 2025). Mastercard’s ecosystem comprises 
banks, regulators, fintechs, telcos, and technology providers operating under its governance model, 
emphasizing interoperability, trust, and shared standards (Mastercard, 2024c; Mastercard, 2024a). 
Through this structure, Mastercard acts as a keystone player facilitating innovation, coordinating 
ecosystem health, and enabling collective resilience (Iansiti & Levien, 2004; Jacobides et al., 2018). This 
theory reinforces that Mastercard’s sustained emergence is rooted not solely in its internal resources, but 
in its ability to govern, scale, and nurture a healthy digital payments ecosystem. 
Collectively, these five theories converge to form the conceptual basis for the Mastercard VUCA 
Orchestrator Framework. Open Innovation and Ambidexterity explain how innovation and operational 
balance drive renewal; Dynamic Capabilities clarify the mechanisms for adaptation and transformation; 
Platform Theory reveals how networked interactions create scalable value; and Ecosystem Theory situates 
Mastercard’s evolution within an interconnected system of co-creation and trust. The synthesis of these 
perspectives underscores Mastercard’s role as an innovation-driven emerging venture, continuously 
evolving to orchestrate resilience, relevance, and leadership in a turbulent global landscape 
4.0 Developing a Conceptual Framework 
The Mastercard VUCA Orchestrator Framework conceptualizes how Mastercard strategically navigates 
and sustains its emergence within a volatile, uncertain, complex, and ambiguous (VUCA) environment. 
It integrates insights from five interrelated theoretical foundations Open Innovation Management, 
Ambidexterity, Dynamic Capabilities, Platform and Network Effects, and Ecosystem Theory—to explain 
Mastercard’s innovation orchestration, strategic adaptability, and long-term resilience. The framework 
comprises five interlinked components: Inputs, Processes, Outputs, VUCA Orchestration Core, and 
Strategic Outcomes. 
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Figure 1: Mastercard VUCA Orchestrator Framework 

Source: Author generated 
 
4.1 Inputs: Foundational Capabilities 
The inputs represent Mastercard’s underlying innovation and capability foundations that fuel its strategic 
emergence. These include Open Innovation Hubs, the Ambidexterity Engine, and the Dynamic 
Capabilities Core.Through open innovation, Mastercard collaborates with fintech start-ups and 
technology partners to accelerate solution development, as seen in programs such as Start Path and 
Mastercard Developers (Chesbrough, 2003; Mastercard, 2025c; Cassânego et al., 2025). The Ambidexterity 
Engine captures Mastercard’s ability to balance exploitation of its core card business and exploration of 
emerging payment solutions such as open banking, digital assets, and real-time payments (March 1991; 
Kassotaki, 2022; Mastercard, 2024a). Meanwhile, the Dynamic Capabilities Core highlights Mastercard’s 
capacity to sense opportunities, seize them through resource reallocation, and transform operations to 
maintain competitiveness (Teece et al., 1997; Li et al., 2025). Together, these inputs reflect the theoretical 
underpinnings that enable Mastercard to innovate, adapt, and sustain growth under VUCA conditions. 
4.2 Processes: Orchestration and Value Creation Mechanisms 
The processes describe how Mastercard operationalizes innovation through platform orchestration, 
ecosystem collaboration, and VUCA navigation mechanisms. Drawing on Platform Theory (Rochet & 
Tirole, 2003; Cusumano et al., 2019), Mastercard creates value by connecting multiple stakeholders’ 
banks, merchants, consumers, fintechs, and governments through interoperable digital platforms such as 
Mastercard Move and VocaLink (Mastercard, 2024a; Mastercard, 2025b).Ecosystem collaboration, 
grounded in Ecosystem Theory (Iansiti & Levien, 2004; Jacobides et al., 2018), ensures alignment, 
modularity, and trust among participants, while maintaining ecosystem health through governance and 
shared standards (Zeng et al., 2025). Moreover, VUCA navigation leverages data analytics and scenario 
planning to manage volatility, reduce uncertainty, and simplify complexity (Bennett & Lemoine, 2014; 
Chaudhuri et al., 2024). Collectively, these processes enable Mastercard to co-create and sustain value in 
an interconnected and rapidly evolving digital environment. 
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4.3 Outputs: Value Realisation and Organisational Health 
The outputs of the framework are the measurable outcomes of Mastercard’s orchestration activities—
namely, ecosystem health and resilience, scalability and growth, and governance excellence. 
