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La prospective
stratégique

Pour les entreprises
et les territoires

DUNOD

This research working paper (#10) produced by LIPSOR is the French adaptation of
Prospective stratégigue pour les entreprises et les territoires published by Editions Dunod in its
Topos collection in September 2008. We wish to thank the Circle of Future
Entrepreneurs (CEF) http://www.laprospective.fr/cercle for financing the translation
of this document into English, Arabic, Spanish, Italian, Chinese and, soon, German.
We also thank Dunod for waiving its copyright in order to enhance the diffusion of
knowledge and broaden the international scope of the French school of prospective.

Working paper #10 actually serves as an introduction to the Manuel de prospective
strategigue (2 tomes or 700 pages) published by Dunod and now in its third edition
(2007). English-speaking readers may refer to From Anticipation to Action, a Handbook of
Strategic Prospective (UNESCO, 1994) and Creating Futures: Scenario Planning as a Strategic
Management Tool (Economica, 2000), both available to download free from the LIPSOR
website.

The Circle of Future Entrepreneurs, founded in 2003, has some fifty member-
organizations and partner-companies which share the same civic-minded spirit. In other
words, a desire to form “the public good using private liberalities. Without becoming
like the wealthy Roman benefactor of Antiquity who lost their fortunes building theaters
or aqueducts in the name of public interest! Since 2005, the Circle has been guided by
the National Center for Entrepreneurship (CNE). The main goal of the Entrepreneurs’
Circle of the Future is to think and act differently while contributing knowledge to
society and supporting entrepreneurship as well as local development initiatives.

In fact, since 2003, the Circle has devoted much effort to making available for
free and throughout the world the strategic prospective methods (workshops, scenarios,
actor games) as developed at the Laboratory of Innovation, Strategic Prospective and
Organization (LIPSOR) at the CNAM. The relevant software programs have been put
online by Epita and downloaded over 30,000 times so far from the LIPSOR website.
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B Foreword

The translation of this book, which is an introdotto the fundamentals of strategic
prospectivé, begins with a difficult choice concerning howttanslate the French
term prospective into English. In Spanish, as wither Romance languages, the
word is effectively the same. However, up untilyweecently, there had been no
equivalent ofLa prospectivein the English language. There have been several
contenders, such as futurology, future studies, fangicasting; however, none of
these terms do justice t@a prospectiveln English, the term forecasting is too often
used in the context of economic modeling and telduical forecasting, and
therefore does not capture the true essence opgetge. In many of my previous
English publications, | managed to skirt the prohblén one book, prefaced by Igor
Ansoff, the term prospective had been effectivelglaced throughout by the term
scenario§ In another book, prospective was loosely defibgdthe English title,
Creating Futures The publication of the book From Anticipation #xction: A
Handbook of Strategic Prospectlvevas the one instance where | refused to
compromise. lronically, the book is available on @mun.com with the following
parenthetical information “(future-oriented studiedeliberately appended alongside
the title so as not to confuse the potential buyer.

In the early 1990s, a prospective cell entitled riflard Unit” was created at the
European Commission. During a meeting with lan Mi& ISPRA in 1993, we
introduced the concept of “profutures” which isantraction-concatenation of both
prospective and futures. At the time, the departraethe University of Manchester
where Miles had been conducting research was ehtitbtrategic prospective”.
Given the adoption of prospective among Englistdewdcs, we had hoped that the
concept would secure a place in the Anglo-SaxoitdéeX The heroic efforts of
authors such as André Cournand, Maurice [éwnd Philippe de Seyheo

! Godet (Michel), Durance (Philippe), 2008 Prospective stratégique, pour les entreprisds®t
territoires, Paris, Dunod, collection « Topos+ ». We are geahtefthe publisher for allowing us to
translate this book into English.

2 Godet, Michel Scenarios and Strategic Managemémindon: Butterworths, 1987.

% Godet, Michel 2006, Creating futures: Scenario Planning as mt®gic Management Tool,
Economica, 2 edition. This book is available for download frefeeharge at the LIPSOR website;
www.cnam.fr/lipsor/eng/publications.php

* Godet, Michel, 1994 rom Anticipation to Action: A Handbook of StrategirospectiveUNESCO.
This book appears under the tileom Anticipation to Action: A Handbook of Strate@irospective
(Future-oriented Studies) at the Amazon.com shés Book is available for download free-of-charge
at the LIPSOR websiteyww.cnam.fr/lipsor/eng/publications.php

®“Towards a European Network in Strategic Prospettilnstitute for Prospective Technological
Studies (PROMPT), Joint Research Center, Commisdi@uropean Communities, Ispra, Italy,
September 30 — October 1, 1993.

® Bain, Donald, & Roubelat, Fabrice, 1994, « Prafesu The birth of the Strategic Prospective and
Futures Studies International Network for Applie@éthiodology »Futures April ; Institute for
Prospective Technological Studies, 1996enario Building, Convergences and Differences
Proceedings of Profutures Workshop, European Cosionisloint Research Center, EUR-17298-EN
" Cournand, André & Lévy, Maurice (eds), 198Baping the Future. Gaston Berger and the
Concept of Prospectiy&ordon & Breach Science Publishers; with a fomrelWmy Oskar Morgenstern
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introduce prospective to the United States in t®&0% were in vain; so the
appearance of a department of strategic prospeativen English university was
promising, but ultimately disappointing when thepaement changed its name.
Without the support of the European Commission iasBels, which nevertheless
drew much of its own inspiration from the Frenclnea of prospective, the term
prospective would fade into relative obscurity e tAnglo-Saxon world. Since
English is the dominant language, the term fordsigitroduced in the 1990s, was
adopted. Perhaps the best possible translatidragérospectiveas we intend it is
strategic foresight; and so we will use the termategic foresight to mean as for a
possible prospective throughout this volume.

