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Although the future has always been insecure and challenging, 
it seems as if the number and speed of changes has increased 
massively in recent years. Societies and companies are con-
fronted with multidimensional transformations: technological, 
geo-political, cultural as well as social ecosystems are changing 
rapidly, compelling enterprises to adjust their strategies. Periods  
of fundamental transformations or structural interruptions are 
not completely new. They are often characterized by tremen-
dous uncertainty. To adopt strategies in such a quickly changing 
environment, companies cannot solely rely on traditional pro-
cesses. One instrument that enables one to deal with complex 
multidimensional changes is scenario technique or scenario-
based strategizing. 

But what are scenarios? The term ‘scenario’ is often used to  
refer to “business scenarios”: different pictures of what a busi-
ness or the whole company itself could be like in the future.  
The best and worst case calculations in typical business models 
are examples of this scenario type. This kind of scenario is based  
on the assumption that the right decisions have been made in 
reaction to the future environment and that only a small cor-
ridor of uncertainty remains. Scenario-based strategizing starts 
with a different understanding of the concept of scenarios:  
pictures of an (external) future world that is beyond the organi-
zation’s control. These scenarios are maps of the future – not 
unlike street maps – in which decisions have to be made. 
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The success of scenario-based strategizing depends on the 
participation of experts and employees, on fast and open com-
munication and on the courage of all of the parties involved to 
identify the developments that might be the first indicators of 
an important change. 
 

Dr.-Ing.  Markus Willert,          
Corporate Strategy, Robert BOSCH GmbH

Scenarios of this kind do not try to predict the future, but they 
do describe different pictures of the future. These pictures help 
to categorize and evaluate developments as soon as any first  
indicators or early warning signs can be detected. Usually, we 
only notice what fits our perceptual categories. When we see 
only a small part of a familiar item or movement, we can easily 
infer the larger pattern or structure. For instance, when we see 
a certain characteristic swiping gesture, we immediately know 
that someone is using a tablet or smartphone. Ten years ago, 
when we were not yet familiar with smartphones, we might 
not have even noticed this movement – and missed getting a 
glimpse of one of the first prototypes. Future scenarios provide 
perceptual frameworks that enable us to perceive important 
developments which we need to react to. They also help us to 
prepare our reactions well in advance.

The environment is changing perpetually and scenarios must 
be updated continuously in order to retain their power. Know-
ledge of customers, technologies, competitors, countries and 
politics – you name it – has to be included. Therefore, building  
a strong network of scenario specialists and scouts should be 
the nucleus within an organization. Social network techno -
logy can help to bring knowledge together and make scena -
rios available to all of an organization’s decision-makers. 
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Decision-making in  
turbulent times

Scenario  
development – an  
approved technique  
for thinking about  
the future
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Studies in futurology invariably emphasize the interconnect-
edness and complexity of the modern world, as well as the 
ever increasing pace of change. Companies and organizations 
looking to manage future risks, exploit opportunities and/or 
develop policy programs find it essential to invest in analyses 
that will improve their decision-making under conditions of 
extreme uncertainty. 
 
Effective strategy development for turbulent times is an art  
in itself and represents a challenge for today’s management. 
In a globalized world, a shift in focus from a local to a more 
inclusive strategic approach has become crucial. Share holders 
are increasingly skeptical of a leader or policy maker’s “gut 
feeling.” 
 
Scenario development has become the technique taught by 
renowned business and public management schools for talk-
ing and thinking about the future. There is now a wide range 
of tools for supporting the scenario development process. 
The scope of experts involved in the process can range from 
a small core team to a town hall audience. 
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Scenario Develop- 
ment today

Scenarios  
and Strategies

An innovative  
approach 

11

Shell has been developing scenarios for 40 years, prompting 
other companies to develop similar approaches.  
Some companies integrated scenario development into 
their strategy departments; others created departments for 
“Corporate Foresight”. The purposes which scenarios serve 
and the methodologies used to create them vary quite sig-
nificantly. Without boring you with details, we’d like to share 
some of our insights with you. 

Scenarios are interesting in themselves, but they are most 
powerful if they are used to evaluate the prospects of success 
of strategies. Can a strategy be implemented in a broad range 
of future conditions? Does it quite certainly fail in certain en-
vironments? Parmenides EIDOS supports both scenario and 
strategy-development with a single methodology. Strategies  
can easily be evaluated according to company goals and sce-
nario robustness with the Parmenides Matrix.

Developing scenarios and strategies with Parmenides EIDOS is 
not only convenient in the short run, but has various long-term 
benefits. Scenarios are:
 

 reusable
 adaptable
 expandable
 applicable for future monitoring 

All at the same time. 

10

The purpose of this brochure is twofold: 

 First, it provides an overview of state-of-the-art scenario 
development and scenario-based strategizing. It reports 
lessons learned from previous scenario processes. On this 
basis, it derives key success factors for scenario processes. 

 Second, it presents a recommendation for the efficient  
organizational implementation of scenario-based strate-
gizing. Good scenario-thinking needs input from every 
part of the organization and it must be closely connected  
to the processes of strategic decision or policy-making. 
Therefore it does not make much sense to establish an iso-
lated foresight think tank. We rather suggest establishing 
a network of trained scenario specialists and information 
scouts, who dedicate part of their time to scenario work. 
They communicate directly and continuously via social 
network technology and build project teams as needed.  
A central “scenario office” coordinates all activities, aggre-
gates results, communicates internally and externally and 
trains the network’s members. 

Overview
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Scenarios used for innovation management identify future 
trends and analyze their impact on the organization. The 
identification of opportunities and threats helps to shape and 
readjust both technology and product and to devise new 
services.

