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methods employed results and principal conclusion.

Uncertainty makes both theoreticians and practicioners face new tasks to fulfil.
Enterprises, in order to win the competitive struggle must constantly improve their
processes and structures. On the other hand, thinking in the categories of the future
becomes really difficult nowadays. This creates particularly convenient conditions
to apply scenario methods. In connection with the above, the purpose of this study
is to characterize the essence of scenario methods employed in enterprise develop-
ment. The article addresses the issue of factors conditioning proper selection of
methods in the enterprise development process, the principles of scenario planning
and the opportunities to apply other techniques and methods in scenario planning
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1. Introduction

The analysis of enterprise environment is an important part of business management,
while the environment shapes the principles of operation and affects success of an
enterprise.As a result, each enterprise should make efforts aiming at identifying it as
best as possible, which is intended not only to identify it and evaluate the phenomena
occurring in it, but, above all, to predict future events.

The turbulent character of the environment poses a number of challenges for enter-
pise. On the one hand, the discontinuity of changes, on the other hand their revolution-
ary character make before the managers new tasks. Thinking in categories of the future
has currently become very difficult. The crisis situation and the uncertainty of external
phenomena create conditions for repeated growth of interest in macroeconomic analysis
methods, in particular in the scenario methods aiming at reducing the uncertainty and
evaluating potential risk.
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Since the literature on the subject presents the problem of scenarios in a diverse
manner, sometimes providing contradictory definitions, characteristics, principles and
methodological ideas, regulating these problems seems justified.

In connection with the above, the purpose of this article is to present the essence and
significance of scenarios and the use of scenario methods in enterprise improvement.
The following partial objectives result from such an adopted general purpose: presenta-
tion of the origin of scenario methods and the procedure of conduct suggested by vari-
ous authors, as well as the indication of factors conditioning the selection of methods.

2. Notion of scenario methods

The purpose of this part of the paper is to present and systematize the notion of sce-
narios. Over the past 30 years, the methods of scenario planning were described so
diversely that we may call it a “methodological chaos” (Bradfield er al. 2005).

When specifying the origin of scenario methods, we may state that the literature
presents a wide range of various and sometimes contradictory definitions, charac-
teristics, principles and methodological ideas concerning scenarios. Additionally, as
S. P. Schnaars aptly notices, the information on the methods of scenario planning comes
from three sources, namely: articles, using the knowledge of practitioners; articles con-
cerning literature research and articles using a small group of research based on empiri-
cal research. It results in, e.g. the diversity of opinions, methodological approaches, or
definitions in this respect (Schnaars 1987). Numerous authors, including, e.g. M. Godet
and F. Roubelat (Godet 1990, 1996), A. Khakee (Khakee 1991), D. H. Mason (Mason
1994), D. G. Simpson (Simpson 1992), A. Martelli (Martelli 2001), A. Wright (Wright
2004) believe that the notion of scenarios and methods of scenario planning is abused
and it cannot be defined.

Taking the above into account and in order to maintain consistency of the discussed
research problem, the essence and significance of scenarios and scenario methods, the
origin of scenario methods and the procedure of conduct suggested by various authors
will be presented in the first place. On the other hand, the principles of using scenario
methods in the process of strategic planning will be discussed later.

The author who used the notion scenario for the first time was H. Kahn, according
to whom scenarios are potential sequences of events prepared in order to expose ac-
cidental processes and the related decision-making problems. Scenarios demonstrate
how certain hypothetical situations will be developing step by step and what the pos-
sibilities are with regard to stopping, changing the direction or supporting the course of
this situation (Kahn 1967).

The definitions of scenarios proposed by W. R. Huss (Huss 1987), H. S. Becker
(Becker 1987, 1989) and P. J. H. Schoemaker (Schoemaker 1991, 1998) refer to events
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in the future and are a credible and consistent description of future conditions for the
operation of an enterprise.

On the other hand, L. Fahey and R. M. Randall (Fahey, Randall 1998) claim that a
scenario is a projection of the potential future. It is a special combination of possible
events and assumptions regarding future events. However, scenarios are not forecasts
of future events, but a certain kind of view into the future which is formed on the basis
of specific information and a set of logical assumptions. P. Schwartz (Schwartz 1996,
2011) is also of a similar opinion. He believes that scenario methods are not used for
forecasting, but increasing the level of strategic decisions.

The notion of scenario according to G. Johnson, K. Scholes, R. Whittington is slight-
ly different than those presented earlier. It means a detailed and credible evaluation of
the possible development of the business environment of an organization in the future,
presented on the basis of information on major factors driving changes, whose impact
on the organization’s strategy is difficult to predict (Johnson et al. 2010).

For the purposes of this publication, we will adopt the definitions of scenarios by
M. Porter, according to whom the scenario is an internally consistent picture of what
the future may look like (Porter 2006).