So, the concept of prospective has never really peeperly translated into English.
In French, we use the term “la prospective” to glesie a discipline which seeks
enlightened anticipation by clarifying actions maute the present through the
thoughtful examination of both possible and des#dbtures. It wasn’t until 1996

that Ben R. Martin published an article in whichih#oduced the term foresight,
which for the first time approximated the Frenchravprospective. Martin wrote,

“[...] the starting point of foresight, as with lagapective in France, is the belief that
there are many possible fututés

Despite this explicit reference, Martin’s transbatiis only approximate. As with
prospective, foresight puts an emphasis on groapesses and participatory debate;
however, foresight lacks pro-activity, an integaapect of prospective. Pro-activity,
as we intend it here, is the deliberate constractb a project or projects which
compel(s) an organization to take action leadin@ tesirable future. That is why
we’ve chosen the term strategic foresight, which ielieve more closely
approximates the meaning of the French word prdsgecProspective is an
intellectual approach which seeks to clarify présaations with the aid of a
collective vision which an organization creates iteelf. This vision is based upon
the organization’s perception, right or wrong, bé tpast as well as possible and
desirable futures

Prospective is characterized by a global and systepproach where various actors
and variables, particularly those within an orgatian, can play a determinant role
in the outcome of any given future. Prospectivesaters the future to be the result
of human agency, which, in turn, is strongly coiotieéd by human desires, projects,
and dreams.

The French philosopher, Gaston Berger, is congiddhe spiritual father of

prospective following a seminal 1987publication in which he outlined the
fundamentals of the discipline. Berger himself badn a disciple of the philosopher
Maurice Blondel who considered that the future ddag constructed from elements
carried over from the past. Blondel once said,&Tliture is not forecasted, rather it

8 Michel Godet, The Crisis in Forecasting and theeEgance of the "La Prospective" Approach with
Case Studies in Energy and Air Transport, TrandlbteJ.D Pearse and Harry K. Lennon, Foreword
by Philippe de Seynes, Pergamon Press for UNITAR91

° Martin, Ben R., “Technology Foresight : capturthg benefits from science-related technologies”,
Research Evaluatio/6, n°2, August, 1996, p.158.

19 Berger, Goston 1957 “Human Science and ForecdstiagRevue des Deux Mondes, 3, February
1st.



is prepared.” Berger went further by stating thidae future is the raison d’étre of the
present” and he considered that most of our beh&ao be explained and justified
by the goals (projects) we set for ourselves.

In truth, Berger’s ideas were not particularly nicaed can be found in the Classical
philosophy of Aristotle who distinguished betweereans and ends, or more
specifically between an efficient cause (one wipobvokes any given effect) and a
final cause (one which justifies our actions witke taim of producing a goal).

Likewise, advocating the use of a project with aresponding action-plan is

borrowed from Seneca who wrote, “Not a fair windvies for him who knows not

where he goes.”

For those who practice strategic foresight, therkiis not written in stone. Rather,
the future is constructed by human agents, pasaiuthose who are prepared to
sacrifice in order to manifest their projects imeality. That is why we speak of
anticipation as having two complementary attituda®-activity and pro-activity.
The former is concerned with anticipating possilibanges in the global
environment so as to best prepare oneself andadkantage of such changes. We
find this attitude among the various approachegh® future including; future
studies, forecasting, and scenario planning. Hiterl attitude, which is decidedly
anti-deterministic, seeks to provoke desirable gearthough the actions of human
agents, e.g. innovation to capture market share.

The legacy of Berger's prospective is first andefoost a process where current
decisions (and subsequent actions) are enlightdnedossible and desirable

futures®. If this optimistic and anti-deterministic attitadis embraced by those
familiar with strategic planning, it is often redad with suspicion by free-market
advocates who distrust anything resembling soamgjireering. Nevertheless, the
concept of sustainable development and our respititysitowards the planet and

future human generations is born out of this prospe attitude.

This book is an introduction to the practice oatgic foresight (la prospective). Its
goal is to provide the reader with an understandofgstrategic foresight's

fundamental concepts which draw upon my experieasea researcher, professor,
and consultant for close to 35 years. One of myesgional goals is to pass on my
knowledge to future generations. I'm thrilled to-author this book with two

colleagues; Adam Gerber, an American and PhD inag@ment science at the
Conservatoire National des Arts et Métiers, whohbtinslated and edited this
volume, and Philippe Durance, associate profegsibreaConservatoire National des
Arts et Métiers, who is the most authoritative ahon Gaston Berger’s philosophy.

! The “futuribles” approach (a contraction/concatammof futurs-possibles) introduced a few years
later by Bertrand de Jouvenel is more speculativeaiure thata prospective Futhermore, in de
Jouvels book “The Art of Conjecture” written in ¥&le Jouvenel does not refer to the word
“prospective” at all. In the late 1970's, | askedJduvenel why he never cited Berger's work. His
response was simply “What purpose does that sitsveffectively the same thing [as conjecture].”
History has retained the concept of la prospechué not that of conjecture. Conjecture concerning
possible futures is not without risk because itite an endemic problem that we often observe in
strategy; too many scenarios and not enough psoject
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The spectacular growth of the French school of ggosve, which began in the
1950s, continues apace. We have carried the flancerttinuing to develop methods
which are both rigorous and participatory. Theoratlity of these methods allows
users to deal with the complexity of their businessironment, while stimulating
imagination and reducing the incoherencies tha&noffppear in group processes.

| have had the great pleasure to apply these metand their associated software
thanks to the generous support of the Circle ofdpmeneurs of the Futufe— an
organization which includes fifty global corporasponsors. The software that
accompanies the methods of prospective is avail@sbte for download in French,
English, and Spanish at www.laprospective.fr andwa users to identify key
variables and factors, construct scenarios, and #ssign probabilities to these
scenarios. Since we’ve been offering these powsdiiware tools, there have been
more than 25,000 downloads throughout the world446 Latin America) which
clearly demonstrates the range and influence oFtkach school of prospective.

Unfortunately, we haven’t been able to elicit teng interest in our own country of
France, where public administration continues toycaut foresight studies without
ever calling upon the rigorous methods of prospector properly training
participants how to use such methods. These admaitiss undoubtedly believe that
such studies require neither preparation nor psadeal facilitation. In a political
context, we observe that prospective is more afsad at the regional/city level than
at the ministerial/national level, but even theroften lacks professionalism and
rigor.