Van der Duin, Patrick (2006), The use of scenarios in innovation processes -  
Two case studies:
http://forera.jrc.ec.europa.eu/documents/papers/paper_Van%20der%20Duin_
FTA%20in%20Business%20Context.pdf

INFU - Innovation Futures - Project Report (2009-2011)
http://www.innovation-futures.org/?q=node/355

Scenarios can support the communication with third par-
ties (politicians, stakeholders, competitors etc.) and gain their 
support for bringing about certain pictures of the future. This 
may be valuable as long as the process is not manipulative 
and is not used for corporate interests only.
Shell Energy Scenarios to 2050  
http://www.shell.com/energy-and-innovation/the-energy-future/shell-scenarios.
html

An overview of existing scenario publications is provided by 
the center for strategy and scenario planning:  
http://www.scenarioplanning.eu/scenario-library/

Communicating the main reason for developing a scenario 
helps participants and third parties to understand the  
expected value of scenarios well in advance.

Foster innovation

Support external  
communication

Further material

Scenarios support management  
in various respects
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Why Scenarios?

Scenario development as a management technique can  
be used for many different purposes. 

Scenarios can contribute to a reduction of uncertainty 
(e.g. through identification of potential disruptions) and  
generate insights into changes in the environment.

Corporate Foresight, i.e. the development of scenarios for 
strategic management, has been shown to generate value 
through an enhanced capacity to perceive and respond  
to change. 

Reduce  
uncertainty

Create value

Example:  
Sustainable consumption facts & trends: From a business perspective: 
http://www.wbcsd.org/pages/edocument/edocumentdetails.aspx?id=142

Rohrbeck, R. and J. O. Schwarz (2013): The Value Contribution of Strategic  
Foresight: Insights From an Empirical Study on Large European Companies: 
http://papers.ssrn.com/sol3/papers.cfm?abstract_id=2194787
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 A review of the most consistent scenarios with the highest 
probability helps us to get beyond the ‘gut feeling’ which 
planners were often forced to rely on in the past and al-
lows us to compare past assumptions with real develop-
ments. This sharpens the organization’s ability to define 
scenario dimensions, alternatives and indicators for future 
use. 

 Participants in a scenario development process come to 
understand the driving forces and challenges that impact 
on their businesses or policy areas, making better strate-
gies and decisions possible.

Long-term
perspective

On an individual level

1414

We assume that the cost and effort of generating scenarios  
for business and policy environments can only be justified if 
there is a strong connection between scenario development 
and strategic/policy planning.

Scenario development is of great value for several reasons: 

 It can be useful to challenge an existing strategy by iden-
tifying underlying assumptions about the future. 

 It can help to evaluate the robustness of current strategies 
and to identify the critical areas that require change. It can 
also be used to set up an early warning system by identi-
fying a set of indicators that can be monitored over time.

 Indicators can help in recognizing signs of change  
(e.g. new regulations). The possible impact of changes can 
be assessed and the necessary course of action identified 
and discussed well in advance.

Short, mid and long-term value of  
scenarios for strategic management

Why Scenarios?

Short-term  
perspective

Mid-term  
perspective 
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0–3.5 3.6–5.4 5.5–7.4 7.5–9.9 10+

2%

7%

12%

21%

28%

Longer time frames  
for strategic planning  
generate higher returns  
for shareholders

A.T. Kearney

A.T. Kearney claims to have identified a strong correlation 
between long term strategic planning and the generation 
of higher total shareholder returns.

Average annual 10-year TSR (%)

Planning horizon (years)

Note: TSR is total shareholder returns; companies were selected based on avail-
ability of 10-year TSR, from 1 January to 31 December 2010

Source: A.T. Kearney analysis
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‘The objective of good scenarios is not to make better  
predictions, but better decisions.’

Peter Schwartz,  
Chairman of the Global Business Network –  
in Sean Cleary and Thierry Malleret, Global Risks, p.61

‘Scenarios will help to compensate for the usual errors in  
decision-making: overconfidence and tunnel vision.’

Paul J.H. Shoemaker,  
Scenario Planning, A Tool for Strategic  
Thinking, Winter. 1995

‘Scenarios deal with two worlds; the world of facts and the 
world of perceptions.
They search for facts whereby they also aim at finding the  
perceptions inside the heads of decision-makers.
Their purpose is to gather and transform information of stra-
tegic significance into fresh perceptions. This transformation 
process is not trivial – more often than not: it doesn’t happen.
When it does work, it is a creative experience that generates  
a heartfelt ‘Aha’ … and leads to strategic insights beyond  
the mind’s reach.’
 
Pierre Wack, Oil Executive – Royal Dutch Shell

Value & testimonials

There are many reasons why scenario development is  
recommended. The experts quoted above give some of 
them. 
 

Why Scenarios?
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and how to avoid them as early as possible. Scenario-based 
strategizing provides a remedy for this: 

 it helps to develop strategies which provide robust solu-
tions in different future environments 

 it enables decision-makers to adapt strategies to a chang-
ing environment as soon as any early warning signs appear

Scenario-based strategizing makes companies fast and puts 
them in the driver’s seat. It is essential to react quickly to big 
new opportunities and megatrends (such as the rise of the 
telephone). But it also adds value in much more usual busi-
ness situations, which can also be highly critical. 
Here are some examples of events that can be modeled in 
scenarios and anticipated by early warning signs:  

 A competitor develops a new proprietary technology 
which outperforms the current solutions 

 The market for a new technology, e.g. electric vehicles, 
develops better or worse than expected due to regulatory 
measures

 The political situation in a country that has long been a 
candidate for a new production sites improves and be-
comes stable

 Two competitors merge and gain market power
 A planned merger fails due to antitrust laws

It is helpful if a team develops scenarios for a single project  
in a workshop. But scenario-based strategizing becomes 
more efficient when it can rely on a stable organizational set-
up and a network of specialists and information scouts. 

