Resources 
As a teacher I am always interested in developing learning resources from unusual beginnings. The article Africa 2025 by Albert Gumbo of Zimbabwe offers an excellent opportunity for me to look in more detail at what he outlines. So, let’s look more deeply at what Albert discusses.

Scenario Planning
Albert draws our attention to the challenges that face the continent of Africa and those who may emerge as leaders of tomorrow. He notes the needs for us all to look at various scenarios and then investigate what each holds and how we might achieve the best outcome for the citizens of Africa. What exactly is scenario planning?

A dictionary definition follows:
Scenario planning is a method for learning about the future by understanding the nature and impact of the most uncertain and important driving forces affecting our future. It is a group process which encourages knowledge exchange and development of mutual deeper understanding of central issues important to the future of your business. The goal is to craft a number of diverging stories by extrapolating uncertain and heavily influencing driving forces. The stories together with the work getting there has the dual purpose of increasing the knowledge of the business environment and widen both the receiver's and participant's perception of possible future events. 
Fine words but just what exactly does it mean?

Well, it is not as complicated as it my first appear. What we are attempting to do is:

(a) look to the future

(b) decide on what we think we would like to achieve

(c) think of ways to achieve this

(d) devise ways of monitoring if our goals, objectives are being reached.

(e) React to what arises

Now, that seems straight forward and within the capabilities of all of us BUT then we hit some problems. These include:

(a) What can we predict with some certainty?

(b) Shall we even bother trying to predict the future when we seldom even get daily weather forecast right?
Yet as leaders you will have to decide on the ‘right’ course and then develop strategic plans to try and deliver your vision of the future. This is known as the ‘long fuse, big bang" problem. 
Our difficulties are compounded by us not really knowing how strategies might be changed by ‘events’ and so we normally develop several scenarios.

Scenario planning derives from the observation that, given the impossibility of knowing precisely how the future will play out, a good decision or strategy to adopt is one that plays out well across several possible futures. To find that "robust" strategy, scenarios are created in plural, such that each scenario diverges markedly from the others. These sets of scenarios are, essentially, specially constructed stories about the future, each one modelling a distinct, plausible world in which we might someday have to live and work. 

Yet, the purpose of scenario planning is not to pinpoint future events but to highlight large-scale forces that push the future in different directions. It's about making these forces visible, so that if they do happen, the planner will at least recognize them. It's about helping make better decisions today. 
Scenario planning begins by identifying the focal issue or decision. We begin the process by agreeing on the issue that we want to address. Sometimes the question is rather broad, sometimes it's pretty specific. Either way, the point is to agree on the issue(s) that will be used as a test of relevance as we go through the rest of the scenario-making process. 

Since scenarios are a way of understanding the dynamics shaping the future, we next attempt to identify the primary "driving forces" at work in the present. These fall roughly into four categories: 

Social dynamics - quantitative, demographic issues (How influential will youth be in 10 years?); softer issues of values, lifestyle, demand, or political energy.
Economic issues - macroeconomic trends and forces shaping the economy as a whole microeconomic and forces at work, on or within the country and continent itself 

Political issues - electoral (Who'll be the next president or prime minister, legislative changes e.g. will tax policies be changed? regulatory e.g. will government privatise and de-regulate?
Technological issues – direct - how will high-bandwidth wireless affect land-line telephony?); enabling - will X-ray lithography bring in the next chip revolution? and indirect (will biotechnology change medical expectations?
Categories are only handles. Real issues entail a bit of all four forces. The point of listing the driving forces is to look past the everyday crises that typically occupy our minds and to examine the long-term forces that ordinarily work well outside our concerns. It is these powerful forces that will usually catch us unaware. 

Once these forces are enumerated, we can see that from our own viewpoint, some forces can be called "predetermined" - not in a philosophical sense, but in that they are completely outside our control and will play out in any story we tell about the future. For instance, the number of secondary school students in 10 years from now is partly predetermined by the number of primary school children now in education. Not all forces are so evident, or so easy to calculate, but when we build our stories, predetermined elements figure in each one. 

