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Those who predict the
future lie, even if they
tell the truth.

- Arab Proverb

As a leader, sooner or later you
will need to devise a strategy
for the new reality. With this
article we want to help those
leaders that can find the time to
start planning now for that new
reality.
 

As a leader, sooner
or later you will need
to devise a strategy
for the new reality. 

THE WORLD is changing. It has always been changing; in ways that
are outside your control and impossible to accurately predict. 
With today’s events, that change is happening fast.
 

A few weeks ago, we published an article to help leaders focus
their response with the ’20-minute business model’ as they
responded to the rapid unfolding of events. We were encouraged
by the positive feedback - many found the article to be helpful in
their efforts to spearhead their organisation’s response to the
crisis. This article is the next in a series in which we lend our
expertise on how organisations can successfully navigate a
changing and uncertain future.
 certainty. This goes to the core of why we use scenario planning.

 

Scenario planning is a unique and proven method to create
structure in uncertainty. Scenarios are not predictions, but rather
explorations of plausible futures that can emerge based on today’s
uncertainties.
 

By exploring and rehearsing a range of plausible futures using
scenarios, not only do we meaningfully escape ‘business as usual’
planning; we will gain new and credible insights. Armed with these
insights, organisations can have a deep strategic dialogue about
what makes them unique (i.e. what their role is) in the future and
to translate that into their business models, strategies or plans.

By using
scenarios, not

only do we
meaningfully

escape
‘business as

usual’
planning; we
will gain new
and credible

insights.To do so, we teamed up with our friends at ExO Works, who are
experts at transformational innovation, to develop scenarios that
explore the future of business models and organisational
capabilities.
 

Every organisation, whether public, private, academic or not-for-
profit, has a business model which is the foundation of how the 

organisation creates, delivers and captures value. But what kind of
business model will the new reality require? How will demands and
needs change? What kinds of skills, expertise and capabilities are
required? And how can you be sure?
 
There is an old Arab
proverb that says that
“those who predict the
future lie, even if they
tell the truth.” In other
words, no one can
predict the future with
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https://www.linkedin.com/pulse/coronavirus-focussing-your-response-20-minute-model-van-amelsvoort/?trackingId=zXRVKx%2BR%2FkI2KWhtBS0dIg%3D%3D


In many countries today, income and wealth disparities as well as a lack of
opportunities are creating a vicious cycle of inequality, frustration and
discontent across generations. Gender, along with ethnicity, race, place of
residence and socio-economic status, also continue to shape the chances
people have in life. In addition, gaps in newer areas, such as access to online
and mobile technologies, are emerging. In the past, emergencies and disasters
often exacerbate inequalities as the poorest get hit the hardest. Will the
current pandemic lead us down a similar path? Or will today’s events and
developments see the grand economic challenges of our time attract a
renewed focus from the public, private and community sectors?

The increasing
social divide
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Key trends and uncertainties
Over the last few years, a counter trend to the offshoring of operations has
been taking hold. Shorter product cycles, smart manufacturing, public and
political pressure, trade wars as well as supply chain risks all combined to see
companies increasingly bring operations back (closer) to their main markets.
Supply chain risks have been particularly exposed during the pandemic and
pressure to bring companies’ operations back (closer) to shore is now even
larger than before. Will we now see near and reshoring expand and
accelerate? Or will supply chains still require international integration to be
optimised and help companies navigate a competitive environment?

The rise of
near and

reshoring

The coronavirus pandemic is impacting many current trends and creating new uncertainties.
Below we highlight a selection of key uncertainties around business models that leaders and
decision-makers need to deal with, and formulate a response to, for their organisations.
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For the past 75 years, the international rules-based order of multilateral
institutions and alliances has underpinned an unprecedented period of
relative peace and prosperity. However, shifts in (geo)politics,
technology, climate, economic inequality, societal expectations, as well
as the (perceived) rising risk of global disease outbreaks, are coalescing
to put pressure on governments to ‘take back control’. This is
introducing a new level of fragility to the international system, which, in
many instances, is preventing effective cooperation and collaboration.
Will this shift continue and accelerate? Or will the pandemic turn out to
reignite international cooperation and see the rise of new partnerships
and (reinvigorated) institutions?