In 1876 Alexander Graham Bell offered the telephone, which 
he had just invented, to Western Union for $100,000. William 
Orton, Western Union’s CEO, declined the offer: too expensive 
for a technological gimmick that no one really needed. Given 
the picture of the future he had in mind, this may haven been 
the right decision. But only two years later it turned out that 
the telephone was likely to be one of the key technologies of 
the future. Orton is reported to have told his colleagues that 
if he could get the patent for $25 million he’d consider it a 
bargain1.

Orton had no way of definitely knowing sure that the patent 
was a once in a lifetime opportunity. But scenario thinking 
about future communication technologies might have led 
him to make a more careful decision and help him manage 
risks better.  

Every organization that makes plans has some picture of its 
future environment such as forecasts or trend reports. Fo-
cusing on a single picture is risky because focusing on one 
facet always implies screening out others. A strategy may add 
value in the preferred scenario, but it may fail completely in 
another. If an unexpected scenario materializes, an organiza-
tion that only takes the most likely future into consideration 
will realize this late and be unprepared. Classic reactive risk 
management (probability/impact analysis) is important, but it 
fails to show how to navigate around the risks systematically 

Benefits of scenario-based 
strategizing

18
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1Fenster, Julie M. (2006): Inventing the Telephone – And Triggering All-Out Patent 
War, in: http://www.americanheritage.com
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The quality of the scenario space increases immensely if it 
incorporates first-hand knowledge from scenario scouts lo-
cated all over the world. And it is much more valuable if these 
scouts report their findings as soon as some of the scenario 
elements are about to materialize and if a particular scenario 
is becoming more and more probable. 

Good knowledge management is equally important. Scenario- 
based strategizing reaches a new level of impact when scenario 
workshops can draw on a database of scenarios and integrate 
a specific business scenario into global, regional and techno-
logical scenarios. Usually, most of the knowledge required by 
scenario-based strategizing is already available in the compa-
ny. But it is scattered throughout the entire organization and 
often people who have one puzzle piece do not know that 
this is an important part of the larger picture. 

Scenario-modeling and detection of early warning signs are 
always interesting. But they become extremely useful, when 
they are well-integrated with strategic planning and strategy 
implementation. Parmenides EIDOS helps users to link scenario 
and strategy development rather effortlessly and within a  
single methodological framework.

Benefits of scenario-based 
strategizing

20
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The choice of a methodology for  
scenario-development

 based on a series of two by two  
matrices, seeking to clarify key variables and 
define two determinant axes, thus yielding 
four scenarios. 

 appropriate for scenarios dependent on 
identifiable turning points, e.g. on legislation, 
on time frames of up to five years.  

 able to take several categories of future de-
velopments into account. Based on pairwise 
consistency ratings, highly coherent sets of 
scenario elements are chosen. This avoids 
premature reduction and permits scenarios 
to be integrated seamlessly into the strategic  
planning process. This builds both resilience 
and strategic flexibility in changing environ-
ments. 

Two Axis Method

Branch Analysis  
Method

Morphological Box 
Method

Scenario methodology

We have tried all of these methodologies and find the most  
effective to be the Morpohological Box Method.

2222

Scenario planning is taught at leading business schools and used to develop  
business strategies. Unfortunately it is often poorly integrated with core strategic 
tasks, perhaps because practitioners too often use inconsistent methodologies.  

METHOD
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Since companies treat their strategies as valuable intellectual 
property, we cannot provide real examples that illustrate the 
use of scenarios in corporate strategic planning. So, in this 
publication, we use a simple example of an investor planning 
to establish a hotel in ‘Future Valley’. The example shows the 
value of scenarios in exploring alternative futures, identifying 
important questions and developing robust strategies.

In the premium hotel industry, differentiation is the key for 
sustainable success. In order to earn attractive margins, a hotel 
must offer a unique and memorable package of services, 
room  design, leisure or sports facilities, culinary options and 
thoughtful little amenities. Whether a specific hotel concept 
is feasible and potentially profitable depends on a variety  
of external factors, such as infrastructure, environment or 
climate – all of which may change over time. The hotel type, 
the design and the service concept must be adapted to the 
environment. Scenarios that describe the future character of 
the Valley give information about the chances of success of 
different hotel concepts. 

Please also visit our website at www.parmenides-eidos.com, 
where you will find an animated version of Future Valley.  
A short video on the Future Valley example is also available. 

Investment in  
Future Valley

Understanding 
prospects of success 
with scenarios

Scenarios for Future Valley

Scenario methodology

24

Do you see green grass or snow? Do you see trees or water?
Have you been there before?
Does it look like the valley in the James Bond movie  
‘Skyfall,’ set in the Scottish Highlands?

Thinking about the future is challenging. We need to paint a picture of a future world 
and try to describe what we have in mind to a third party. The lines above should  
generate a picture of ‘Future Valley’. What is in your mind’s eye as you look at these 
lines?

Try to describe  
how you would com-
plete the picture 
above in your head: 
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Scenarios are consistent pictures  
of possible and plausible futures

Scenarios are internally consistent pictures of  
a future based on assumptions and other factors.
With a little imagination, it’s possible to gain a sense  
of what the future might look like. 

Scenario 1 – 
Storage Lake

Scenario 2 – 
Urbanization

Scenario 3 –  
Climate Change

2626

Scenario methodology

Future Valley today

Compare this picture with the lines you saw on page 24.  
Did you have a similar image in mind? Could this scene be imagined from the  
description?
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Strategy “Golf Resort“ 
(dependent on some specific scenarios)

The feasibility of the Golf Resort strategy 
primarily depends on whether or not a golf 
course can be built there. The prospects  
of success are medium. Once regulatory  
permission has been obtained, however, golf  
courses can be built in a wide range of  
scenarios …

… even if the climate changes significantly. 
Then watering a golf course may consume 
enormous amounts of resources, but it is  
still feasible and could still be profitable if a 
largely price-insensitive clientele is targeted. 

