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This paper’s goal is to underline an important modeling instrument of the 
future – scenarios, which helps intercepting the three actual characteristics of 
the enterprise’s external environment: incertitude, dynamics and complexity. 
Concurrently, understanding the external environment’s nature implies 
knowing the profound changes of the actual and future environment, such as 
environment’s diversity growth, environment knowledge’s width or 
environment’s turbulences. Once more, these changes recommend the use of 
scenarios in analyzing the external enterprises’ environment.  
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INTRODUCTION 

 

Starting with the enterprise’s approach as an open system, the 
enterprise’s performance depends on its ability to integrate in the environment, 
on its opportunities capitalization activities efficiency, on the ability to overcome 
the threats from the environment or the capacity to adapt at the environment’s 
variables modifications. Accordingly, the enterprise must adapt its resources and 
competences to the changes that occur in the environment, in order to reach its 
proposed objectives, and to satisfy the stakeholders’ expectations. In this context, 
the external environment’s analysis aims to answer the following questions: 

1. Which are the environment’s variables that affect the enterprise?  
2. From these, which are the most important in the present? And in the future?  
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3. Which are the correlations between these variables and the enterprise’s 
parameters? 

The strategic key variables selected after the external environment’s analysis 
allow identifying, on one hand, the major tendencies and, on the other, the key 
incertitude.   

Taking into consideration the environment’s complexity and diversity, 
which leads to a high degree of incertitude, the finality of the external 
environment analysis should be, in our opinion, scenarios (fig.1).  

  

 

 

 

 

Fig.1. Analysis of the external environment and scenarios  

 

PURPOSE, UTILITY AND TYPOLOGY OF THE SCENARIOS 

 

The main purpose of scenarios’ elaboration is to generate an alternative 
image of what the future might be, resulting on a strategic options testing 
base. Because of that, the scenarios technique: 

− is applicable when constructing the future’s vision (how the future 
might develop);  

− allows foreseeing the future environment’s architecture. 
The scenarios technique’s utility is due to the fact that:  

− managers can contact the alternative (possible) architecture of the 
environment, resulted from the scenarios;  

− the strategic options and their future effects upon the enterprise can be 
examined comparatively by testing the enterprise’s sensitivity (the 
enterprise’s strategy) at the possible identified changes;  
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− the managers’ visions can be corrected due to the fact that they are much 
more careful with the “short term” than “the long term”. In the present 
market globalization conditions, “the long term” is far more important than 
“the short” one, the enterprises’ transience must be assured on a long term 
and success only comes when taking into consideration the long term 
strategic options.  

The scenarios’ types can be distinguished using several modalities: 
− exploratory or anticipated – the explorative scenarios begin with several 

states or known events and presume the situations that might result in 
the future; anticipative scenarios have a reversed direction (they begin 
with a presumed final state and research the possible pre-conditions);   

− descriptive versus normative – the descriptive scenarios present the 
potential future without taking into consideration the objectives; the 
normative scenarios bend to the explicit objectives; 

− current or peripheral – the current scenarios describe the normal, opened 
course of the events; the peripheral scenarios describe the intermittent, 
surprised course of the events.  

 

SCENARIOS’ CONSTRUCTION 

 

As a general approach, in order to elaborate an exploratory scenario, we 
propose following the next steps: 

1. Defining the interest area (“the strategic field”) of the enterprise. The 
interest area is often associated to the strategic sector (the competitive 
environment).  

2. Establishing the framework time. The framework time depends on 
several factors, such as: the strategic sectors’ life cycle phase, the 
technological changes’ speed, competitors’ planning horizons, major 
macro-environment events etc.  

3. Identifying a number of analysis levels (only if motivated by a certain 
diversification / complexity of the variables’ influences). 

4. Identifying the major environment tendencies.  
5. Listing the different categories of variables based on the provenience 

environment, grouped on analysis levels.  
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6. Choosing a list of key strategic variables for each environment. Between 
these key variables there can be found those that:  

− Determine major reactions in the enterprise’s activity; 
− By their dynamic, produce notable changes in the enterprise’s 

activity; 
− Change the environment that influences the enterprise’s life. 

7. Identifying different possible occurrence situations for the variables in 
the future time (interaction relationship analysis). 

Only after these steps, we can establish situations such as changes – 
stabilizations (fig.2).  

Changes can be: 

− radical/moderate; 
− favorable/adverse. 

Stabilizations can be favorable / adverse. 

8. Building mini-scenarios according to the future key variables’ possible 
configurations (7-9 mini-scenarios). 

9. Reducing the scenarios’ number up to 2-3 (this reduction is based on the 
Royal Dutch Shell Company’s recommendations – the first global 
company that, in 1971, used the scenarios technique in order to indicate 
the strategy). These scenarios must be complementary. 

10. Scenarios’ testing – is done under the thrust wordiness (plausibility) 
aspect in order to avoid absurdity and contradictions.  

11. Scenarios’ writing. Scenarios can be restored either in an epical manner 
or as logic schemes or matrix. Their value increases when they can be 
modulated through quantitative models. 

We recommend the scenarios’ elaborating process to be an iterative one, 
each step requiring credibility testing and integration.  

Scenarios’ use is useful only when building a long term strategy image is 
aimed, for a period of minimum five years, when there is a limited 
number of key variables that could influence the strategy’s success. 
Selecting a great number of key variables and taking into consideration 
their interaction, and also the causality connection between the selected 
variables and the indicators (parameters) of the enterprise’s activity, 
would complicate the scenarios such as, finally, it would be very difficult 
to advance conclusions or they would be ambiguous.  
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Fig.2. Possible situations according to the future key variables occurrence 

 

LIMITS IN THE USE OF SCENARIOS 

 

We consider that using this technique at an enterprise level is limited 
because of two main misunderstandings that managers might manifest.  

The first refers to the fact that scenarios aren’t relevant for the 
current managerial problems due to their approach on external environment 
components (political factors, economical factors, social factors, 
technological factors etc.), and the second refers to the very place held by 
the enterprise in this approach. 

 

CONCLUSIONS 

 

In the present, the strategic regard is demanded to be proactive, 
requiring the strategic management opportunities for the enterprise which 
could influence its environment.  

From this point of view, the scenario’s utility grows. It is necessary 
to discover strategic options, followed by a scenario that shows how the 
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future could influence the enterprise and how the enterprise’s actions could 
influence the future.  

This implies an exploratory scenario, expository and current, thought 
as normative and peripheral questions.  

 

Fig.3. Enterprise-scenario relationship  
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