One last word on the French school of prospective;fact that it has successfully
spread throughout the world has not stopped dmssiérom forming among
competing camps within France. These divisions Hage to do with competing
ideologies and more to do with economic competigomong consultants; after all,
strategy consulting is a profitable activity. Welibve that consultants, be they in
France or elsewhere, are too often concerned witbukating an elaborate set of
scenarios regarding the external business envirojraad pay little or no attention
to the strengths and weaknesses of the organizatiich is undertaking the study,
or the development of internally driven projectsiehhwould allow the organization
to create its desired future. We also observe argérabuse of certain methods,
particularly morphological analysis, which is a he that allows users to create
scenarios from Lego-like building blocks; howewde quality and relevance of the
resulting scenarios is directly proportional to km®wledge and experience of those
who create them. We hope to redress some of thssges in this book. The principal
goal of this volume, along with those which preakdegis to contribute to the human
capital of strategic foresight and planning.

Michel Godet

12 The Circle of Entrepreneurs of the Future was eckat 2003 and includes some 50 corporate memlsrgrincipal
objective is to encourage the creation and dissatioim of knowledge, support entrepreneurship, aip bompanies
think and act boldly.



M Introduction: The Fundamentals of Strategic Foresidt

The methods and philosophy mfospectivgstrategic foresight) have been passed on
from one generation to the next. While lifestyldsmge, the same old problems
remain the same. Therefore, to undersfauspectiveits scope, its objectives, and
its methods, it's best to return to the philosoptnych is at the source of this practice
so widespread today throughout the world.

Prospectivebegan in the mid-1950s with the French philosod&ston Berger who
formalized the practice around what we would daltision sciencéoday. Starting
in 1955, Berger argued that decisions must be matthethe future in mind. Berger
began to trace the outlines mfospectiveby describing how decision-makers might
reconcile both knowledge with political power, asliwas ends with means.
Prospectiveprovides decision-makers in both the political dnginess domains
with the opportunity to transform their visionsanteality by taking specific, goal-
oriented action. Later, in 1958, Berger would depethe methods of this new
approach, and after his death in 1960, Berger'ogbphy would be carried forward
by a group of loyal disciples who were well-conmekin the economic and political
life of 1960s France. These disciples took it ugmmselves to diffuse the methods
and principles oprospectiveand would successfully apply them to several irtgour
public policy decisions in France.

The ldea of a Science Concerning the Future of Huma  nkind

The intellectual climate of 1950s France which d¢boded Berger'sorospectivevas

at once optimistic and pessimistic. Despite theafstic technological advances and
unprecedented economic growth, the recent memovwyaofatrocities as well as the
specter of nuclear weapons dampened much of theugasm for technology in
France. For many French intellectuals of the 195&gnce and technology posed as
many problems as they were supposed to resolvethdfarore, the pace of
technological change was accelerating. In otherdsjothe situations in which
humankind will find himself are always new, and #ensequences of a decision
made in the present will ultimately occur in therldahat is totally different from
the one in which the original decision was made.

For Berger, classical methods for strategy andstmeimaking, which were based
primarily on extrapolation and past experiencesrewmeffective. Despite his
conviction regarding the value of considering thiuffe, Berger never discounted the
value of history in making decisions. Indeed, dngtandprospectivehave much in
common, as both deal with potential facts. The pa&sves to demonstrate those
things which do not change, as well as to idergigvailing trends which are useful
in formulating hypotheses and guidelines. Howevke past is insufficient for
models whose simple application might be appliedhat expense of thoughtful
analysis. In other words, the retrospective atétis simply no longer adapted to
contemporary problem-solving. Trying to anticipdke future from past events,
even in its most scientifically extrapolated formgans assuming the phenomena
under study will remain static. We simply canndbaf to make such assumptions in
a world which is changing so rapidly.
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Gaston Berger developed his philosophy with pulplaticy decisions in mind.
While still serving at the French Ministry of Edticen™, he observed that the French
authorities often put means before ends; howebher réverse situation is actually
required. In other words, public officials muststirdetermine the ends, and then
articulate the corresponding means. Berger obsehatdn practice, the distinction
between ends and means is not so well-defined. Hualg knowledge, and ability
all coexist in a sort of flickering chiaro-scuro mih confuses the decision-maker.
Decision-makers often resign themselves to the seath which they have at their
disposal at any given time, reducing their decigimaking logic toleast of all evils
According to Berger, decision-makers may very w@le up trying to find a better
solution because they may believe, erroneously, ttair vision is unrealizable
simply because the means to achieve their goaks ihatvyet been considered.

For Berger,prospectiveneeded to be focused on human values; an antlgipol
focus which would have the following functions; $tudy the various situations in
which humankind might find himself in the futureyda2.) elicit human values and
aspirations. The mission gfrospectivewould be carried out by specialists from
diverse fields who were capable of indicating th@ywn which the future might
evolve. One of the ways to achieve these goalstwdsing together those who
could determine the desirable, with those who cod&termine the possible.
Articulating the characteristics of possible futwerlds can only serve to clarify
judgment in advance of an effective decision. Twathy Berger callegrospective
the normative science.

The Prospective Mind

Beginning in 1958, Berger would formalize sevenalportant principles of his
approach. This effort coincided with (and was &guplto) several projects
undertaken at theCentre International de Prospectiv@gnternational Center for
Prospective which Berger founded in 1957. Berger believedt this theories
required concrete examples, and that any formaizatf such methods would be the
result of field experience. Berger and the fousd#rtheCentrewould study such
subjects as; the consequences of the emergingdiecfies (atomic energy policy,
cybernetics, astronomy, aeronautics, etc.), thaioglship between the West and the
rest of the world, and the role of progress in stygietc. Berger and his colleagues
also traveled abroad to participate in importantfesences and share their ideas in
the field of strategic foresight. The projects &k tCentre International de
Prospectivemplicated people from various fields includingsearchers, university
professors, government officials, and leaders isiress. Furthermore, teams were
assembled with complementary expertise in mind.