To sum up, we may state that scenarios in enterprise management: stimulate mana-
gerial personnel to think about the external environment, enable a better understanding
of the dynamics of changes, indicate ground-breaking future moments, facilitate the
identification of opportunities and threats, make it easier for the managerial personnel
to test the future and prepare appropriate response methods, make it possible to consider
significant consequences of future changes for the enterprise, increase the scope of pos-
sible operation variants, increase the flexibility of strategies, support the observation
of the environment and are a source of information used in current decision-making
(Raltson, Wilson 2006).

The essence of scenarios is the description of phenomena, as well as the indication of
their logical and consistent consequences, and the determination of their development in
the future. On the other hand, the starting point is the description of the status of phenom-
ena of interest and preparation of a future, alternative sequence of events. The generated
scenarios are thus a system of events, combined into a logical, usually chronological, se-
quence which should: be significant for the phenomenon for which the scenario has been
drawn up; refer to a specific time and be related with one another by means of various
types of relations (formal and legal, casual, time sequence, conditional probability) in such
a manner that the approximation of the entire system of events may be obtained on the
basis of the hypotheses derived from these relations (Ducot, Lubben 1980).

In connection with the above, we may state that scenario methods are used for creat-
ing long-term forecasts in situations in which: the phenomenon is not continuous, namely
there is a leap between the past and the present and the present and the future; we have no
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sufficient knowledge on the regularities of the analyzed phenomena; the activities are of
an unpredictable and non-routine character; the phenomena are of a descriptive character
and we may not define a large probability of impact on the organization.

Later on, we would like to focus on the origin and the evolution of scenario plan-
ning methods.

3. The development of scenario planning method concepts

When conducting a critical analysis of the subject matter, we notice that the notion of
scenarios and scenario planning methods evolved throughout the centuries. However, it
seems that certain ideas, notions, events were so significant that they strongly influenced
the contemporary shape and character of scenario planning.

Although the literature on the subject, with regard to the origin of scenarios, dates
back to remote history, the 1960s and 1970s are the most important period from the
point of view of this discussion. The concept of scenarios was introduced for the first
time by the company General Electric and the company Shell Nederland (Millett 2003),
on the other hand, it was popularized and transferred to business ground by H. Kahn
and A. J. Wiener (Kahn, Wiener 1967) who were operating in the Rand Corporation
center along with other researchers such as, e.g. T. J. Gordon, N. Dalkey or O. Helmer.
The second significant American center for the development of scenario methods is the
Stanford Research Institute.

The precursor in the field of research on scenarios in Europe was the French phi-
losopher G. Berger (Godet 1987) who, at the same time as the American researchers,
founded the school of creating scenarios in the 1950s: La Prospective. The concept of
La Prospective draws attention to a more critical view on and into the future as well as
to the openness of this view. Further work was continued by, among others, P. Masse,
B. de Jouvenel, M. Godet (see Godet 2000, 2001).

Another important period for the development of scenario methods and their popu-
larization were the 1970s and, along with them, changes in the organizational environ-
ment caused by economic crises. This period became the direct reason for the adaptation
and use of scenario methods as one of the tools of strategic planning.

Research clearly indicates that the interest in and the popularization of scenario
planning methods in Europe appeared after the first oil crisis in 1973, and the next in
the years 1976—-1978 (see Malaska 1985, Malaska et al. 1984; Meristo 1989). On the
other hand, this period in the USA covers the years 1977-1981 (see Linneman, Klein
1979; Linneman, Klein 1983). However, the authors J. W. M. Doorn and F. A. Vught
are of a different opinion on this subject and claim that between 1973 and 1980, there
was a decrease in the interest in scenarios, especially in the USA. This was caused by
their complicated character and the amount of time needed for their creation (Doorn,
Vught 1983).

140



Business, Management and Education, 2013, 11(1): 137-152

We may notice that the period of development of scenario methods is long and it
was shaped by numerous factors, while their popularity is of a sinusoid character and
currently they are experiencing their renaissance. It seems that the most probable reason
is the global economic situation and the economic crisis as well as the continuous need
to conduct systematic research in the organization’s future.

When making an analysis of the literature related to scenario planning methods, we
may note a distinguishing proposal to regulate the origin of scenario methods developed
by the authors R. Bradfield, G. Wright, G. Burt, G. Cairns as well as K. Van der Heijden
(Bradfield et al. 2005). The authors enumerate:

— the school of intuitive logics;

— the probabilistic modified trends school — PMT, containing two different methods:
the trend impact analysis (TIA) as well as the cross impact analysis (CIA). These
methods generate a number of alternatives for the development of the future and
not only the extrapolation of historical data. After combination with the experts’
opinions, they form scenarios;

— the La Prospective school, mentioned above, which was developed at the same time
as the American schools of creating scenarios. The basis for the La Prospective
school was the preparation of long-term plans based on multi-variant visions of the
future (scenarios). The scenarios were created on the basis of expected changes in
the environment as well as noticeable future implications of changes and decisions
made currently by the organization. M. Godet (Godet 2000, 2001) claimed that
choices made today may shape and even create the future, and he thus summed up
this proactive approach, typical of La Prospective. Therefore, in order to reduce
the uncertainty, it is important not only to observe the external environment, but
also to look closely at the internal one.