Ecosystem health is demonstrated by Mastercard’s ability to maintain partner engagement, innovation 
velocity, and trust across its network (Iansiti & Levien, 2004; Mastercard, 2024c). Scalability and growth 
reflect Mastercard’s expansion across markets and technologies, leveraging network effects for value 
creation (Zander et al., 2025). Governance excellence emphasizes the firm’s commitment to ethical 
innovation, compliance, and sustainability, including adherence to AML, data protection, and ESG 
principles (Mastercard, 2024a; Bag et al., 2025). These outputs affirm Mastercard’s resilience and capacity 
to sustain value amid ongoing technological and regulatory flux. 
4.4 VUCA Orchestration Core 
At the heart of the framework lies the VUCA Orchestration Core, which integrates adaptive learning, 
continuous sensing, dynamic reconfiguration, value optimization, and ESG integration. This core 
represents Mastercard’s ability to synchronize its internal capabilities with external environmental shifts 
(Menaria, 2024; Pizzichini et al., 2025). 
Through adaptive learning and feedback loops, Mastercard anticipates emerging risks and opportunities, 
aligning with Teece’s (1997) dynamic capability cycle. Continuous sensing through AI-powered analytics 
and data-driven decision-making enables real-time market intelligence (Marr, 2024). The ESG integration 
component connects Mastercard’s innovation strategy to societal outcomes, reinforcing trust and long-
term sustainability (Mastercard, 2024b; Bag et al., 2025). The orchestration core thus enables Mastercard 
to navigate volatility, reduce uncertainty, and transform ambiguity into strategic clarity. 
4.5 Strategic Outcomes 
The strategic outcomes represent the ultimate value derived from Mastercard’s orchestration process, 
encompassing sustainable competitive advantage, resilient platform architecture, continuous innovation 
capacity, and stakeholder value maximization. These outcomes reflect the synergistic effect of the 
framework’s components, where innovation and ecosystem resilience become mutually reinforcing. 
By leveraging ambidexterity, dynamic capabilities, and open innovation, Mastercard achieves sustained 
adaptability and market leadership (Campbell et al., 2025; Li et al., 2025). Its platform-based and 
ecosystem-led strategy positions it not merely as a transaction intermediary but as an innovation 
orchestrator driving inclusive, scalable, and responsible growth in the global digital economy (Jacobides 
et al., 2018; Mastercard, 2024a). 
In sum, the Mastercard VUCA Orchestrator Framework illustrates that sustained emergence in a turbulent 
environment depends on a firm’s ability to integrate innovation ecosystems, ambidextrous leadership, 
and dynamic capabilities into a coherent system of orchestration. Through this model, Mastercard 
embodies the transformation of an established enterprise into an innovation-driven emerging venture, capable 
of navigating uncertainty while creating shared value across a connected global ecosystem. 
 
5.0 DISCUSSION 
The analysis of Mastercard’s strategic evolution reveals that its sustained emergence in a volatile, 
uncertain, complex, and ambiguous (VUCA) world is deeply rooted in the interplay between innovation, 
strategic agility, and ecosystem orchestration. This section synthesizes five critical dimensions—innovation 
and technology, strategic planning and agility, organisational structure and culture, regulatory and legal 
considerations, and customer and stakeholder engagement—drawing from theory and evidence to evaluate 
Mastercard’s position as an innovation-driven emerging venture. 
5.1 Innovation and Technology 
Innovation and technological adaptation form the foundation of Mastercard’s strategic renewal. 
Consistent with Open Innovation Theory (Chesbrough, 2003; Baldwin et al., 2024), Mastercard’s 
collaboration with fintechs, AI firms, and developers through initiatives such as Start Path and Mastercard 
Developers demonstrates how external partnerships fuel continuous ideation and co-creation. These 
collaborations enable the rapid prototyping of new digital payment technologies, aligning with findings 
that open innovation accelerates organisational learning and green innovation (Cassânego et al., 2025). 
Mastercard’s adoption of artificial intelligence in fraud prevention and its leadership in tokenization 
reflect the Dynamic Capabilities of sensing, seizing, and transforming (Teece et al., 1997; Li et al., 2025). 
This technological orchestration underscores the firm’s ability to manage VUCA volatility through 
strategic innovation. 