Berger (1957) advocated the following fundamentattues with respect to
considering the future. The first virtue is to remealm, which is necessary in order
to provide some psychological distance from thejestiband to master your
emotions. Imagination is another important virtukick ought to be employed in
prospective According to Berger, imagination is the complemeh reason, and
opens the door to innovation and entirely new peapes on the world. Being a

13 Gaston Berger had been the Adjunct General Direxfthigher education at the Ministry of EducatiomKErance) in
1952, and then General Director from 1953 to 1960.



team player is also indispensable for effectiveoagtalong with enthusiasm which
allows the team to be creative. The team mustlzse the courage to veer off the
beaten path, to innovate, and to undertake therenheisks involved in decision-

making. Finally, considering human values is thesmmportant of these virtues as
humankind must be at the center of any decisiomdeistanding human cultures
allows one to appreciate the numerous culture-8pesolutions to universal human

problems. Culture, in all of its various formspafs how humans are ultimately the
masters of their own destiny.

Beyond the requisite qualities to confront this néwure world, Berger also
developed the foundations ofpaospectiveattitude. These foundations ultimately
serve to widen the range of possibilities and lwip prepare an effective plan of
action. In a world where the time between causestlaar effects is diminishing, it
is no longer possible to consider merely the immedieffects of one’s current
actions. Prospectivetherefore considers the medium- to long-term futas its
subject, as opposed to merely the short-term. disisnt horizon is not a problem
however. In fact, it allows one to consider broasiwations and arrive at higher
levels of certitude since we can effectively ignareermediate events. It is always
easier to articulate a general trend then to tryddétermine the specifics of any
intermediate future event.

However, prospectiveis not opposed to short-term forecasting; in fatiprt-term
forecasting angbrospectivecomplement one another quite well. Furthermosendr

to understand possible future worlds requires tipaiti of several competent experts,
whose opinions will ultimately coalesce to form amplementary and common
vision. Finally, prospectivels a global synthesis and must reconcile intenddget
phenomena. Those who practmr®spectivanust systematically reject the utilization
of methods which merely analyze human behaviohasaggregate of independent
routines. To identify and truly understand the dateing factors for the future, as
well as the motivations of human actors, suffiderdophisticated methods are
required. The fundamentals pfospectiveas Berger articulated them are; see far and
wide, and analyze thoroughliprospectives about envisioning the consequences of
current actions and seeing how these consequengés mpple throughout various
domains of activity.

Berger also added two important dimensions topteespectiveattitude. The first

dimension which Berger considered to be of utmogtartance was to take risk.
Prospectivefavors audacity and risk. Risk is permissible liseaunlike short-term

decisions whose consequences unfold in the nearefgtand are thus irreversible
and require a greater degree of prudence—long-teramsions can be continually
updated depending upon unfolding circumstancek-Rigng is also required in a
world which is becoming less and less predictalrlesuch a world, organizations
must innovate; and provoking change requires a kiggree of risk. The second
important dimension that Berger articulated consdraman values or what Berger
called ‘1a finalité de prospective Prospectiveis a normative philosophy and must
be concerned with desirable futures as well asilplessnes.Prospective therefore,

allows an organization to construct its own desfrgdre. For Berger, even if it were
possible to anticipate all possible future outcgnalesng so is futile. What matters is
to anticipate what would happen if humankind didhiny to change the course of
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the future, then determine which human actions ddd required to provoke the
desired futureProspectivethus liberates humankind from the grips of detarsm
(Berger, 1959). Berger reminds us of the importdistinction between means and
ends, where human values may be considered the é&ut®rding to Berger, human
values must be at the center of both human desisiod their subsequent actions.

Prospective: from Theory to Practice

Between 1959 and 1960, the principal charactesistit prospectivewould be
articulated and the firgprospectivestudies undertaken. The philosophy of Gaston
Berger would be elaborated by close colleagueseo§ @&, particularly Pierre Massé
and other members of ti@entre International de Prospectivd ogether, Massé and
Berger would clarify and articulate the nuances prattice ofprospectiveas well

as define pragmatic guidelines fmospectivestudies.

The future ultimately belongs to human agency. Tlius subject oprospectivels
how to take effective action in light of human desProspectivas also a practical
science which goes beyond merely applying scientifethods to human problems.
To be effectiveprospectivanust induce a veritable shift in perspective amibrage
who patrticipate irprospectivestudies. The goal is not to observe the futurenftbe
present, but rather to observe the present fronfuttuee. This virtual retrospection
allows one to make more effective choices in thes@nt by first considering one’s
ultimate objectives. Of course, the ultimate obyes cannot be separated from the
possible means to achieve theRrospectiveallows one to reconcile ends with
means, as well as the current situation and theeraof choices it affords.
(Berger,1959). Thereforeprospective requires that participants reconcile both
possible futures with desirable futures.

Prospectivestarts by collecting facts and then analyzing thenorder to discern
general patterns and trends. Themwpspective elaborates various options and
determines possible objectiveBrospectiveeschews the following; preconceived
ideas, posing irrelevant questions, and falling/gcewasting time elaborating dead-
end ideas. Prospectivemust continuously challenge organizational obyedti as
well as the rules which govern organizational actiqBerger, 1960). To achieve
these ends, reason alone is not enough; we musipcal the imagination.

Every organization must deal with the randomnesstsobperating environment.

Every possible applicable strategy corresponds limiéed set of possible futures.
Prospectiveallows an organization to determine these possiilees and evaluate
them both qualitatively and quantitatively. In thosases where the most likely
futures include unfavorable elements, the rolgrmifspectiveis to determine which

strategies will eliminate or minimize these unfakle elements. (Massé, 1959).

The practice ofprospectiveis often complicated by the difficulty of considey
multiple time-horizons simultaneously. The overwhielg complexity and
interdependence of activities occurring in thesadtipia time-horizons, requires the
team to agree upon a single, common time-horizéws fime-horizon must extend
beyond the problem under study, however extendiriga far discourages action.
Furthermore, the definition of this time-horizors@lserves as a timeframe within
which projects must be carried out, and an effectileadline such that project
planning can be done accordingly.