It seems that the literature on the subject provides numerous interesting methodo-
logical indications characterizing the use of this group of methods in the process of
creating the organization’s strategy. On the other hand, the claim of P. W. F. Van Notten
et al., seems reasonable. They claim that each attempt to classify and regulate the tech-
niques of creating scenarios quickly becomes outdated. This is caused mainly by the
development of numerous techniques and methodologies. In addition, it seems that the
attempt to classify the techniques created across more than several decades of scenario
development is very difficult. Such an attempt was taken by the authors P. W. F. Van
Notten et al., in their book. When classifying scenarios, the authors took into account
the following criteria: the purpose, the method of implementation and the content of
scenarios (Notten et al. 2003).

On the other hand, the issue of creating scenarios has been well described in the
literature on the subject. We may notice that scenarios differ among one another in their
creation, form as well as structure. Sample selected types of scenarios according to the
authors have been presented in Table 1.

141



E. Bielinska-Dusza. Concepts of scenario methods in improvement of an enterprise

Table 1. Classification of scenarios (Source: created by the authors on the basis of: Tyranska,
J. Walas-Trgbacz 2010; Klasik 1993; Borjeson et al. 2005)

Types of
scenarios

Characteristics

No Author

1 C. Ducot,
G. Lubben

2 A.Klasik

3 D. Faulkner,
C. Bosman
K. Van der
Heijden
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. research

. anticipation
. descriptive
. normative

. descriptive
. normative

. exploration
. anticipation

. key indicators
. main impact

factors

. induction
. deduction
. created by the

incremental
method

. research (discovery) scenarios — define what

are the effects of a given set of causes;

. anticipation scenarios — define what the cau-

ses of given effects may be;

. descriptive scenarios — define only the orde-

red system of possible events, ignoring the
effect;

. normative scenarios — describe events and

take into account positive or negative effects;

. descriptive scenarios — contain descriptive

trains;

. normative scenarios — contain normative

content, namely the determination of what
should be and not what may occur;

. exploration scenarios — describe the sequen-

ce of events in a logical manner leading to a
possible future (consistent with the induction
approach);

. anticipation scenarios — the starting point are

images of the future which are defined as
desired (consistent with the deduction appro-
ach);

. key indicators — namely significant events

or trends the occurrence of which may be
expected in the future economy;

. main impact factors — reflect the likely im-

pact of key indicators on an enterprise;

. induction scenarios, created on the basis of

the identification of subsequent connections
between possible events;

. deduction scenarios, created at the beginning,

by the identification of the most significant
statuses, then after the determination of the
basic character of each scenario particular
data are adjusted, forming a logical and chro-
nologically ordered history;

. scenarios created by the incremental method

in which the starting point is the officially
adopted company vision. These scenarios de-
monstrate certain modifications of the future
and verify its internal consistency, as well as
are intended to convince the organization to
use scenarios;
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End of Table 1

Characteristics

No Author Types of
scenarios
1. anticipation
L. Borjeson, scenarios
M. Hojer, 2. exploration
5. K.H. Dreborg, scenarios
T. Ekvall, 3. normative
G. Finnveden scenarios
1. scenarios
of possible
events
2. simulation
G. Gierszewska scenarios
6. and 3. environment
M. Romanowska status scena-
rios

4. scenarios of
processes in
environment

. anticipation scenarios — answer to the ques-

tions of “what is going to happen?” in the
future. The purpose of this type of scenarios
is to prepare the organization for various
types of events, by the identification of the
probability of their development;

. exploration scenarios — try to answer the qu-

estion of “what may happen in the future?”,
the main objective of which is to examine
various possible options for the develo-
pment of events;

. normative scenarios — answer the question

of how to implement the assumed objective.
The basis for creating this type of scenarios
is the definition of conditions making it
possible to achieve the assumed objective in
the future;

. scenarios of possible events which are based

on intuitive logic, consist in creating lists
of events possible in the future, identifying
their causes, possible evolution directions,
the strength and character of impact on the
company and defining its ability to adapt to
these phenomena;

. simulation scenarios enabling the evaluation

of the value of particular strategic choices
in the organization, depending on the impact
of the environment;

. environment status scenarios have a qu-

alitative character, which means that the
evaluation of the potential impact force of
particular processes occurring in the envi-
ronment on the organization, and the eva-
luation of the probability of occurrence of
these processes;

. scenarios of processes in the environment

are a specialization of methods of environ-
ment state scenarios, they focus on the most
significant processes, of a potentially high
impact force on the company.