Although the Golf Resort strategy is more 
robust than the Divers’ Paradise strategy, it 
would quite certainly fail in some scenarios. 
An urban golf course does not make much 
sense. Monitoring early warning signs for 
these scenarios is essential for the investor’s 
risk management.

Scenario-based strategizing
> Principles

Strategy “Divers’ Paradise”
(dependent on a single scenario)

If the Valley is flooded for the construction  
of an artificial storage lake, opening a 
beachside resort (“Divers’ Paradise“) is a 
very appropriate strategic reaction. If the 
investor hears of the plans early enough 
and starts building right away, the inves-
tor could be the first one to offer tourists 
a consistent and unique experience in  
the area. 

However, this strategy is only feasible  
under very specific conditions. If any of 
the other scenarios materializes, this  
strategy will most certainly fail. If it is 
uncertain how things will develop, the 
prospects of this strategy’s success are 
very low. Today, a lot of the developments 
of the future are highly uncertain. This is 
why robustness and flexibility are two of 
the virtues of strategies. 

The investor could make the Divers’  
Paradise strategy flexible by expanding  
it to include the option of converting it 
into another type of sports resort.

36
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The Parmenides Matrix

The Parmenides Matrix summarizes the central results of the 
evaluation of the strategies against the backdrop of a range 
of scenarios. It brings them together with an evaluation of the 
strategies’ goal fulfillment and thus is the basis for a well- 
informed entrepreneurial decision. 

Elements of  
the Parmenides 
Matrix

Strategy: 
Divers’ Paradise

Strategy: 
Golf Resort

Strategy: 
Asia Spa

Scenario-based strategizing
> Principles

Strategy „Asian Spa“
(feasible in a wide range of scenarios)

The Asian Spa concept works well in  
several scenarios. It is generally robust. 
Details, however, must be adapted  
flexibly to fit the different scenarios. An 
urban rooftop spa is not a natural place 
for an Ayurveda course and vice versa, a 
pool bar that serves drinks late at night 
does not fit in well with a quiet Ayurveda 
retreat. Therefore, tracking the develop-
ment of scenarios is important even in 
this case. 
Note that so far, the economic attractive-
ness of the different strategies and the 
suitability to the investor’s general goals 
have not yet been evaluated. The Asian 
Spa strategy may be robust, but perhaps 
this hotel sector is extremely competitive 
and only yields low profit margins. 
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Climate Change: Dunes Hotel and Spa

Status Quo: Harmony Garden Spa

Storage Lake: Lakeside Thai Spa and Resort

Urbanization: Five Elements Rooftop Spa
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Robustness profiles indicate the scenarios where a strat-
egy has a good chance of being successfully applied. They 
support both deciding on an initial strategy and adapting 
this strategy continuously. They are also a good guide to 
identifying a relevant set of early warning signs. 

A Parmenides Matrix with robustness profiles.

Robustness profile: Divers‘ Paradise

Robustness profile: Golf Resort

Robustness profile: Asian Spa

40

Continuous strategizing

40

Some promising strategies may strongly depend on certain 
developments. In our example, a golf resort can only be  
successful if a golf course is built in Future Valley. But even 
strategies with good prospects of success in a wide range  
of scenarios may fail in certain cases. Thus, after a strategy 
has been chosen, those scenarios in which the success of  
the strategy is at risk should be identified. 

Continuous scenario-based strategizing is not only con-
cerned with risks, but also aims at spotting opportunities. 
Some scenarios may enable very specific and highly profita-
ble strategies. Often, it is important to adopt these strategies 
early. Even if the management decides not to adopt a certain 
strategy (or strategy variant) due to its unlikely chances of 
success in most scenarios, it makes sense to keep the excep-
tional circumstances where this strategy could be beneficial 
in mind. The company is then prepared to implement this 
strategy quickly should these conditions begin to materialize. 

It is hard to spot early warning signs if you don’t know what 
exactly it is you’re looking for. Once the scenarios and corre-
lated indicators are available, critical developments as well  
as exceptional opportunities can be detected and identi-
fied early. We suggest a process that integrates a network of 
scenario scouts located in various locations both inside and 
outside the organization. 

Identify critical  
scenarios

Identify  
opportunities

Track early  
warning signs

Scenario-based strategizing
> Principles
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Scenario-based strategizing is an integrated part of a strategic 
model that is supported by tool-based reasoning.
 
The results of a scenario-based strategy development pro-
cess need to be integrated into an overall reasoning process 
that includes the proper definition of goals and priorities, the 
continuous evaluation of different courses of action, as well as 
the effective monitoring and management of risks. 

In making decisions, we come to better understand and 
learn from decisions made in the past. The strategizing 
model that we use is aimed at increasing the transparency 
of decision-making without impeding creativity and  
innovation.

Embedded in a  
comprehensive  
and transparent  
strategizing 
process

4242

Scenario-based strategizing

The aims of scenario-based strategizing are …

 to establish a shared language for talking about the future
 to create a common understanding of the organization´s 

assumptions about the future
 to better understand which changes in the environment 

would force the organization to reconsider its strategy
 to develop and continuously update a portfolio of alter-

native strategies that can be applied in the case where  
conditions change

 to provide the organization with indicators for the early  
detection of risky developments or exceptional opportu-
nities

It’s never possible to predict the future and thus there are always risks involved in 
decision-making. 

