
In a rapidly changing environment, businesses that 
are able to anticipate and quickly react to threats and 
opportunities are likely to be more resilient and successful. 
The implications of the COVID-19 pandemic for economies 
around the world are starting to become clear, and as 
businesses move on from their initial fire-fighting period, 
attention should be starting to turn to how they can survive 
and then emerge from the crisis to thrive. They should be 
looking at how they can best leverage high-quality market 
intelligence and analytics to inform future strategy and 
decision-making.

Scenario planning has been proven to be one of the most 
effective management tools in well-governed businesses. 
Businesses who are able to learn and react at a greater 
pace than their competitors to the change impacting their 
customers, suppliers, people and investors, will have a core 
competitive advantage. Scenario planning has a vital part 
to play in ensuring that organisations in every sector of the 
global economy are well placed to overcome the array of 
possible challenges that lie ahead, while also being able to 
move quickly to take advantage of growth opportunities.
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Futureproofing your business
While scenario planning exercises are highly 
useful when trading conditions are benign, 
they come into their own during periods of 
uncertainty.

Management teams that can effectively 
anticipate and plan for the most likely potential 
scenarios when their businesses are operating 
in highly volatile environments give themselves 
the greatest possible chance of being ready to 
adapt to changing conditions faster than their 
rivals.

Underpinning this agility is likely to be a carefully 
planned, systematic, data- and evidence-driven 
approach to decision-making, rather than a 
reliance on ad hoc predictions and the kind of 
assumptions that the ongoing pandemic may 
rapidly be rendering obsolete.

SNG Grant Thornton’s scenario planning 
framework takes a step-by-step approach to 
helping businesses build this much-needed 
resilience:

STEP 1- Identify the risks and opportunities
It is important that risks and opportunities 
relevant to your business are identified , however 
there will always be potential for Black Swan or 
volatility, uncertainty, complexity, and ambiguity 
(VUCA), for Eg COVID-19. These are defined as 
specifically as possible in order that the impact 
can be assessed more accurately.

STEP 2 Assess and prioritise the risk
Step 2 requires management to assess the 
likelihood of each risk and opportunity, as well 
as the impact it would have on the business- 
and the lead time involved. The potential risk 
of a number of customers being forced to 
delay payments for example, could be seen 
as an imminent risk, while potential merger 
and acquisition activity may be classed as a 
medium-term opportunity.



STEP 3  Examine potential financial impact
Step 3 examines the potential financial impact of these risks and opportunities in terms of cash and profit, as 
well as the timescales attached to these impacts. A premium brand in the hotel industry, for example, might see 
reduced cashflow as a highly likely risk if tourists of business travellers affected  by the economic downturn are no 
longer willing or able to justify luxury expenditure. As a premium branded hotels have a relatively fixed cost base, 
the impact would be high

STEP 4  Identify the key indicators
 Step 4  sees business and their advisors needing to identify the key indicators which will provide by employee 
surveys, intelligence for customers or suppliers, or information provided by trace bodies  or market analysis. For 
our hotel example, a key indicators might be a reduction in search engine hits for the hotel brand’s website

STEP 5  Look at the actions to mitigate risks
Step 5 looks at the action a business will need to take to ensure they can mitigate risks and capitalise on 
opportunities: 
This could include timelines setting out what needs to be taken at what point. To mitigate the risk of occupancy 
and/or average room rates falling, management, for example could engage a specialist to assess its cost base to 
identify potential savings or support the renegotiation of the terms of loan facilities

STEP 6  Capture the best-quality data
Step 6 focuses on how management can capture the best-quality data needed to identify emerging scenarios: 
does the business have ready access data, and it being monitored systematically? To take another example from 
the global hospital sector – the coming months are likely to throw up a number of acquisition opportunities for 
bigger players at highly attractive prices, given the challenging economic climate. Businesses could ensure they 
have access to indicators that would signify a rival is facing financial difficulties, and may therefore be open to 
selling. In this case, it may be accessing customer insights, undertaking market monitoring or liaising closely with 
advisors who may be acting on any sale.

STEP 7- Assess the key indicators to see where action is needed
The indicators identified in step 4 should be assessed to see whether action is needed, ideally using the red-amber-
green framework – with red denoting urgent action required, amber signifying action needed soon, and green, 
that no action currently necessary.

STEP 8  Communicate potential scenarios and planned responses
Step 8 is to ensure that potential scenarios and planned responses are communicated effectively to stakeholders 
ranging from staff and owners to regulators, lenders and, if necessary, customers.

STEP 9- Revisit, revisit and revisit
Step 9 entails revisiting the plan on a regular basis, assessing its effectiveness, and reassessing threats and 
opportunities accordingly.

Take this opportunity to build resilience.

For many businesses, the current downturn in economic activity means scenario planning is more critical than 
ever.

A successful scenario planning exercise is not just about identifying threats and new ventures: it also provides 
practical solutions that allow businesses to mitigate risks, or ensure they are in the right shape to take advantage 
of those opportunities the moment they emerge.

By working with SNG Grant Thornton’s advisors, businesses can draw on expert guidance and cross-industry 
insight in areas ranging from cash flow management and debt restructuring to regulatory compliance and 
operational agility.
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Find out how SNG Grant Thornton can help you 
unlock the potential for growth for your business.

For general enquiries please 
contact us at info@sng.gt.com