Increasing
international

fragility

Already a trend before the pandemic, now many of the key aspects of
our lives have moved to the virtual world almost overnight; whether it’s
online meetings, shopping, education, food ordering or entertainment.
Experts are predicting that many of these shifts to the virtual world will
become commonplace, particularly when sophisticated multi-tech tools,
such as collaborative files, virtual reality, holograms, affective (emotion
sensing) computing and personalised adaptive learning, will develop
further into mature usage. Will this trend now reach a tipping point with
online life, work and play becoming the new norm? Or will this
experience renew our appreciation for, physical experiences sending us
rushing back to conferences, shopping, restaurants, sports, etc. once the
restrictions are lifted.

The rise of virtual
life, work and

play
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Ten years ago, the top 10 largest listed companies in the world
represented a mix of energy, resources, banking technology and retail.
Today, the first 7 companies on that list are technology players. As market
share and profits continue to shift towards idea-intensive sectors that
revolve around R&D, brands, software, big data, algorithms and ‘network
effects’, many of these sectors have developed a winner-take all dynamic;
leaving a wide gap between the most profitable companies and the rest.
The current pandemic is seeing an even stronger shift towards the services
that these technology firms offer, allowing them to move into new markets
and sectors, while further consolidating their existing hold. Will Big Tech
continue its rise and dominance, or will public and political pressure see
their dominance curtailed?

The 'winner-
take-all'

economy

Increasingly, organisations are realising the strategic imperative of
organisational resilience. Research has demonstrated that resilient
organisations can gain a competitive edge. Today’s pandemic exposes
material vulnerabilities in less resilient organisational/business models,
leading stakeholders (i.e. citizens, customers, investors and governments)
to question the viability of those organisations. As the pandemic and its fall
out evolves, will this trend accelerate and lead to evermore demand for
resiliency-focussed organisations and economies? Or will competitive
dynamics result in stakeholders that are (still) largely focussed on efficiency
and cost optimisation?

The increasing
importance of
organisational

resilience
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Key uncertainties and scenarios
To develop a good set of scenarios for your organisation it is key to combine the two most
impactful uncertainties that shape your future operating environment. Doing so will allow
you to build a framework with four scenarios that explore a range of futures that is
divergent, challenging, relevant and plausible.

Every organisation,
sector or industry
has its own key
uncertainties.

The next page shows an example of two
possible key uncertainties[…] The resulting
framework raises fundamental questions for
your organisation.

Scenarios are extreme versions of the future. They are
intended to be. The value of scenarios is to illuminate all
the corners of the future ‘playing field’, so you can
create structure in uncertainty and rehearse and
prepare for whatever may come. As such, scenario
planning enables organisations to navigate future
challenges with a speed and direction that provides
profound competitive advantage and the ability to
survive where others don't.

Every organisation, sector or industry has its own key uncertainties. The next page shows an
example of two possible key uncertainties that arise when we consider the future of
business models and organisational capabilities in the new reality. The resulting framework
raises fundamental questions for your organisation.
 
Ultimately, a good framework allows you to create scenarios that can be used either to
review and test current strategies, or to formulate new and robust strategic plans, policies or
business models.

NAVIGATING TOMORROW



Scenario 4

Resiliency -focussed
economies

Local / regional 
integration

Efficiency-focussed
economies

Global 
integration

SCENARIO 1

SCENARIO 3 SCENARIO 4

SCENARIO 2
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Four possible scenarios for the future of business models and organisational capabilities

Possible key uncertainties:
The rise of near and reshoring
The increasing importance of
organisational resilience

1.
2.