Organizations 
should be committed 
to investing time and 
resources in devel-
oping scenarios and 
connecting these 
scenarios to effective 
strategies. 

Scenario-based strategizing
> Principles
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Scenario-based  
strategizing scheme

Continuous strategizing

Strategy 
development

Knowledge 
base

Initial phase
Workshops
Interviews
Business modelling
Research

...

Goals Goals Goals Goals

Scenario 
develop-

ment

Scenario 
moni-
toring

Scenario 
moni-
toring

Scenario 
moni-
toring

Updated
roadmap

Updated
roadmap

Updated
roadmap

Initial
roadmap

Scenario-based strategizing
> Process

Usually, scenario-based strategizing starts with a series of 
workshops. A core team develops scenarios, strategic options 
and goals in cooperation with selected experts. In some 
cases, one or two of these elements may already be defined. 
These workshops provide the material for a first strategic  
decision. Based on this decision, the team may produce a 
roadmap for the implementation of the chosen strategy.  
This roadmap will include further decision points. It will also 
include a scenario monitoring scheme, which defines when 
indicators for the materialization of certain scenarios should 
be checked, when scenario spaces must be updated and 
which developments would be reasons to reevaluate the stra-
tegic direction. Even if the management first decides not to 
pursue a certain course of action due to adverse conditions,  
it makes a lot of sense to monitor development and check if  
a scenario that makes the course of action attractive starts  
to materialize later on.

44
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Successful scenario-based strategizing relies on open in-
formation channels. By definition, weak signals are not easy 
to pick up and often only specialists or people who have 
first-hand information from customers, R&D labs or political 
decision makers can detect them. A good process integrates 
these people systematically in high profile workshops. But it 
also relies on the continuous and immediate input through 
informal communication, e.g. in a social network. 

Scenario-based strategizing crucially depends on knowledge 
management. A large knowledge base of existing scenarios 
makes the development of good new scenarios much easier. 
Regional scenarios can be embedded in existing global sce-
narios. One regional scenario can be a good model for anoth-
er regional scenario. This also applies to scenario monitoring. 
If there are indicators that a certain global scenario is about to 
materialize, this is valuable information for the regional sce-
narios linked to it. 

Scenario-based strategizing
> Process 

In the initial phase, the team usually also defines the bridge 
between qualitative scenario and development, strategy  
development and quantitative business modeling. They must 
determine which premises of the business model depend on 
which combination of scenario elements and should provide 
initial premise sets for different scenario/strategy combina-
tions. 

The full potential of scenario-based strategizing unfolds in  
the mid to long term. After an initial strategic decision has 
been made, scenarios provide an ideal framework for tracking 
important features of the environment, noticing early warning 
signs and recognizing new trends and business opportunities. 
Scenarios make it easy to monitor the fitness of strategies con-
tinuously and to adapt the current strategic roadmap as early 
as possible. 

In this process, both the strategy and the option space may 
change over time and these changes may influence each other.  
A change in the technological options may make new sce-
nario aspects relevant. If a company develops the ability to 
provide materials for wind energy plants, renewable energy 
scenarios become relevant. If, on the other hand, all of the  
strategic options that have been developed in a first work-
shop turn out to have very low prospects of success in most  
of the scenarios, this would be a reason to develop a new set 
of options. 
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about a trend (e.g. the expansion of capacity by all competi-
tors), but also to seek the root factors – the driving forces – 
that are causing change (e.g. market growth, differential raw 
material costs, emergence of new technologies).  It is these 
driving forces, and their interplay, that will determine the fu-
ture course of events.
 
The aim here is to tease out relevant, plausible and chal-
lenging scenarios.  After all, the goal of this exercise is not to 
predict the future – as there is not just one future possible.  
Rather we hope to broaden our minds with this exercise, en-
compassing the range of ways in which the factors affecting 
our business environment could evolve.  Moreover, we must 
be able to believe in each of those futures as plausible if we 
are to take them seriously. Finally, the scenarios must be chal-
lenging, making us wonder how our current plans would fit  
in such different worlds as depicted in the scenarios. 
 
This step will focus on looking at the implications of the sce-
narios on the product and the decisions the business unit has 
to make.  If these scenarios were to materialize, what would it 
mean?  Which decisions and investments would be wise in all 
environments?  Which ones could start leading us down the 
wrong path?  Do any decisions need to be monitored over 
time or do any need to be made today? These are all ques-
tions that need to be asked when designing a robust strategy.

IV. Identify the  
       scenarios

V.  Identify the  
      strategies

  Identify the
driving forces

Identify 
the scenarios

Identify 
the strategies

Scenario-based strategizing
> Zoom in

The initial phase
The initial phase is composed of 5 main steps

It is important that participants understand what the aim of 
the process is and what information already exists. The first 
step thus ensures that participants:

 understand the Parmenides EIDOS methodology for  
scenario building

 comprehend the objectives of the process
 provide their own comprehension of the main issues in  

interviews
 

Scenarios must enlighten us on how issues of relevance to 
the topic will evolve.  It is therefore crucial to establish a  
common focus and already have the decisions which are to 
be influenced by the scenarios in mind. The input already 
provided in the interviews serves as a springboard for  
discussion.  One issue that seems likely to arise is the  
different timeframes that may be of importance.
 
In our media-dominated world, we face the challenge of  
separating really important developments from issues of  
tangential significance.  In this case, it is important to dig 
deeper, knowing that just as with an iceberg, a lot of it lies 
hidden beneath the surface.
In building scenarios, our job is not just to read the headlines 
(e.g. a competitor announces new capacity in China), nor just 
to note that a series of events leading us to hypothesize  
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I. Situate 
    the process

II. Establish  
      a focus

III. Identify the  
       driving forces

Situate
the process

Establish
a focus
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This is a challenging task that calls for the introduction  
of a process, standardization and additional expertise. 
However, this seems to be a pragmatical way of monitor-
ing scenarios without an unreasonable amount of effort. 