Prospectives ultimately about discerning hidden factors whdrive and condition
social change. Practitioners must avoid #t@tus quohypothesis which is often
“...an ignorant prayer, a sign of weakness, and reaefrom the responsibility of
profound analysis and decision-making” (Massé, 1989s always a good idea to
question the validity of permanence, which is lkly; the fact that determining
factors are prone to reversals in the long-termthgyrisks involved in taking the
easy route (and conversely the virtues of takirgydifficult one), and above all by
inevitable social change. Again, it's not enoughy to assume that such reversals
will take place, rather you must determine theiteptial impact and the timeframe
within which they will occur. Therefore, participgrmust corroborate intuition with
reason by considering key factors as a group. Hvdrese key factors may seem
insignificant today, they may have enormous conseges for the future.

Prospective in America

An important bridge in Foresight between Europe @redUnitedStates was the late
(1921-2007) Wharton professor, Hasan Ozbekhan. Kbapewas born in Turkey,
studied law in Paris, and managementin London beéafounding the influential
Club of Rome with Aurelio Peccei and Alexander Gtakis. Ozbekhan was also the
Club’s first director. Among Ozbekhan’s most famgublications were; "Toward a
General Theory of Planning" published by the OE@D¢ "The Predicament of
Mankind" which was a summary of the goals of thebCbf Rome's subsequent
work. A polyglot, Ozbekhan consulted to companregions and regions around the
world, particularly those in Europe and North Angari Michel Godet once asked
Ozbekhan how he would translgteospectiveinto English. Ozbekhan replied that
there is simply no English word that can adequatalyture both the pre-active and
proactive aspects piospective

Another bridge between Europe and the America va#ipect to Strategic Planning
and Scenarios was Fritz Zwicky, a Swiss-born astrer working at Caltech in the
United States, who had developed a method for ammgycomplex problems called
morphological analysis. Zwicky published his resuih 1969. The idea behind
morphological analysis is that one is able to epglall possible solutions to a
multidimensional problem. Initially used for the védopment of jet propulsion
systems, morphological analysis quickly transitobie areas of sociological interest
and eventually, by way of Michel Godet, to Scendlanning. It's quite possible
that Zwicky had been influenced by TRIZ'eppus pemenusn3o0peTaTebCKux
3amau OF Teoriya Resheniya lzobretatelskikh Zadatch Whteans ‘The theory of
inventor's problem solving’ in English). TRIZ wagwtloped by Soviet engineer
Genrich Altshuller beginning in 1946 and uses itgnoform of morphological
analysis which has been evolving ever since. Mdagical Analysis is also the
foundation for Russell Rhyne’s Field Anomaly Rel@xa method, which shares
similarities with some Scenario Planning approaclzasgicky’s contributions had
been all but forgotten until Michel Godet revivéegm in the 1970’s.

14 Based on conversations with Michel Godet and trekpGodet, Michel. Creating Futures: Scenario Flagis a
Strategic Management Tool. London: Economica, 2006
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Among the most active champions of the French dobbprospectivewas the late
medical doctor and Nobel Prize laureate André Canan(1895-1988). It is often the
case that those involved in science and technodogyattracted to foresight for the
simple reason that the evolution of science ankdn@ogy has had, and continues to
have, an increasingly important impact upon soc@nge. Cournand was awarded
the Nobel Prize in Physiology (Medicine) in 1956rad with Werner Forssmann and
Dickinson W. Richards for the development of cacdiatheterization®

Cournand was born and educated in Paris and aagbeof 36 he moved to the
United States where he became a faculty membeolaiia University College of
physicians and surgeons. Despite having movedettJthted States, Cournand never
forgot his French roots and became chairman oLt{fvée Francaise of New York.
Cournand had been introduced to and was profoumdliyenced by the work of
Gaston Berger and the French schoolpobspective Cournand stated that the
paradox that Berger discovered was the followingin"a world in which change is
ever more rapid, the ability to foresee the futwith clarity becomes progressively
more essential, and yet it is in just such a wdrht the inadequacy of conventional
techniques for linear forecasting an extrapolatl@eomes most obvious."46 Upon
retirement from medicine, Cournand dedicated himselthe diffusion of the
methods of Berger and the French schogbrafspective particularly in the United
States.47 In his autobiography, Cournand wroters&aded of the need to introduce
prospective thinking and methods into this counpgyticularly as they relate to
conceptualization and planning of education, | beza missionary on its behalf in
the United States:®

Cournard courted Christopher Wright who was theredador of the Columbia

University Council for Atomic Age Studies. Aftertamding several fortnightly

luncheons, Cournand was successful in establisimntP64, the Institute for the

Study of Science into Human Affairs (ISSHA). Unfarately, the institute would

have a relatively short life and was effectivelgdtilved in 1968 when Columbia
University leadership changed. Nevertheless, at Glolege of physicians and

surgeons, where Counand continued to exert sorhesinde, ISSHA projects began
to bear fruit. In particular, Cournand was sucadssfimplementing three programs
at Columbia University in; 1.) the history of meidie, 2.) computers and medicine,
and 3.) medicine and society. Lectureships and sgmapwere established, and
courses taught in these subjects were made awailallColumbia students at large,
and these subjects were integrated into the meslatedol curricula as electives. The
goal of these programs was not to communicate figaldfacts, but rather to put the
history of medicine into a broader philosophicatl @ociological perspective, thus
facilitating greater understanding and better decisnaking about medical research,
biomedical engineering, and medicaltechnology.