After we identify the predetermined elements from the list of driving forces, we should be left with a number of uncertainties. We then sort these to make sure they are critical uncertainties. A critical uncertainty is an uncertainty that is key to our focal issue. For instance, will the percentage of women in the work force continue to increase? 
Our goals are twofold - we want to understand more about all the uncertain forces and their relationships with each other. But at the same time, we want the few that we believe are both most important to the focal issue and most impossible to predict to float up to the surface.

At first, all uncertainties seem unique. But by stepping back, we can reduce bundles of uncertainties that have some commonality to a single spectrum, an axis of uncertainty. If we can simplify our entire list of related uncertainties into two orthogonal axes, then we can define a matrix (two axes crossing) that allows us to define four very different, but plausible, quadrants of uncertainty. Each of these far corners is, in essence, a logical future that we can explore. 

[image: image1.png]FRAGMENTATION

1w A Ecotopia

H £
= — H
5 2
z H
Consumerland Y New Civics

conEReNcE




The first axis of uncertainty is the character of our desire, an "I" or "We," individual or community. 

This uncertainty about the quality of our individual hopes and intentions cuts at the most fundamental level: Will the energy of democratisation and the ascendance of the ultimate individualised "I" continue to prevail? (We look at this in more detail in our notes on value systems and how these are changing as industrialisation grows)

Or will our social organisation and self-definition be rooted in a group - a nation, a tribe, a collection of users of a particular brand, a more communitarian "We"? 
The I or the We will never disappear, but which will come to be the prevailing influence in our culture – it could go either way and that is the uncertainty. 

The second (vertical) axis shows the uncertain character of social structure: Will society be a centre that holds and provides stability, or will it fragment? 

Here, we stake out the extreme possibilities of social organisation: Will social and political structures (either new or traditional) provide a society wide coherence and order? Or will society shatter into pieces, the jagged edges of which do not mesh into a coherent whole? Will there be a state to impose order, level the playing field, and unify a commonwealth? Or, will permanent fragmentation, increasing plurality, and unfettered free-markets bring us to "bottom-up" functioning anarchy? 

Our second uncertainty might seem at first flush an outcome of the first. But in fact, while they're related, they're separately uncertain. Indeed, it's precisely the way they're intertwined that makes them interesting by giving us four scenarios, four very different "future spaces" to explore.

Let’s return to the list of driving forces that were generated earlier. These dynamics become "characters" in the stories that we develop. Our goal is not to try to tell four stories, one of which - we hope, as futurists - will be true. Instead, we recognize that the "real" future will not be any of the four scenarios, but that it will contain elements of all of our scenarios. Our goal is to pin down the corners of the plausible futures. These corners are exaggerated - the outer limits of what are plausible. Thus, our scenarios will have a near-caricature quality. 

Let’s think how the scenarios might develop
‘I Will’ is the quadrant where individualism (I-ness) meets fragmentary or marginal control by large organizations. It is a future in which you want and get the ability to make your life uniquely yours. The Net is the ubiquitous medium through which you realize your desires and discharge your few and relatively unimportant social duties. Government has withered in the face of privatization, replaced by a largely electronic marketplace that connects and clears transactions of every type. Most large, centralized institutions have crumbled into a much more finely grained pattern, a many-to-many landscape on which each individual is alternately producer and user. In this future, you co-produce the products and experiences that you consume. Your loyalty is to your tools, knowledge, and skills. 

Consumer land is the quadrant where individual desires meet a social and corporate centre. It is a future in which everyone is the ultimate consumer, possessed of almost infinite choices. The Net is again a ubiquitous medium - but a medium through which corporations deliver marketing messages tailored directly to your unique preferences, via personal catalogues, personalised ads and coupons, and the like. In the future African governments will deliver their visions of the future, laws and analysis via the cyber connections that citizens will have.