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5.2 Strategic Planning and Agility 
Mastercard’s strategic agility is demonstrated by its capacity to balance efficiency with adaptability key 
traits of organisational ambidexterity (Campbell et al., 2025). By simultaneously strengthening its core 
business (exploitation) and investing in digital assets, open banking, and AI-driven ecosystems 
(exploration), Mastercard aligns with research showing that ambidextrous firms outperform their peers in 
dynamic markets (Sarmento et al., 2024; Hietala & Päivärinta, 2025). The company’s dual strategy of 
organic innovation and strategic acquisitions (e.g., Finicity and Recorded Future) exemplifies deliberate 
orchestration of internal and external capabilities (Mastercard, 2024a; Mastercard, 2020). This strategic 
posture enhances Mastercard’s ability to adapt to VUCA dynamics through both proactive sensing and 
responsive transformation (de Paula Pereira et al., 2024). 
5.3 Organisational Structure and Culture 
Mastercard’s culture embodied in The Mastercard Way fosters experimentation, inclusivity, and purpose-
driven innovation (Mastercard, 2024a). This aligns with research emphasizing that innovation-oriented 
leadership and organisational culture are vital enablers of ambidexterity and dynamic learning (Martin et 
al., 2025; Du & Chen, 2018). The firm’s cross-functional structures, collaborative innovation labs, and 
distributed decision-making promote a culture of exploration while maintaining operational discipline. 
Such a configuration supports the coexistence of evolutionary and revolutionary change, enhancing the 
organisation’s adaptability within a complex environment (Tushman & O’Reilly, 1997; Kassotaki, 2022). 
5.4 Regulatory and Legal Considerations 
Operating across more than 200 jurisdictions, Mastercard faces significant regulatory complexity. 
Consistent with Ecosystem Theory (Jacobides et al., 2018; Iansiti & Levien, 2004), its ability to sustain trust 
and compliance within multi-stakeholder ecosystems is a key determinant of ecosystem health and 
legitimacy. The company’s governance framework covering anti-money laundering (AML), data privacy 
(GDPR, CCPA), and ethical AI usage illustrates how platform governance underpins digital trust (Zeng et 
al., 2025; Mastercard, 2024c). Regulatory adaptability thus becomes both a strategic necessity and a 
competitive differentiator in Mastercard’s ecosystem leadership (Sousa Resende et al., 2025). 
5.5 Customer and Stakeholder Engagement 
Customer engagement in Mastercard’s ecosystem extends beyond transactions to value co-creation and 
shared innovation. The company’s multi-rail payment systems and loyalty platforms illustrate Platform and 
Network Effects Theory, where increasing user participation amplifies overall value creation (Rochet & 
Tirole, 2003; Cusumano et al., 2019). Mastercard’s ecosystem-driven partnerships in Africa with MTN, 
Airtel, and Orange demonstrate the scalability of such network effects in emerging markets (Mastercard, 
2024d; Mastercard, 2024g). This approach aligns with research emphasizing that collaboration and co-
innovation enhance stakeholder inclusivity and ecosystem resilience (Pizzichini et al., 2025; Pesce & 
Franzè, 2025). 
Taken together, these five dimensions demonstrate that Mastercard’s strategic emergence is neither 
accidental nor linear but rather an orchestrated process grounded in innovation ecosystems, 
ambidextrous leadership, and dynamic reconfiguration. By aligning open innovation, dynamic 
capabilities, and platform orchestration, Mastercard exemplifies the modern innovation-driven emerging 
venture—an organisation that continually reinvents itself to sustain relevance and leadership under VUCA 
conditions (Bennett & Lemoine, 2014; Rehman et al., 2025). The findings affirm that long-term 
sustainability in digital ecosystems depends not only on technological innovation but also on governance, 
collaboration, and responsible leadership 
 
6.0 CONCLUSIONS AND RECOMMENDATIONS 
6.1 Conclusions 
This paper concludes that Mastercard exemplifies an innovation-driven emerging venture—a globally 
established enterprise that continuously redefines its strategic identity through innovation, agility, and 
ecosystem orchestration. By integrating insights from Open Innovation, Ambidexterity, Dynamic 
Capabilities, Platform, and Ecosystem Theories, the study conceptualized the Mastercard VUCA 
Orchestrator Framework as a model for understanding organisational resilience and strategic renewal under 
volatile, uncertain, complex, and ambiguous (VUCA) conditions. 