In a presentation given at a symposium on educdtield at the University of
Geneva, Cournand said the following; "It will be myrpose in the first part of this
presentation to describe a new form of thoughtew attitude towards planning of
the future and decision making in the present, emed in the 1950s and identified

15 Cournand, André, and Michael Meyer. From Roots—dtelBudding: The Intellectual Adventures of a Madlic
Scientist. New York: Gardner Press, 1986. Chapter 6
16 Cournand, André, and Michael Meyer. From Roots—dtelBudding: The Intellectual Adventures of a Madlic
Scientist. New York: Gardner Press, 1986. Chapter 6



asprospectiveby the French philosopher and educator GastoneBefte need for a
radically new form of education has surely been fil some time but finds most
succinct expression in the perspicuous statemeatie M0 years ago by Paul Valéry,
the French poet and philosopher: 'La responsitb® éducateurs est de préparer les
hommes a faire face a ce que qui n'a jamais éwghw translate: the responsibility
of the educator should be to prepare man for whatever been. Indeed, the impact
of science and technology on the life of the indiingl, and on society, has become so
important and increases in such an acceleratetimhythat it is no longer possible to
forecast the type of activity that young and adukn and women may have to
pursue in the future. Therefore, at least as gaeateight should be given to the
education of the mind, as to the acquisition of cdfge knowledge or the
development of technical skills which, at the tithey will be applied, stand great
chances of having become obsolete alreafly."

In 1963, a colloquium omprospective sponsored by the Twentieth Century Fund,
was held at the Institute for Advanced Studies rtdeton, chaired by Robert J.
Oppenheimer. The purpose of the colloquium wasitmduce the ideas of Gaston
Berger andprospectiveto the United States. The colloquium was predipitaby
discussions in the early 1960s amongst Edouard t&iro(then French cultural
attaché and close to both Cournand and Berger)r@ady and Adolf Berle (former
assistant deputy secretary of the US State Depattra@d then chairman of the
Twentieth Century Fund). The purpose of the colloquwas to bring together
members of the International Centre of Prospectawel leading Americans in
governments or other responsible positions of ptapand decision-making. Among
those in attendance include; Arthur SchlesingerdrAnCournand, and Pierre
Massé'®

Although Cournand had some influence on America@nse and technology policy,
had not been particularly successful in introducihg term prospectivé to the
United States, at least not beyond what prospectoenally means in everyday
spoken American English.52 Nevertheless, thereahagys been, and continues to
be a fruitful cross-pollination of ideas and phdphies concerning strategic planning
across the Atlantic.

*

Between 1955 and 1960, Gaston Berger and the merob#reCentre International
de Prospectivavould outline the foundations of a practice whwbuld ultimately
spread to organizations in France and throughauwibrld. Among these important
ideas; the necessity to separate the exploratony the normative, the importance of
weak signalS, the role of imagination, and the difficulty of rsidering multiple
time-horizons, etc.

17 Cournand, André, and Michael Meyer. From Roots—dtelBudding: The Intellectual Adventures of a Madlic
Scientist. New York: Gardner Press, 1986. Chapter 6

18 Cournand, André, and Michael Meyer. From Roots—dtelBudding: The Intellectual Adventures of a Madlic
Scientist. New York: Gardner Press, 1986. Chapter 6

19 Paraphrasing wikipedia, weak signals may be unoledsas advanced, noisy and socially situated italisaf
change in trends and systems that constitute riornmational material for enabling anticipatory acti Furthermore,
the fact that they are weak today, does not meanwion’t be important in the future.
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After the death of Berger in 1960, tRntrewould continue its mission thanks to
the support of a dedicated group of strategistsluding; André Gros, Louis
Armand, Pierre Massé, and Francois Bloch-Lainéiriguthe same time, Bertrand de
Jouvenel wrot&@ he Art of Conjecturél964) and introduced the concepffaturible

(a word derived from the combination of the Frenebrds futur and possible
translated simply into English gsossible futurg Bertrand de Jouvenel's work
borrowed much from the work of T&entury Spanish Jesuit, Luis de Molina.
Unfortunately, de Jouvenel never referred to Ga&erger'sprospective In 1972,
Bertrand de Jouvenel would carry on the legacyhef Gentre International de
Prospectiveat Futuribles Association Internationala think-tank which had been
created a few years earlier in 196-uturibles consulting practice as well as the
journal Futuribleswere both developed subsequently in 1975 by ms Hogues de
Jouvenel. Since the early 1970s, beginning withaigk at SEMA®, Michel Godet
has contributed significantly to the theory andcpice of prospectiveas well as
promotingprospectivahroughout the world.

0 SEMA stands foSociété d’Economie et de Mathématique Appligaéeshad been an important research center
contributing significantly to the domains of; opéwas research, decision-making, surveys, and ofsegprospective
Within prospectivethere were two principal research areas; regamaisbusiness. The latter was directed by Michel
Godet.



B Chapter 1: Some Rigor for Global and Systemic
Approach

Action is taken in the anticipation of a produciagoal; and so action taken in the
absence of a goal is meaningless. Therefgmspective cannot be readily
dissociated from strategy. Nevertheless, the coxtplef contemporary problems
and the need to resolve them collectively compsltowise methods as rigorous and
participatory as possible, lest their solutionsr&ected as partisan or arbitrary. At
the same time, we must keep in mind the inheremtdiof quantitative models, and
remember that people are guided by intuition arskipa as well as rationality and
logic. Our mental models are merely inventionshef tmind and represent a world
unwilling to be constrained by equations. If evhmyy were predetermined, then
individuals would have no role to play in affectitige outcome of their lives or their
social environments, and therefore life in gener@lld have no meaning. Surely, we
must employ our faculties of reason; however, watrmnecognize both their inherent
limits and virtues. We should remember that imuitand reason are not opposite,
but rather complementary faculties. Thus, in ortierremain a productive and
credible disciplineprospectivarequires rigor.

The debate concerning human agency with respeatidnge and the utility of using
strategic methods to produce desired outcomesten @ncumbered by a recurrent
skepticism which surfaces despite the soundnessvaratity of arguments which
favor the use of such methods. The debate is funtheldied by: confusion between
the concepts ofprospective planning, and strategy; the interest in assigning
guantitative probability to scenarios; the deswefurther complicate the already
complex tools ofprospective and the attempt to apply the tools of corporate
prospective which have proven to be very useful in that ceitd other domains.
The accumulated experience of the last thirty yeamsking in the field of
prospectivepermits us to bring clear responses to all oféhggestions, and each
shall be covered in turn in the following sections.