2015

2020 2030

50

Monitoring of scenario elements

50

Scenario-based strategizing
> Zoom in

It goes without saying that we cannot predict the future, but  
it is possible to observe developments and trends well in  
advance and thus use the scenario space to set certain obser-
vations into context. By using the morphological box, we are 
then able to analyze consistent combinations of scenario  
elements to go along with observed changes, and thereafter 
to exclude other combinations.

Parmenides has developed an innovative and practical  
approach to monitoring. One or more quantitative and quali-
tative indicators are assigned to each scenario element.  
The observations are reflected as traffic lights in a Visual 
Scoremap (see pictures on the left). 

Changes may lead to an evaluation that a former situation 
(e.g. the quiet and rural ‘Future Valley’) is facing a different 
situation under a new scenario (e.g. urban agglomeration). 

Critical areas with major impacts on a business may be  
defined in order to set-up an early warning system. Special 
attention should be given to the identification of signs that 
might indicate that key assumptions need to be changed. 

The effort of building scenarios pays off even more once a system for monitoring  
developments has been established. One prerequisite of the scenario development 
process is an indicator that measures changes in scenario elements over time. 

Selection  
of indicators

Setting up a  
monitoring system

Early warning
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The aim has to be to connect scenarios and strategies and to 
make the management of large amounts of information as 
easy as possible. Parmenides EIDOS ensures the connection  
of scenario and strategy spaces and provides a rich set of 
analysis tools that make it possible to monitor scenarios over 
time. Its results are reusable and can be shared throughout an 
organization.

It’s vital to choose a team of colleagues who will become ex-
perienced in using scenario tools and techniques. This team 
will develop the ability to be precise, to remain on the same 
level of abstraction and to distinguish between issues of ma-
jor and minor significance. This keeps the focus on the main 
strategic questions. The team will know the value of involving 
external experts to challenge their perspectives. Its members 
should also be involved in the strategic planning that follows, 
to ensure the effective transfer of knowledge.

.

Experienced group to 
steer the process and  
set methodological 
standards over time

5454

Success factors 
for scenario-based strategizing

The quality of a scenario depends less on the number and 
more on the kind of people involved in the scenario-building 
process. If the aim is to get people to understand a particular 
scenario in order to gain support for some future develop-
ment, say in politics, it might make sense to include a lot of 
stakeholders. But for scenario-based strategizing, it is more 
important to include those people who can bridge the gap  
between scenario-building and strategy development.

On the one hand, it may be helpful to include people with 
some experience in scenario development. On the other, it’s 
important not to develop scenarios within just one group or  
department, because colleagues often tend to think along 
similar lines. That is why we recommended interviewing ex-
ternal experts and ‘unconventional’ thinkers, in order to to 
embrace widely differing perspectives.

Management literature and research papers offer a variety 
of techniques, methods and tools for scenario development. 
Unfortunately, the application of one tool is often disconnect-
ed from the use of others, which makes it difficult to transfer 
insights from one exercise to another.

After brainstorming techniques such as PESTLE, (or STEEP, or 
PEST) dynamic analysis and various methods of scenario  
development have been applied, the challenge is to handle 
the amount of information and data generated.

Thinkers with 
knowledge and  
expertise

Additional  
perspectives

The right  
method, tools and 
techniques
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Before embarking on a scenario planning exercise, we recom-
mend training a core group in order to generate a common  
understanding of the task ahead and agree on a process. Adap-
tations – if required – should only be made at  the beginning of 
the exercise.  

Scenario workshops should consist of small groups, whose  goals 
should be transparent and clearly communicated in order to  
keep discussion on track without impairing creativity and innova-
tion.  

Avoid declaring some subjects “off limits” up front, even if the 
company doesn’t like them, e.g. “our patent portfolio can’t be 
disrupted by competitors” or “a decline in revenue isn’t possible 
because this would send out the wrong signal.”

It is not difficult to identify driving forces of change since there are 
a lot of them. The challenge is to identify the real driving forces of 
a business and narrow them down without oversimplifying. They 
must be relevant if strategic planning is to be effective.  

We recommend the selection of driving forces whose impact 
may be measured by indicators that can be monitored over time. 
This helps in setting up a monitoring system at the end of the 
scenario development process.

Consultants can assist the process, help with the methodology 
and moderate workshops. But they should never take full  
responsibility for  either scenario or strategy development.

5656

Success factors 
for scenario-based strategizing
> Experiences shared by EIDOS users

Experiences shared by EIDOS users

Scenarios on their own are nice to have and can be as  
exciting to read as science fiction. But they are worthless if 
their particular purpose is not clearly defined. 

Scenario-based strategizing requires top management sup-
port. It should be used as a basis for all strategic planning and 
become the foundation of corporate performance – to the  
benefit of managers, employees and shareholders. 

The integration of colleagues responsible for strategy  
development is highly recommended from an early stage. 
To ensure the effective support of their work, they should be 
consulted on the selection and specific wording of scenario 
dimensions.  

External perspectives and evaluations are of great value  
and should be incorporated into scenarios to ensure proper 
reflection. Different standpoints should be explored during 
workshops.

Scenario development without the assistance of opinions 
from external experts will not produce useful insights. Experts 
do not need to be corporate friendly. And if they can’t attend 
a workshop, interview them.

The quality of scenarios does not depend on the number of 
people participating in the development process. Involving  
a lot of people often encourages consensus seeking – which  
is not beneficial to scenario development. 
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Communicate widely

Gather first-hand 
information

Central 
coordination unit
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The results of scenario-development should be communi-
cated widely, e.g. in the intranet or via a scenario newsletter. 
A knowledge base with all of the current scenarios should be 
openly accessible within the company. 