The products, of course, are "mass customized" to your desires. Government plays an active role, laying down the rules (standards, regulations) by which corporations play. Social organisations proliferate but it is clear that they serve individual yearnings. The citizen becomes a consumer - served by society. The citizen also expects certain goods and services from government.

Ecotopia is the quadrant where a communal sense of "We" meets a strong social centre. It is the future where the centre holds. Government plays a large role in supporting the commonwealth, but more important than government is the emergence of widely shared ecological values. These are not coercive values but a voluntary embrace of cohesion, cooperation, and reduced consumption, backed by legislation and even corporate policies. The Net acts as replacement technology; it's maximised to eliminate the need to travel on business, to cut down on the amount of paper used,  and in the future might reduce the need to learn in schools or receive medical attention from a hospital or medical centre etc. 

New Civics is a future in which values are shared but in many small, competing groups. It is a decentralised world of tribes, clans, "families," networks, and gangs. It is a future in which we want to build and enjoy the benefits of community but without the help of a benevolent ‘Big Brother’ government – perhaps in some areas of conventional government provided services Africa will leap frog convention and move onto personal provision of say pensions or health care?. 

The Net encourages each group to move most of its members' economic activity and their social services inside a closed group. Thus, government's role and influence are eclipsed by the sway of these emergent groups; small - often deadly - conflicts among groups pop up continually around the globe. Our primary concern is to be good members of our group. Our loyalty is to its membership, its mores, and its brands. While this future conjures visions of organised crime and sectarian strife, it is also a future of pride, heroism, and the satisfactions of belonging. Africa can, alas, tell too many tales of this develop in human interaction – elsewhere the ‘war on terrorism’ also illustrates this. The nation state, especially where it allows poverty and deprivation may actually be dismantled – Liberia is one state where some fear this outcome.
Note that the scenarios don't fall neatly into "good" and "bad" worlds, desirable and undesirable futures. Like the real life from which they're built, the scenarios are mixed bags, at once wonderfully dreadful and dreadfully wonderful.

Given that we don't know which scenario will unfold, what do we do to prepare? 

Some of the decisions we make today will make sense across all of the futures. Others will make sense only in one or two. Once we've identified those implications that work in all of the scenarios, we get on with them in the confidence that we're making better, more robust plans. The decisions that make sense in only one or some of the scenarios are tricky. For these we want to know the "early warning signs" that tell us those scenarios are beginning to unfold. Sometimes, the leading indicators for a given scenario are obvious, but often they are subtle. It may be some legislation, or technical breakthrough, or gradual social trend. Then, of course, it is important to monitor these critical signs closely. 

Ultimately, that's the power of scenario planning. It can prepare us in the same way that it prepares corporate executives: It helps us understand the uncertainties that lie before us, and what they might mean. It helps us "rehearse" our responses to those possible futures. And it helps us spot them as they begin to unfold.
Now, let’s turn our attention to Africa and its possible scenarios. To do this we need to consider some fundamental changes that may take place whatever individuals may wish for.
1. What proportion of needs, both individual and collective will government be expected to provide in 2020 and beyond?

2. What type of global economy will Africa have to operate in?

3. How will the social systems currently apparent in Africa evolve as outside and domestic forces change?

4. Will climate change alter our thinking and goals?

5. Which cultural ‘norms’ will remain sacrosanct to future generations?

6. Will individuals emerge who want to lead and have the trust of others to do so?

7. Will richer countries accept change that improves the lives of those living in Africa?

8. Will rich countries produce the political will to deliver the changes needed to improve the life styles of Africans?

9. How will technology impact on Africa?

10. What will happen that can’t yet predict?
Let’s look at each of these in turn and develop some links that may help you to appreciate both the use of scenario planning and how as potential leaders of the future their content needs considerable thought and possibly discussion.