Prospective essentially involves anticipation (pre-activityp tclarify present
decisions and actions in light of possible and rde# futures. Nevertheless,
preparing for foreseeable change doesn't preclude foom provoking desired
change (pro-activity). Anticipation can only bensformed into action with the
emotional investiture (appropriation) of the stadelers involved.

There appear here two symmetrical traps which doeld avoid. The first consists
of imposing the advice of the experts without flislying into the solution. It's a bad
idea to want to impose a good one. The second sisns favoring the consensus of
the group and patrticipatory process at the expehegpert advice and other rational
inputs. Without a good measure of rationality aefliection, a participatory process
yields little. Change requires the kind of couraigat groups often find difficult to
muster. Consider the case of sustainable develapm€urrent generations will
always place their own interests before those nfréugenerations, and are therefore
reluctant to make sacrifices which would change s$ketus qug even if they
understand that they are simply transferring busdéa future generations.
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Courageous decisions are rarely consensual. Therefb prospectivemust be
participative, then the strategic decisions whiltofv must be left to competent and
courageous executives or government officials, sot@ avoid the trap of
participatory tyranny.

Let's return to the sources pfospective According to Gaston Bergeprospective
requires “seeing far and wide, analyzing thorougthinking about humankind, and
taking risks” (Berger, 1959). Since the 1970s, \mgehencouraged others to adopt
the following three additional characteristics ppbspectiveoften neglected by our
forerunners: (1) see differently (distrust preconee ideas); (2) see collectively to
ensure that all those concerned are properly veatetl (3) use methods as rigorous
and participatory as possible to reduce the inaotees which often accompany
group processes.

Humankind thrives on hope. Nevertheless, the cidlieaesire for a better future is
best expressed when it is channeled through rigonoethods. The Basque region
study (Mousli, 2004) and the isle of Martinique dstu(Derné etal., 2008) are
exemplaryprospectivestudies in this regard. The Basque country stuelyan in
1992 with the support dDATAR (a name derived from an acronym describing the
French Ministry of Regional Development) and thetipgoation of key stakeholders
living and working in the Basque region. Tpspectiveworkshops at St. Palais in
South-western France assembled more than 100 pe@gésted officials,
economists, academics, etc.) and lasted two fy.déhe workshops were featured
prominently in regional news media in South-westBrance and ongoing news
coverage lasted almost two years. The isle of Migndie study began in 2006 at Fort-
de-France under the auspices of the Martiniqueonadiauthority and lasted more
than a year. The study mobilized representativas fthe French republic, regional
administrators, local executives, as well as reprdives from the civilian
population. The goal of the study was to defindaa ffor economic development for
the island. Considerable effort was made to engbet each citizen had the
opportunity to participate in the project. Both jecis were outstanding successes
and remain references to this day.

I. STRATEGIC PLANNING, LA PROSPECTIVE AND STRATEGY:
WHAT'S THE DIFFERENCE?

The three concepts gdrospective strategy, and strategic planning are intimately
related in practice and each one refers, in pathe others. All of these approaches
refer to a set of definitions, problems, and methetiose specificity is weak, given
the vague terminology. With all the buzzwords aatdd synonyms, some readers
may wonder how we can make sense of anything tetatstrategy. Some might ask
if these approaches are not all quite similar. Aftié do we not already have a series
of practical methods that are actually more usifsibfar as their limits are known?
We can answer with equanimity and without hesimgtibere already exists a well-
defined toolbox forprospective Informed managers would do well to acquire this
toolbox whose benefits include; creating a commamgliage around a particular
project, effectively harnessing the power of cdilex thought, and reducing the
inevitable biases among participants. To achievthisl, however, we must return to
the fundamental concepts mfospectiveand to its history.



In order to be fruitful, the marriage betweenospectiveand strategy must be
incorporated into daily operation®rospectivemust be appropriated by all the
stakeholders involved, from the top of the hiersgrdo the bottom, thereby
mobilizing the collective intelligence of the orgaation. Although the union
betweenprospectiveand strategy may have been inevitable, it hasaioéyt not
cleared up any confusion in terminology. In the ,dmulvever, these ideas are much
closer than is generally admitted. In fact the migén of planning put forth by
Ackoff (1973), “to conceive a desired future as Iwed the practical means of
achieving it”, does not differ much from the one suggest foprospectiven which
the dream infuses reality, where desire is the yotyde force of the future, and
where anticipation sheds light on the pre-active thie pro-active.

Managerial fads may come and go but they always bae common denominator—
people need to be motivated by new challenges.oDfse, the process of getting
people involved is considered the objective to Iaimed no matter what the
outcome. In this way, strategic analysis can géeeea synthesis of collective
commitment, contrary to the early ideas expressgddbnry Mintzberg (1994).
Indeed, the real difficulty is not in making thght choices but in making sure that
each participant asks the right questions. Remertiteeradage, "A problem well
stated (and shared by those concerned) is alresdtigdived.”

There is a considerable accumulated body of knayded the study of strategy. For
example, the classic analysis using threats andrappties (SWOT: Strengths

Weaknesses Opportunities Threats) clearly showtsvteacannot limit our analysis

simply to the competitive environment in searchsbbrt-term profits, as the early
writings of Michael Porter might lead us to believehe fact that many uncertainties
hang in the balance, especially over the long-tarngerscores the need for the
construction of scenarios to clarify strategic op8 and to ensure continued
organizational growth.

Therein lays the difference between winning andnipsompanies, as Hamel and
Prahalad (2005) point out in the following paraglerdVe had to conclude that some
management teams were simply more anticipatory tithars. Some were capable
of imagining products, services and entire indestrihat did not yet exist and then
giving them birth. These managers seemed to sasdime worrying about how to
position the firm in existing competitive space amate time creating fundamentally
new competitive space. Other companies, the laggangtre more interested in
protecting the past than in creating the futuféis paraphrased passage reveals the
similarities between strategy aptbspective Strategy uses foresight and innovation,
while prospective uses pre-activity and pro-acgtivilevertheless, we are essentially
talking about the same thing.