Data in the table indicate that the approach to the problem of creating scenarios is
diverse and very complex at the same time. Due to the purpose of the article, we are
not able to review all the typologies of scenarios. On the other hand, to recapitulate,
we may clearly emphasize the fact that the diversity and richness of scenarios provide
a number of possibilities of their application in practice.
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4. The essence of improvement

From the point of view of goals of the study, in this point we present the concept of im-
provement and its different ways of interpretation (For more information see Bielinska-
Dusza 2009).

The issue of the company improvement is not a new problem. It should also be empha-
sized that eminent representatives of scientific school of management such as: F. W. Taylor,
H. L. Gant, H. Ford, F. B. Gilbreth, H. Le Chatelier, K. Adamiecki created a system of
organizing work aimed at improvement of the company organization and management

In the present study we assume that improvement is a continuous process aimed at
increasing efficiency of an organization implemented in accordance with the cycle of
organized actions.

In reference books we can encounter the notions of improvement, streamlining or
enhancement (see table 2). Some authors treat them as terms of different meanings,
while others use them interchangeably.

Table 2. Basic definitions related to the essence of improvement (Source: prepared by the author on
the basis of: Pszczotowski 1978; Mikotajczyk 1995; Kotarbinski 2003; Romanowska et al. 2004)

Term Characteristics

Improvement Increasing operational efficiency of an organization (Mikotajczyk
1995), it is a concept coming from the direction of research of
organizational behaviours (Romanowska et a/ 2004).

Streamlining* Increasing efficiency; refers to repeated action or operation. The
result is streamlining. In the theory of organization streamlining is
performance of the principle of efficiency, it is carried out by using,
among others, the cycle of organized actions (Pszczotowski 1978).

Enhancement Improvement of activities or operation in some respect. Enhancement
of the notion of rationalization and optimization. The final form of
enhancement is achievement of excellence relative to a given place
and time (Pszczotowski 1978).

Modification Taking a mutual position in such a way with regard to the component
T. Kotarbinski parts of an organization, so that the whole operation efficiently leads
T. Pszczotowski | to the goal. Considering organizing more broadly, it can be stated that
Z. Mikotajczyk | any streamlining of activities comes down to some modifications in
an organization (Kotarbinski 2003).

This is also permutational action**, introducing changes in some
subject, therefore it obtains higher evaluation. It is the same as
streamlining, namely increasing efficiency, quality (Pszczotowski
1978).

Changing something in such a way so that it becomes better, more
useful, functional, revised, improved (Mikotajczyk 1995).

* The notion of streamlining originates from praxeology where any activities aimed at streamlining activities are called
practical directives. They were introduced to reference books by T. Kotarbinski (See: Kotarbinski 2003). **Permuta-
tion is an event in which within a given time the final state is different from the initial state (Pszczotowski 1978).
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On the basis of the analysis of basic terms concerning improvement (table 2) it can
be stated that the definition adopted by us recognizes improvement more broadly than
the other presented definitions. According to it, it is a continuous process, lasting con-
tinuously, while according to T. Pszczotowski enhancement was a permutational action,
namely in a given period.

If we look at a company as an organized unit, then improvement can be considered
in the following three aspects: scope, plane and state. The scope of improvement of
a company consists of two areas (Stabryta, Trzcieniecki 1986): structure (statics) and
processes (dynamics). From the point of view of complexity, each of them can be per-
ceived on various planes (levels): creation and implementation. However, with regard to
states it is possible to enumerate: the state of development, correct state (satisfactory),
incorrect state (unsatisfactory). Improvement within these states may take one of three
forms: creative design of the new system; gradual, planned improvement and gradual
and systematic removal of defects (Kiezun 1980).

Analyzing improvement in the company within statics, we can distinguish streamlin-
ing of objectives and functions, subordination of components of the system and estab-
lishing organizational positions, grouping organizational positions, organizational de-
pendencies, decision-making rights distribution, structure formalization (Nalepka 2003).
On the other hand, from the point of view of dynamics, we can distinguish improvement
in management process and production process. It seems that the use of scenarios may
be helpful within the dynamic aspect of improvement, though it is also necessary to
point out that those areas may overlap.

The significance of improvement understood as a process of conscious changes in
an organization within static aspect applies to improvement with regard to bonds and
relations between them, tasks and methods of functioning of particular parts. It leads to
creation of a new organizational structure, an institution with a higher degree of organiza-
tion, adapted to the current internal and external conditions. On the other hand, scenario
analysis becomes an auxiliary tool for the correct adjustment of an organization to condi-
tions in the environment. It should be emphasized that the necessary condition to initiate
appropriate improving actions is to carry out research that should contribute not only to
detection of their irregularities but also to learning about their essence and determining
the reasons causing them. The use of scenarios to organizational improvement is sig-
nificant since scenarios are used to build organization strategy in conditions of variable,
and not structured, environment. They make it possible, on the one hand, to anticipate
future phenomena, while on the other hand, when properly realized, they should increase
effectiveness of an organization and improve its competitiveness. However, the condi-
tion is the complex nature of the changes made, which should be the basic principle of
organization improvement. This complex nature of changes should take account of the
system approach which indicates that the company’s improvement may apply to each
selected area within it. Often modifications introduced in one subsystem also affect other
subsystems, causing their adaptation responses aimed at reaching balance.
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As it is emphasized by Z. Mikolajczyk, improvement is an integral part of company
operations and internal changes “for today” and predicting its operation in the future
(Mikotajczyk 1995). On the basis of opinions mentioned above it can be stated that
introducing changes in the company as a result of adaptation reaction to the situation,
is identical with the notion of improvement.

