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Today’s Objectives

1. Shift Perspective: Move from reacting to proactively 
preparing for disruption.

2. Introduce Scenario Planning: Learn how to stress-test your 
strategy against multiple futures.

3. Practical Tools: Leave with a simple, repeatable framework 
for your teams.

4. Peer Learning: Share ideas and challenge assumptions with 
fellow leaders.

1. Workshop Objectives

2. What is Scenario Planning

3. Overview & Value

4. The Urgency of Future-Proofing

5. Strategic Planning Pitfalls

6. Critical Uncertainties

7. Scenario Planning Matrix

8. Scenario Planning Framework

9. Making It a Habit

10. Selecting Critical Uncertainties

11. Building Scenarios

12. Strategic Response Planning

13. Synthesizing Learning

14. Strategic Questions

15. Reflections & Open Discussion
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What is Scenario Planning?

• A Process, Not a Prediction: It’s about preparing for plausible 
futures, not guessing the “right” one.

• Beyond Best-Case/Worst-Case: It’s more sophisticated than 
just planning for two extremes. 

• It’s a Team Sport: Builds stronger strategy by combining 
diverse perspectives.
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12. Strategic Response Planning

13. Synthesizing Learning

14. Strategic Questions

15. Reflections & Open Discussion
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Overview of Scenario Planning and Its Value

Scenario planning is a structured method for imagining multiple 
plausible futures and preparing strategic responses. 

Purpose: It helps you anticipate change, test your strategies, and 
build resilience.

Benefits:
• Anticipate Change: Prepare for what's ahead.

• Test Strategies: Confirm if your plans are resilient.

• Enhance Agility: React faster to disruptions, mitigating 
potential losses and protecting revenue streams.

Bottom Line: You’ll be ready to lead through uncertainty.
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Why Future-Proofing Matters Now More Than Ever

In the manufacturing world, disruption is the new constant. 

From supply chain shocks to tech breakthroughs, change is 
accelerating, and linear forecasts can’t handle today’s volatility.

Scenario Planning will help you:

• Protect your EBITDA during periods of volatility by helping you 
anticipate and prepare for financial impacts.

• Make informed capital allocation decisions under 
uncertainty, ensuring investments are strategically sound 
across multiple plausible futures.
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Common Blind Spots in Strategic Planning

• Single-Point of Failure: Betting on one “most likely” scenario 
for your future.

• Tunnel Vision: Focusing only on internal strengths misses 
external threats.

• Overreliance on Past Trends: Assuming the future will always 
mirror the past.

• Weak Signal Blindness: Overlooking early indicators of 
disruption.

By addressing these blind spots, you avoid errors like over-
investing in a single market or being caught off-guard by a 
competitor's move, leading to significant cost avoidance.
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* Deliverable #1 (Page #1-2): The Top 20 factors list collectively account for up 
to 80–90% of operational disruptions and failures in B2B manufacturing.
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The Scenario Planning Matrix

The matrix is built on two key components:

• Axes: Critical Uncertainties (Low and High stability)

• Quadrants: The Scenarios

1. Select the two most critical uncertainties.

2. Create a narrative for each of the four quadrants. 

3. Define scenarios based on high/low stability extremes.

4. Determine the risks and opportunities of each scenario.

5. Once the matrix is filled in, brainstorm goals, root causes, 
countermeasures, implementation plans and ideal follow-ups.

* Deliverable #2 (Page #3-5).
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The Scenario Planning Matrix
Prompt for AI Engines:

"As a strategic advisor, generate a detailed 50-word narrative for a future 
business scenario.

The company is [Company Name], a [Brief Company Description, e.g., "B2B 
manufacturing company specializing in industrial parts"].

This scenario is defined by two critical uncertainties:
1. [Critical Uncertainty 1, e.g., AI-Driven Operational Decisions]

The state of this uncertainty is: [Low or High Stability, e.g., "AI risk is high, 
leading to low stability."]

2. [Critical Uncertainty 2, e.g., Global Political Instability & Trade Policy 
Volatility]

The state of this uncertainty is: [Low or High Stability, e.g., "Trade volatility 
is high, leading to low stability."]