The analysis demonstrates that Mastercard’s long-term success lies in its ability to dynamically balance 
exploration and exploitation (March, 1991; Campbell et al., 2025), continuously sense and seize market 
opportunities (Teece et al., 1997; Li et al., 2025), and leverage open innovation networks to accelerate co-
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creation and technology diffusion (Chesbrough, 2003; Cassânego et al., 2025). Moreover, Mastercard’s 
evolution from a payment processor to a digital platform orchestrator underscores the strategic 
importance of platform economies and ecosystem governance (Rochet & Tirole, 2003; Jacobides et al., 
2018). 
The findings further suggest that Mastercard’s resilience and sustainability stem from its capacity to 
integrate technological innovation, trust-based governance, and ESG-driven value creation into its strategic core 
(Mastercard, 2024b; Bag et al., 2025). The company’s transformation trajectory illustrates that, in a 
VUCA environment, organisational emergence is an ongoing process of adaptation where learning, 
collaboration, and innovation converge to sustain competitiveness. 
6.2 Recommendations 
Drawing on the theoretical synthesis and practical insights, five interrelated recommendations are 
proposed to sustain Mastercard’s strategic evolution and to guide other emerging organisations operating 
in turbulent contexts: 
(1) Deepen Open Innovation Partnerships 
Mastercard should continue expanding its open innovation ecosystem by engaging with fintechs, AI start-
ups, and regulatory bodies to co-develop next-generation payment solutions (Chesbrough, 2003; Hietala 
& Päivärinta, 2025). Strengthening collaboration pipelines through initiatives like Start Path and 
Mastercard Labs will enable broader co-creation and faster market adaptation while embedding 
sustainability and inclusivity within innovation outcomes (Cassânego et al., 2025). 
(2) Strengthen Dynamic Capabilities for Market Foresight 
To maintain strategic agility, Mastercard must continually invest in data analytics, AI, and scenario-based 
foresight tools that enhance its ability to sense environmental shifts and seize emerging opportunities 
(Teece et al., 1997; de Paula Pereira et al., 2024). Strengthening dynamic capabilities across managerial 
and technological levels will reinforce resilience against regulatory disruptions, cyber threats, and market 
volatility (Foss & Mazzelli, 2025). 
(3) Optimize Platform Governance and Digital Trust 
As the payments ecosystem expands, Mastercard should refine its platform governance mechanisms to ensure 
transparency, interoperability, and equitable value sharing among ecosystem participants (Rochet & 
Tirole, 2003; Zeng et al., 2025). Continued investment in ethical AI, cybersecurity, and responsible data 
stewardship will enhance consumer trust and sustain network growth (Mastercard, 2024c). 
(4) Deepen Ecosystem Co-creation and Regulatory Collaboration 
In alignment with Ecosystem Theory (Iansiti & Levien, 2004; Jacobides et al., 2018), Mastercard should 
broaden cross-sector partnerships particularly in emerging markets by co-creating with governments, 
telcos, and local fintechs to drive financial inclusion. Structured regulatory collaboration and shared 
innovation sandboxes will foster systemic trust and adaptive governance (Sousa Resende et al., 2025). 
(5) Expand Multi-Rail Orchestration and Sustainable Growth 
Mastercard’s multi-rail strategy integrating cards, open banking, real-time payments, and digital assets 
should continue to evolve through strategic investments in API ecosystems and digital infrastructure 
(Mastercard, 2024a; Mastercard, 2025c). Embedding ESG imperatives into new payment architectures will 
ensure Mastercard’s growth remains inclusive, responsible, and aligned with global sustainability goals 
(Bag et al., 2025). 
6.3 Final Reflection 
In conclusion, Mastercard’s strategic journey offers a blueprint for how established enterprises can behave 
like emerging ventures balancing scale with agility, innovation with governance, and profitability with 
purpose. The Mastercard VUCA Orchestrator Framework demonstrates that resilience in the modern 
economy depends on the continuous orchestration of dynamic capabilities, open innovation, and 
collaborative ecosystems. For both academics and practitioners, Mastercard’s experience reinforces a key 
insight: in a VUCA world, the future belongs not to the largest organisations, but to those most adept at 
learning, innovating, and co-evolving with their ecosystems (Bennett & Lemoine, 2014; Rehman et al., 
2025). 
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