It can also be said that improvement through continuous adjustment of the organiza-
tion to the new conditions is intended to increase its flexibility. It has a significant mean-
ing in today’s conditions of the turbulent character of the environment of the company
and is a necessity. In addition, improvement of a company may not only have adjust-
ment nature but it also should anticipate the appearing conditions, which are anticipated
by scenario analysis with good result.

5. Remarks on applying scenario methods

We may then notice that the selection of appropriate methods in this process is a com-
plex process depending on numerous factors. We will understand the notion of the
method as a systematic, repeated and effective manner of conduct, based on scientific
research terms and aiming at solving management problems in organizations (Btaszczyk
2005).

Selection of appropriate methods in the enterprises improvement process should take
accounts of a number of factors which will condition the effectiveness of application
of a particular method. Moreover, taking account of the specific nature of various de-
tailed methods and techniques, as well as situational conditions, it is difficult to clearly
identify all the significant factors. The ones presented below may greatly contribute to
further discussion and analysis.

When analyzing the literature on the subject, we observe that there are no methods
which would solve the problem of enterprise development in a comprehensive manner.
As a result, when selecting detailed methods and techniques, we should take into ac-
count the following guidelines:

— competences, namely combinations of knowledge, experience and skills of persons

using scenario methods;

— the analysis of needs for which a given method is to be used, including the possi-

bility of using supplementary methods and those which are already used;

— the possibility to select methods from other fields of knowledge;

— the analysis of requirements, conditions, terminology of use from the point of view

of the organizational operation principles;

— the evaluation of situation, internal and external conditions;

— financial expenditures necessary for using the selected method;

— opinions of other users concerning the suitability of a particular method;

— the availability of required information, as well as the degree of specialization of

expected results;
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— practical indications for using the selected method;

— the possibility to use assistance both from inside the organization and from the
outside, e.g. by means of opinions of experts;

— the degree of the organization’s preparation (e.g. organizational and technical con-
ditions, structural solutions), time-consuming character, cost-consuming character
of using a specific method as well as the enterprise’s resources, which may pose
various types of obstacles;

— intra-organizational environment, in particular: capabilities, skills; values (organi-
zational culture); personnel; structure and size of enterprise; styles of leadership
and management guidelines, complexity of the system.

It seems that in the case of a turbulent environment, scenario methods are of par-
ticular significance. These methods are used to anticipate the future and evaluate po-
tential risk. For this reason, scenario planning seems to be the optimum response to the
intensifying turbulence of the environment and the occurrence of discontinuity periods.
Just like any other method, also scenario methods should meet the methodical require-
ments, understood as correlating the methodic principle, the used approach, languages,
equipment as part of procedures used to solve specific problems. The notion of me-
thodic principle will mean a characteristic, well thought-out and ordered set of codes of
conduct (guidelines, rules, directives). On the other hand, the approach is a manner of
presenting or approaching the problem’s solution. The notion language in this case is a
specified and organized system of signs used to transfer information, and equipment is
a set of devices used in a given method. On the other hand, the notion of procedure will
mean the description of the course of actions, regulating the system and the sequence
of requirements when solving the problem (Antoszkiewicz 1990).

The author’s set of principles for scenario planning has been presented below in

alphabetical order:

— principle of accuracy and objectivity — indicates the use of objective, independent
and complete information, reflecting the current status of the examined problem;
— principle of significance — indicates the presence of relations between scenario
planning and the function of planning in an enterprise. As a result, scenario plan-

ning may be treated as an element of the planning system;

— principle of research complexity — indicates the obligation to conduct research
and draw conclusions in connection with all significant facts, circumstances and
information;

— principle of perspective thinking — indicates continuous thinking in categories of
the future and its programming;

— principle of system and situational thinking — uses system approaches in the pro-
cess of scenarios formulation. It treats organizations as an integral part of the
environment;

— principle of professionalism — indicates the use of qualified and specialized em-
ployees, experts, to formulate scenarios. It is also worth emphasizing the problem
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of proper personnel selection which should take appropriate competences into
account;

— principle of equal partnership and cooperation — takes into account the aspect of
cooperation of employees across various organizational levels. The support and
commitment of top management in the process of formulating scenarios should
also be taken into account as part of this principle;

— principle of regularity — applies to updating scenarios if changes occur in a repe-
ated, continuous manner, which may contribute to increasing the organizational
operating efficiency;

— principle of using entire knowledge and experience.