EXAMPLE

NAVIGATING TOMORROW



8 |     

New and existing regional trading blocs dominate as protectionism on a

local and regional level takes hold

International corporations increasingly forced to form independent

subsidiaries based on local and regional requirements

Across shrunken economies, budget cuts instead of reform see less

redistributive policies leading to increased polarisation and social tensions

Companies’ ability to collaborate among selected government supported

‘national champions’ key to success

Data-driven personalised services are on the rise, however the ‘digital

divide’ between regions increases with each region having their ‘own’

dominant technology players and ecosystems

In this scenario, companies need to specialise – or be dominant –
in scale on a regional and/or national level

SCENARIO 1

Resiliency -focussed
economies

Local / regional 
integration

Efficiency-focussed
economies

Global 
integration

SCENARIO 1

SCENARIO 3 SCENARIO 4

SCENARIO 2
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Countries move to near-full economic independence (‘autarky’)

International corporations increasingly forced to form independent

subsidiaries based on local requirements

'New Deal 2.0’ sees moves towards basic universal income to protect

employees in the ‘gig’ and ‘virtual’ workforce

Local companies form alliances to lobby their selection by

governments as ‘national champions’ that deserve favourable

government policy

Strong demand for elastic (flexible) in-market production creates

boom in smart flexible manufacturing systems, including 3D printing

In this scenario, companies will need to focus on networks or local
vertical integration since global supply chains no longer

meaningfully exist

SCENARIO 2

Resiliency -focussed
economies

Local / regional 
integration

Efficiency-focussed
economies

Global 
integration

SCENARIO 1

SCENARIO 3 SCENARIO 4

SCENARIO 2
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Hyper-competitive, globalised economic environment

Populism on the retreat as science and research, driven by big data,

have proven indispensable

Governments are unable to match the speed and progress of

innovation leading to increasing socioeconomic gaps between ‘winners’

and ‘losers’

Access and use of big data key to competitive advantage sees ‘Big

Tech’ thrive and increasingly shape politics (e.g. favourable taxation and

regulation) as jurisdictions compete to attract these organisations

New competition in traditional industries as technology players move in

In this scenario, companies either need to be ‘winner-take-all’ or
hyper specialised for the winner-take-all players

SCENARIO 3

Resiliency -focussed
economies

Local / regional 
integration

Efficiency-focussed
economies

Global 
integration

SCENARIO 1

SCENARIO 3 SCENARIO 4

SCENARIO 2
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Global institutions, such as the World Trade Organisation and World

Bank, regain central roles in globalised economy

Increased global collaboration to solve the ‘grand challenges’

Governments demand Corporate Social Responsibility (CSR) and

resilience from companies in exchange for (prolonged) financial support

or bail-outs, while consumers and investors incorporate CSR and

resiliency factors in their purchasing and investment decisions 

Strong growth in capability building for real-time insight into supply

chains, combined with the capability to redirect supply to back-up

sources

Widespread desire for resilience sees citizens buy into the need for

tracking and response apps from governments

In this scenario, companies need to specialise in activities that
contribute to global resilience building, while also being locally sound

SCENARIO 4

Resiliency -focussed
economies

Local / regional 
integration

Efficiency-focussed
economies

Global 
integration

SCENARIO 1

SCENARIO 3 SCENARIO 4

SCENARIO 2
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I t  is  not the strongest of  the species
that survives,  nor the most intel l igent,
but the one most responsive to change.
 

-  Char les Darwin,  1809

Throughout history, global crises such as wars, revolutions and pandemics have
accelerated (or reversed) trends and developments that normally take years or
decades to play out to ‘suddenly’ unfold (or shift direction) in a matter of months or
even weeks. The coronavirus pandemic has put us firmly in the midst of a period of
accelerated change, likely heralding in significantly different ways in how we will live,
work and do business. No one knows what the future will hold.
 
Nevertheless, as a leader you must act. By starting your own conversation using
scenarios to explore the range of plausible future operating environments for your
organisation, you can prepare and adapt to successfully navigate the future, no
matter how it plays out. 
 
The time for strategy is now.
 

Prepare now
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