The value of scenarios depends crucially on the quality of the 
input. There is a huge difference between a scenario that is 
built on information from the newspaper and a scenario that 
is based on the first-hand knowledge of specialists in the field. 
The same is true for the scenario monitoring process: if a de-
velopment appears in the headlines, it is no longer an early 
warning sign. Only people who are well acquainted with the 
area of interest can understand the taxonomy and the jargon 
of the field, identify the relevant information and aggregate 
knowledge without strongly biasing it. The successful organi-
zation of scenario-based strategizing needs to establish direct 
information channels to specialists.

Different companies have implemented scenario develop-
ment and foresight in different organizational structures. 
However, they all have established at least a central coordina-
tion unit that orchestrates the management of existing sce-
nario knowledge, provides organizational support for work-
shops, trains specialists, hires external consultants as needed 
and communicates the results. Companies which produce a 
lot of their foresight and future thinking in-house have dedi-
cated personnel of up to 30 FTE* in a central unit. 

Success factors 
for scenario-based strategizing*
> Industry best practices

The success of scenario-based strategizing depends largely 
on its organizational implementation. The organizational set-
up should support the strong integration of scenario thinking 
in standard strategy processes. A separate scenario think tank 
is problematic; it runs the risk of being regarded as producing 
exotic and practically irrelevant results. 

Scenario-based strategizing requires the buy in of a broad 
range of people. Executives must understand the method 
and apply it in their decision-making, people on the opera-
tional level must be willing to contribute first-hand informa-
tion and to implement the results. Including a lot of these 
stakeholders at some point in the scenario-based strategizing 
process adds value. 

The reputation and support of scenario-based strategizing 
depends on the usability of its products. It should start from 
clear, currently pressing issues and link its result to quantita-
tive business planning.

58

Integrate into 
strategy process

Include decision-
makers and opera-
tional levels

Let concrete issues 
steer the process 
and aim at clear 
end products

*Sources: Rohrbeck, R. (2011): Corporate foresight: towards a maturity model for 
the future orientation of a firm, Springer and Becker, P. (2002): Corporate Foresight 
in Europe: A First Overview, European Commission Working Paper EUR 20291.
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Effective Implementation
> Scale and Structure

Scenario-based strategizing can be scaled very flexibly: 

 Single workshops, in which scenarios are developed and 
current strategies are challenged (strategy quick check)

 Continuous scenario development and use of scenarios  
in the yearly strategic planning process

 Scenario-based strategizing as a standard element in all 
strategic processes 

The more people who participate in scenario based strategiz-
ing processes, the more synergies can be generated While 
some scenario dimensions may be very specific to a topic  
or project, most parts of scenarios can be easily transferred 
between different organizational units. 

Depending on the concentration of the skills in the corporate 
headquarters, different organizational structures are recom-
mended. Possible structures range from a distributed network 
of scenario users that communicate via a social network 
platform to a dedicated scenario think tank in the corporate 
center. 

Scale

Organizational  
structure

Success factors 
for scenario-based strategizing
> Industry best practices

Good scenario-based strategizing relies heavily on strong 
internal and external networks. First, a network of metho 
specialists can bring scenario thinking into all units of the 
company. Second, a large network of scouts can gather the 
first-hand information needed for good scenarios and is es-
sential for scenario monitoring. Social network technology, 
such as Connections, may provide a productive platform for 
this network. 

Members of the scenario-based strategizing organization are 
usually rewarded through non-monetary incentives. They 
have the chance to build a valuable network, acquire a repu-
tation as a key source of information and can trade scenario 
insights with external partners in exchange for other relevant 
business information. These advantages must be communi-
cated explicitly in the starting phase, however. 
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Build internal and 
external networks

Communicate 
incentives
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This workshop could be planned as follows:

 full day and a half workshop
o determine focus and driving forces (half day)
o build scenario space and evaluate consistency matrix  

(1 day)
 half day break to avoid cognitive overload and to give the 

specialist time to get in contact with relevant scouts
 full day of workshop

o fine tune consistency evaluation
o select scenarios
o check consistency with global scenarios
o develop scenario stories and pictures to prepare com-

munication

After the workshop the the scenario specialist will gather the 
results into a brief and basic presentation for all participants, 
and in the intervening limited time (possibly only one week) 
some additional research can be undertaken. The research 
work can be split up between the specialist, the team and the 
scout network.
 
Given the scenarios, what are the alternative options we have 
when answering the key strategic questions we need to ad-
dress? And which options are robust when faced with the 
different scenarios? From this process it is possible to identify 
a robust strategy.

Phase III:  
From Scenarios  
to Strategy

Effective Implementation
> EIDOS ThinkShops 
 Building resilient scenario-based strategies

A sample agenda

The following schedule has been developed for a 2 x 3-day 
time framework:

A certain amount of preparation is needed. Notably:

 research and pre-reading of relevant material by the  
scenario specialist who moderates the workshop

 nailing down the detailed agenda (including identification 
of the workshop participants/names of others to be inter-
viewed) and finalizing the exact points to be covered

 interviewing all relevant staff either face-to-face (ideal)  
or by telephone (if not otherwise possible)

 preparing a summary paper which provides feedback  
on the core issues (in an ano nymous form) raised by  
colleagues (and possibly experts) in the interviews

 encouraging the preparation of research material which 
could help in both the scenario and strategy work that  
follows.