In view of the foregoing, we may make an assumption and suggest an original
approach to treating scenario methods as a super-method. This means that it may be
supplemented with other detailed methods and techniques. For example, the following
groups of methods may be specified: methods and techniques of environment analysis:
analysis of strategic gap, method of economic forecasting, stakeholder analysis;

— integrated methods: method of complex qualifications of company activity, ASTRA
analysis or SPACE analysis;

— heuristic methods — free association techniques (brainstorm and its varieties,
Gordon’s technique, synectic technique, new association), techniques of forced
associations (translation, transfer of concepts, the teratology method, the Delphi
method, the nominal group method);

— information methods which are used, among others, in the decision-making pro-
cess, multi-dimensional data analysis or in the implementation of the functions
of particular organizational units. It seems that these methods will enjoy an ever
increasing popularity, due to the fact that the second half of the 20th century is a
period of intense development of information systems and changes taking place in
information technologies make it possible to constantly increase the scope of their
use (for more details concerning information methods, see Bielinska-Dusza 2011).

For example R. Bradfield et al. (Bradfield e al. 2005) suggest the following tools:
Intuitive-Logics Models: Generic - brainstorming, STEEP analysis, clustering, matri-
ces, system, dynamics and stakeholder analysis. In La Prospective Models: proprietary
— structural, (Micmac) and actor (Mactor) analysis, morphological, analysis, Delphi,
SMIC Prob- Expert, Multipol and Multicriteria evaluation. Whilst in Probabilistic
Modified Trend Models: Proprietary Trends, Impact and Cross Impact, Analysis, Monte
Carlo simulations.

We may emphasize the fact that scenario planning does not consist only in precisely
forecasting values of selected variables in the future, but also in constant organizational
learning. The readiness for practical use of the scenario method is an expression of the
organization’s openness to changes taking place in the environment, determines its abil-
ity to continuously monitor them, draw conclusions on their basis and modify strategic
assumptions.
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An unquestionable advantage of using the scenario planning method in improving
enterprise is the reduction in the uncertainty level which accompanies almost all activi-
ties carried out in the contemporary world. Reducing the uncertainty level is directly
associated with its prediction. However, in order for the anticipation of events to be
possible, it is important to properly learn not only about the present, but also the past,
despite the fact that the complexity of the environment makes it difficult, and sometimes
impossible, to predict the future on the basis of the past.

However, a some doubt appears as to what extent the human mind is capable to learn
about the surrounding reality to an appropriate extent. Two limitations may be indicated
here: one is associated with the occurrence of the so-called self-agreed trap, the other on
the other hand with the activity of various constraints inside the mind and the compen-
sation of limitations in the system brain/mind. Some of those compensations may lead
to cognitive distortions and illusions or acquiring objective partial knowledge (Wheeler
1977), which may affect the reduction in the effectiveness of predicted changes and, as
a consequence, creating scenarios.

The problem of concepts of scenario methods to improve an eneterprise presented
above by the author should be treated only as a contribution for a broader discussion on
the subject. The undertaken actions do are not supposed to be final decisions and due to
the complexity of the problem, they could not be solved completely. It seems that this
discussion may be an inspiration for further research.

6. Conclusions

Scenario planning identifies environmental factors which have or may have impact on
the functioning of an organization. However, it should be defined that scenario planning
is a process of the organization’s continuous learning, is an expression of the organiza-
tion’s openness to changes taking place in the environment and continous improvement
of the organization.

By using scenario methods, managers pursue the process of continuous monitoring
and updating of accepted assumptions.

An unquestionable advantage of using the scenario planning method is the reduction
in the uncertainty level which accompanies almost all activities carried out in the con-
temporary world. We may venture a statement that uncertainty is the biggest challenge
of the present day. On the other hand, if we expect scenario planning to have causa-
tive power to predict the future, this is a symptom of misunderstanding of the essence
of planning. We should expect, first of all, increasing the quality of made decisions
and facilitating the decision-making process from planning. In addition, contemporary
planning of enterprise should aim at stimulating a certain kind of mistrust, pragmatism
in conduct and a perspective way of thinking in managers. Criticism towards scenario
planning not only does not protect the company against issues related to permanent
unpredictability, but it also stimulates a number of persons to state that one may equally
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well resign from it. We may abandon planning, but a question arises: what may we
suggest in exchange?

The problem of concepts of scenario methods to improve an eneterprise presented
above by the author should be treated only as a contribution for a broader discussion
on the subject. The undertaken actions are not supposed to be final decisions and due to
the complexity of the problem, they could not be solved completely. It seems that this
discussion may be an inspiration for further research

References
Antoszkiewicz, J. 1990. Metody heurystyczne. Tworcze rozwiqzywanie problemow [Heuristic Methods.
Creative problem-solving]. PWE, Warsaw, 29, 31-35.