The narrative should describe the business environment, key challenges, and 
emerging opportunities in this specific future. Conclude the narrative by 
summarizing the major risks and opportunities the company faces in this 
scenario."
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The Scenario Planning Matrix
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* Deliverable #2 (Page #3-4).
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Scenario Planning Framework

1. Brainstorm Key Drivers & Uncertainties: External forces that 
could significantly impact your business. 

2. Select Critical Uncertainties: The two most critical and 
unpredictable factors.

3. Build a 2x2 Matrix: Use the two critical uncertainties to 
create four distinct future scenarios.

4. Explore Implications: Explore the implications for your 
strategy, operations, and leadership.

5. Develop Strategic Responses: For each scenario, define the 
specific actions you would take to succeed (enhanced 
operational efficiency and risk mitigation).

6. Repeat and Integrate: Make scenario planning a routine part 
of your regular strategic cycles.
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* Deliverable #3 (Page #7).
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Tips for Integrating Scenario Thinking

• Start Small: Don't try to solve everything at once. 

• Use it in Specific Contexts: Apply scenario thinking to specific 
context like future product launches.

• Create a Monitoring System: Assign team members to track 
any early warning signs identified.

• Make it a Habit: Dedicate a portion of a quarterly or annual 
strategy meeting to "What If" scenarios.
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INTERACTIVE EXERCISE #1
Select Critical Uncertainties

Break Out Into Small Groups
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Interactive Exercise 1: Select Critical Uncertainties

Your Task: In small groups, discuss the top 20 critical uncertainties 
lists that were handed out and select 2 uncertainties that could 
significantly impact your business over the next 5-10 years. 
(15 minutes)

Think broadly: Consider political, economic, social, technological, 
legal, and environmental factors.

Focus on the unpredictable: These are not trends you can control 
but forces you must prepare for.
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BREAK (10 Minutes)
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INTERACTIVE EXERCISE #2
Build Scenarios

Same Groups as Before
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Interactive Exercise 2: Build Scenarios

Your Task: In the same groups, use the 2x2 matrix deliverable to 
describe the four distinct futures that result. (20 minutes)

Give each scenario a unique, memorable name (e.g., "The Fast 
Lane," "The Regulatory Maze").

Storytelling: Briefly describe the world of each scenario.
• What does the world look like?
• How does your business operate?
• What challenges and opportunities arise?
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INTERACTIVE EXERCISE #3
Strategic Implications of Scenarios

Same Groups as Before



FUTURE-PROOFING YOUR 
BUSINESS PLAN

© 2025 THE NEXT STEP, INC. ALL RIGHTS RESERVED

Interactive Exercise 3: Strategic Implications of Scenarios

For Each Scenario, Consider:
• Strategic Positioning: What shifts are needed in your value 

proposition?
• Operational Readiness: What capabilities must be built or 

adapted?
• Leadership Response: What mindset and behaviors will be 

critical?

Discussion:
• Which scenario feels most challenging?
• Which one offers unexpected opportunity?
• What would success look like in each?
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Interactive Exercise 3: Strategic Response Planning

Your Task: In groups, choose just one of the four scenarios you 
created and discuss. (30 minutes)

• Identify Risks and Opportunities: Primary threats and 
opportunities for your business in the scenario.

• Define Strategic Actions: Specific actions would you need to 
take to mitigate risks or capitalize on opportunities.

• Establish Early Warning Indicators: What signals would you 
monitor to know if this future is beginning to unfold?
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BREAK (10 Minutes)
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Group Share-Out & Synthesis

Group Presentations: Each team shares one scenario and its 
strategic response plan. (20 minutes)

Discussion:
• What patterns or themes emerged?
• What insights can be applied across different industries?
• What were the surprises or divergent views?

Next Steps
• Deepen the analysis.
• Share findings with the team members not present.
• Select the next set of critical uncertainties and start again.
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Strategic Questions for Team Reflection

1. What are the top uncertainties that could reshape our 
industry?

2. How resilient is our current strategy across different future 
scenarios?

3. What early signals should we monitor to anticipate change?

4. How can we build flexibility into our operations and decision-
making?

5. What capabilities or partnerships will we need in different 
futures?
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* Deliverable #4 (Page #8).
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Key Takeaways

• Scenario planning enhances strategic agility.

• Uncertainty is not a threat; it’s a space for proactive 
leadership.

• Collaboration fuels better foresight.
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Q&A
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