  
Building on the input gathered by the interviews and from 
other material, a selected group of about a dozen individu-
als will participate in the workshops. The main aim of this first 
workshop is to discuss the focus, driving forces and scenarios  
of the project under the expert moderation of the specialist 
using the Parmenides EIDOS software and metho dology.
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Phase I:  
Preparation

Phase II: 
From Focus 
to Scenarios
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Having developed both scenarios of the future and a robust 
strategy to attain success in those futures, it is important to 
continue monitoring to see if certain futures are emerging 
and if the business is on track as anticipated. It is therefore 
recommended to identify early warning signs that are to be 
tracked as well as identify which competitor and other  
actor-related information is needed, and which KPIs are to  
be monitored.  All of this informational output can also be  
visualised using the Parmenides EIDOS tool “Visual Scoremap.”
Once the roadmap is set, adopted and approved at the senior 
level, it is possible to take a small group of individuals  
(perhaps 3-4) for a short workshop of one day to develop  
the necessary elements for the monitoring process. 

The initial workshops provide all of the tools that are needed 
to monitor how well the strategy fits with the emerging fu-
ture environment. Depending on the dynamics and speed of 
change in the environment, scenario-based strategy reviews 
may be scheduled every few months or once a year. The 
scenario expert will invite core team members and selected 
scouts or experts to these workshops. Early warning signs are 
monitored continuously and if a critical sign is detected, an 
additional scenario strategy check is recommended. 

Phase IV: 
From Strategy 
to Monitoring

Phase V: 
Continuous Monitoring 
and Strategizing

Effective Implementation
> EIDOS ThinkShops 
 Building resilient scenario-based strategies

This workshop could be planned as follows:

 full day and a half workshop
o determine strategic goals
o determine internal driving forces/degree of freedom
o build strategy space and fill in consistency matrix
o select strategies for further analysis

 half day break to give specialist and team time to develop 
the rough structure of a quantitative business plan for  
selected strategies (translate qualitative statements like 
“low cost” into quantitative ranges, e.g. a definite price 
range)  

 full day workshop
o check strategies’ prospects of success in different  

scenarios. Build Parmenides Matrix, including robust-
ness profiles. 

o develop outline of quantitative implications in certain 
scenario/strategy combinations

o develop initial roadmap

After the workshop, the specialist will gather the results,  
describing not just the scenarios but also the strategic  
options obtained and why these are deemed to be robust, 
in a presentation. Members of the project team will refine 
the roadmap and the quantitative business plan, potentially 
backed up by further research and interviews. 
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This training enables the participants to use basic scenario 
thinking in their own work and to explain its principles and  
benefits to colleagues. It therefore contributes to the broad  
circulation and visibility of the method in the company. 

This training enables the participants to use EIDOS in the sce-
nario stream of their projects and to facilitate basic scenario 
workshops. In addition, participants get a toolbox that helps 
them to translate qualitative scenario results into quantita-
tive business planning and to set up a scenario monitoring 
scheme. After the initial training period, an experienced trainer 
or facilitator will supervise the prospective scenario specialists 
for their first assignment.  

Senior scenario specialists can not only apply scenario-based 
strategizing methods, but they can also reliably judge the 
quality and relevance of scenario-based decisions and road-
maps. They acquire this ability through continuous practice 
and the exchange with other specialists. In their specialist 
training, they learn how to take their judgment skills on the 
road in challenging workshops, in politically difficult constel-
lations, in the communication with top management and 
in the supervision of junior specialists. At an annual method 
workshop, they scrutinize their current performance in differ-
ent BUs, learn about new methods and adjust company-wide 
standards according to the most recent best practices.  

Basic training 
(2 days + online  
material)

Advanced training: 
(2 days + supervision 
on the job)

Specialist training: 
(3 days of training and 
annual method work-
shop)

Efficient implementation
> Training to build capability

66

Training modules

Specialist training

Advanced training

Basic training

Apart from their existing competences, the active members 
of a scenario organization need to develop different specific 
capabilities. All scenario users should have a good under-
standing of scenario thinking and its advantages. They also 
need a basic understanding of the Parmenides EIDOS tools 
and their social network platform (if available). 

Specialists must be  
able to apply different 
EIDOS tools in their  
project teams and  
should know how to  
link qualitative thinking  
to quantitative busi- 
ness planning. Senior  
specialists need facili-
tation skills for difficult  
workshops, must be  
able to coach junior  
specialists and develop  
the skill to judge the  
quality of scenarios.  
A modular training  
program caters best to  
these diverse needs.

Scenario methodology

Basic EIDOS training

Social network platform training (optional)

Advanced EIDOS Training

Qualitative / Quantitative – 
Link Monitoring

Scenario-based strategizing

Facilitation skills

Judging scenario 
quality

Communication & 
Leadership skills Senior Specialist

Junior Specialist

Scenario users
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Basic EIDOS training, continued (3 hours)

Introduction to Option Evaluation:
o Testing options against goals/criteria
o Testing options against scenarios

 Other tools and features
 o  Monitoring with Visual Scoremap
 o  Transferring content from file to file
 o  Screenshots
 o  Pack & Go and Reports

 Wrap up
 o  How to start working with scenarios – FAQs
 o  Feedback from participants

Day 2

Efficient implementation
> Training to build capability

Sample 2-day training schedule  
for the basic training

Introduction
 Participants and expectations
 Overview

Scenario methodology (2 hours)
 What are scenarios?

o Future Valley example
o Real case studies, best practices

 The morphological box method
 The Parmenides scenario-based strategizing process

Basic EIDOS training (5 hrs)

 Introduction to  
Goal Assessment: 
o Prioritization of goals  

& criteria

 Introduction to  
Situation Analysis: 
o Identifying key strategy factors
o Choice of scenario driving  

forces

 Introduction to  
Option Development:
o Scenarios
o Strategies
o Multi-level scenario/strategy
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Day 1
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Urbanization

Storage Lake

Climate Change

EIDOS cluster view of a scenario space
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