Becker, H. S. 1987. Scenarios in an organizational perspective, Futures 19(6): 669—677. John Wiley &
Sons, Ltd. http://dx.doi.org/10.1016/0016-3287(87)90083-8

Becker, H. S.; Harold, S. 1989. Developing and Using Scenarios-Assisting Business Decisions, Journal
of Business & Industrial Marketing 4(1): 61-70. http://dx.doi.org/10.1108/EUM0000000002725

Bielinska-Dusza, E. 2009. Audyt wewnetrzny jako instrument doskonalenia przedsiebiorstwa [Internal
audit as an instrument for enterprise development]. PhD thesis, Cracow University of Economics,
Cracow.

Bielinska-Dusza, E. 2011. Zastosowanie metod informatycznych w zarzadzaniu przedsigbiorstwem
[Application of IT methods in enterprises management], in Rozwdj koncepcji i metod zarzqdzania
[Development of management concepts and methods], Ed. Czekaj, J.; Lisinski, M. Foundation of the
Cracow University of Economics, Cracow.

Btaszezyk, W. 2005. Metody organizacji i zarzqdzania [Methods of organization and management)].
PWN, Warsaw, 10.

Borjeson, L.; Hojer, M.; Dreborg, K. H.; Ekvall, T.; Finnveden, G. 2005. Towards a user’s Guide to
Scenarios — a Report on scenarion types and Scnario Techniques. Royal Institute.

Bradfield, R.; Wright, G.; Burt, G.; Cairns, G.; Van Der Heijden, K. 2005. The origins and evolution of
scenario techniques in long range business planning, Futures 37: 795, 800, 812.
http://dx.doi.org/10.1016/j.futures.2005.01.003

Coates, J. F. 2000. Scenario Planning, Technological Forecasting & Social Change 65: 115.
http://dx.doi.org/10.1016/S0040-1625(99)00084-0

Ducot, C.; Lubben, G. J. 2000. A Typology for Scenarios, Futures 1/1980.

Fahey, L.; Randall, R. M. 1998. Learning From The Future. Competitive Foresight Scenarios, John
Wiley & Sons, Inc., New York, 7.

Godet, M. 1987. Scenarios and Strategic Management. Butterworth, London.

Godet, M. 1990. Integration of scenarios and strategic management: using relevant, consistent and
likely scenarios, Futures 22(7): 730. http://dx.doi.org/10.1016/0016-3287(90)90029-H

Godet, M. 2000. Forefront: how to be rigorous with scenario planning, Foresight 2(1): 5-9.
http://dx.doi.org/10.1108/14636680010802438

Godet, M. 2001. Creating Futures: Scenario Planning as a Strategic Management Tool. Economica, London.

Godet, M.; Roubelat, F. 1996. Creating the Future: the Use and Misuse of Scenarios, Long Range

150



Business, Management and Education, 2013, 11(1): 137-152

Planning 29(2): 164. http://dx.doi.org/10.1016/0024-6301(96)00004-0

Huss, W. R; Honton, W. R. 1987. Scenario planning — What style should you use?, Long Range Planning
20: 21. http://dx.doi.org/10.1016/0024-6301(87)90152-X

Johnson, G.; Scholes, K.; Whittington, R. 2010. Podstawy strategii. PWE, Warszawa, 50.
Kahn, H.; Wiener, A. J. 1967. The Next Thirty-Three Years: A Framework for Speculation, Daedalus 963: 6.

Kahn, H.; Wiener, A. J. 1967. The Year 2000. A framework for Speculation on the Next Thirty Three
Years. New York, Macmillan, N. York.

Khakee, A. 1991. Scenario construction for urban planning, International Journal of Management
Science 19(5): 459.

Kiezun, W. 1980. Podstawy organizacji i zarzqdzania [Basics of organization and management], ed. 2.
Ksiazka 1 Wiedza, Warsaw. 229 p.

Kirsch, K. 2004. 4 review of Scenario Planning. Literature, Scholarly Essay, Munich, GRIN Publishing
GmbH. 4 p.

Kotarbinski, T. 2003. Dziefa wszystkie. Prakseologia [All works. Praxeology], pt. 2. Ossolineum,
Wroctaw. 84 p.

Leksykon zarzqdzania [Lexicon of management]. 2004. Ed. M. Romanowska et al. Difin, Warsaw,
391-392.

Linneman, R.; Klein, H. E. 1979. The use of multiple scenarios by US industrial companies, Long
Range Planning 12(1): 83-90. http://dx.doi.org/10.1016/0024-6301(79)90034-7

Linneman, R.; Klein, H. E. 1983. The use of multiple scenarios by US industrial companies: a compari-
son study, 1977-1981, Long Range Planning 16(6): 94—101.
http://dx.doi.org/10.1016/0024-6301(83)90013-4

Malaska, P. 1985. Multiple scenario approach and strategic behaviour in European companies, Strategic
Management Journal 6: 339-355. http://dx.doi.org/10.1002/smj.4250060404

Malaska, P.; Malmivirta, M.; Meristo, T.; Hanson, S. O. 1984. Scenarios in Europe: Who uses them and
why?, Long Rang Planning 17(5): 45-49. http://dx.doi.org/10.1016/0024-6301(84)90036-0

Martelli, A. 2001. Scenario building and scenario planning: state of the art and prospects of evolution,
Futures Research Quarterly Summer.

Mason, D. H. 1994. Scenario-based planning: decision models for the learning organisation, Planning
Review March/April: 7.

Meristo, T. 1989. Not forecasts but multiple scenarios when coping with uncertainties in the competi-
tive environment, European Journal of Operational Research 38: 350-357.
http://dx.doi.org/10.1016/0377-2217(89)90011-8

Mikotajezyk, Z. 1995. Techniki organizatorskie w rozwiqzywaniu problemow zarzqdzania [Organizer’s
techniques in management problem-solving]. Wyd. Nauk. PWN, Warsaw, 17 1 229.

Millett, S. 2003. The future of scenarios: challenges and opportunities, Strategy and Leadership 31(2):
16-24. http://dx.doi.org/10.1108/10878570310698089

Nalepka, A. 2003. Doskonalenie struktury organizacyjnej przedsigbiorstwa budowlanego [Improvement
in an organizational structure of a construction enterprises], Zeszyty Naukowe Akademii Ekonomicznej
w Krakowie [Scientific Journals of the Cracow University of Economics], 614: 31-34. Cracow.

Organizacja i zarzqdzanie. Zarys problematyki [Organization and management. Outline of the issues],
1986. Ed. Stabryta, A., Trzcieniecki, J. PWN, Warsaw, 273.

151



E. Bielinska-Dusza. Concepts of scenario methods in improvement of an enterprise

Planowanie strategiczne [Strategic planning], 1993. Ed. by Klasik, A. PWE, Warsaw, 91-94.
Porter, M. E. 2006. Przewaga konkurencyjna [Competitve advantage]. Helion, Gliwice, 526.

Pszczotowski, T. 1978. Mata encyklopedia prakseologii i teorii organizacji [Small encyclopaedia of
praxelology and organization theory]. Ossolineum, Wroctaw-Warsaw-Cracow-Gdansk, 158, 259.

Raltson, B.; Wilson, 1. 2006. The Scenario Planning Handbook. A Practitioner’s Guide to Developing
Strategies in Today ‘s Uncertain Times. Thomas South — Western, Mason, 18-20.

Schnaars, S. P. 1987. How to develop and use scenarios, Long Range Planning 20(1): 105.
http://dx.doi.org/10.1016/0024-6301(87)90038-0

Schoemaker, P. J. H. 1991. When and How to Use Scanario Planning: A Heuristic Approach with
Mlustration, Journal of Forecasting 10: 549— 550. John Wiley & Sons, Ltd.
http://dx.doi.org/10.1002/for.3980100602

Schoemaker, P. J. H. 1998. Twenty Common Pitfalls in Scenario Planning, Learning from the Future.
Wiley & Sons, 422-431.

Schwartz, P. 2011. Planowanie w nieprzewidywalnych czasach [Planning in unpredictable Times],
Harvard Business Review Polska November: 19.

Schwartz, P. 1996. The Art of the Long View. New York: Waluta Doubleday, 6.

Simpson, D. G. 1992. Key lessons for adopting scenario planning in diversified companies, Planning
Review 20(3): 10. http://dx.doi.org/10.1108/eb054355

Tyranska, M.; Walas-Trebacz, J. 2010. Wykorzystanie metod analizy strategicznej w przedsiebiorstwie
[Application of the strategic analysis method in an enterprises]. Wydawnictwo UEK, Cracow, 25.

van Doorn, J. W. M.; van Vught, F. A. 1983. Futures research in the Netherlands 1960-1980, Futures
15(6): 504-516. http://dx.doi.org/10.1016/0016-3287(83)90088-5

Van Notten, P. W. F.; Rotmans, J.; van Asselt, M. B. A.; Rothman, D. S. 2003. An upted scenario typol-
ogy, Futures 35: 423—443. http://dx.doi.org/10.1016/S0016-3287(02)00090-3

Wheeler, J. 1997. Encyclopedia of ignorance. Pergamon Press.

Wright, A. 2004. 4 Social constructionist’s deconstruction of Royal Dutch Shells scenario planning
process. Working Paper Series. University of Wolverhampton.

Edita BIELINSKA-DUSZA. PhD, is an Assistant in the Department of Strategic Analysis, Cracow
University of Economics, since 2001. Subject of thesis is “Internal Audit System in enterprise manage-
ment”. The author of scientific publications focuses on issues of management, internal audit, interna-
tional business and human resources. She participated in conferences on issues of internal audit and
international management. Research interests: strategic management, internal audit of organizations,
business management and improvement methods, human resource management.

152