Given this similarity, the ternprospective stratégiquer strategicprospectivehas

been circulating since the late 1980’s. We wondea istrategist is capable of
operating in a way different from that which wassdéed by Gaston Berger;
“seeing far, wide, and deep, while taking risks #mdking about humankind” (See
Gaston Berger, 1959.) Conversely, to quote Gasengd® once again, “Looking at
the future disturbs the present.” We add a conatusd his remark: “and anticipation
encourages action”. By now we are convinced tha&nago planning is often
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strategic if not through its outcome at least tigtoits intentions. Similarly, strategy
calls uporprospectiveo clarify choices made with the future in mind.

1. A Necessary Clarification of Concepts

The so-calledRise and Fall of Strategic PlanningMintzberg, 1994) has not
exhausted people’s interest in the subject, whicy rhe a relief to Mintzberg
himself. Strategic planning will always be of irgst to managers because of the
independent nature of each of its components am@dhtingent nature of business.
To paraphrase Mintzbergan organization can plan (take the future into
consideration) without actually committing to plama (a formal procedure) even if
it does draw up some plans (explicit intentiorig).reality, the issue is not really
planning, but rather the manner in which planns@xecuted. The graft of strategic
planning only takes hold if it is integrated intbet culture and identity of an
organization. To use another metaphor, the geadswdlopment depend not only on
logic, but also on human emotion and behavior. Ildetite idea of strategic
management, which is almost a tautology accordmgBoyer and Equilbey’s
definition of management (1990), “The art of mamaget is to make the
organization serve strategy.” Yet management gifithoes not constitute a strategy.
Strategy shapes management but also presupposestivdg and related tactics
(contingent decision-making). One wonders how seriauthors like Mintzberg
reject these distinctions or continue to use the &rategicmerely as an adjective
to qualify anything which appears important. Iighhtime we clarify these concepts
S0 as to avoid giving different meanings to the esavord, or use different words to
mean the same thing.

For traditional authors, such as Lucien Poirier8@)9and Igor Ansoff (1989) the
notion of strategy refers to a firm’s actions upisnenvironment and reflection upon
that action. Without hesitating, Lucien Poirier dgbe termstratégie prospective
which we have callegrospective stratégiqugstrategicprospectivi Obviously, the
two notions are distinct but often associated. Haxe some authors, including
Fabrice Roubelat (1996), maintain tpmbspectivels sometimes strategic and other
times not. Roubelat bases his comments on Jacqessutné' (1994) to conclude
that; “A strategic decision is either one that teeaan irreversible situation for the
entire organization or one that anticipates anrenmental change apt to provoke
such an irreversible situation.”

According to Lesourne, a strategic decision woukkely be one "that forces the
organization to ponder its very existence, indepeod, mission, and field of
activity.” Exploratory planning need not necessabié strategic in nature—in other
words, lead to an irreversible decision. The adsgaf using these strict definitions
is to avoid applying the wordtrategic to mean anything that merely seems
important. Of course prudence and common sen®# g1b the equation as well;
consequently, our efforts are not limited to mewmeiing about risks of ruptures, and
strategy is not reduced only to decisions of aeversible nature for the company. It
is true that the borders are fuzzy and impossiblédlimit completely. The same

21 According to Lesourne; "For every organization [thé notion of strategy is inseparable from thatrefversibility
on a grand scale".



may be said for decisions, for as Jacques LesGuonee put it: “major decisions are
rarely made, they become increasingly improbable tlas small decisions
accumulate”. For the organizatigorospectiveis not charity, but rather reflection
with a view towards clarifying action, especiallgtian of a strategic nature.

2. From the Desires of La Prospective to the Realities of Strategy

It is always tempting to mistake our desires falitg. However, just because certain
scenarios appear desirable, we do not have to trafentire strategic plan of an
organization according to this pro-active visioorsd. We need to be pre-active too,
in order to prepare for expected changes in therdubusiness environment. Every
possible scenario is neither equally probable wooialty desirable, and one ought to
distinguish the strategic environment from the tetyees of its actors. Thus, the
success of the wordgcenariohas led to a certain amount of abuse and subsequen
confusion, which we are now compelled to clarify.

It is thus judicious to distinguish between the lexgtory and normative phases of
prospective The former explores possible futures, while Ititer is focused on the
identification of stakes and stakeholders, and eladoration of strategic choices
which will permit an organization to provoke itsstted future despite the inevitable
challenges which lay ahead. The distinction beivtbese two phases is all the more
important when the strategic choices are conditofyy a relatively strong
uncertainty in the strategic environment.

It is also important not to confuse scenarios wsthategic options, since they
implicate a distinct, though not necessary mutuakclusive set of internal
stakeholders. The exploratory/anticipatory phdgeraspectivgthat which includes
the elaboration of scenarios) is duty bound to $@articipatory and collective as
possible, and assumes the implication of a largebau of participants. This early
phase, therefore, requires the rigorous applicaifahe tools ofprospectiven order
to organize and structure the proceedings in spaent and efficient manner. On
the other hand, for reasons of confidentiality amdponsibility, the phase of
prospectivewhich elaborates strategic choices, is left to toenpetencies of a
limited number of persons, generally the executivelected officials, or the
members of the board of directors of an organinatio

Strategic decisions should be made by executiveagenent. This latter phase,
therefore, does not require as much structure. ekleeutives will be presented with
a deliverable (a report) from the first phase. Tredter reviewing possible strategic
options, they will make their decision(s). It's noécessary to impose a formal
procedure here, as one assumes that executivassegeto making decisions in a
manner to which they are accustomed. The toolsra$pectivetherefore are useful

for preparing strategic options, but they mustri&rfere with the liberty of executive
decision.

3. Which Strategies for which scenarios?

22 stated during a conference given at the Conserealiitional des Arts et Métiers in Paris in 1982.
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There are no statistics on the future, and thesefahen faced with an uncertain
future, personal judgment is often the most rediaddement available. Therefore, it's
important to gather as many informed judgments essiple and then forge a
consensus. As with a good gambler in a casinmglesbet doesn't count for much;
rather, it is the net winnings which make the d#fece in the end. Also, the value of
consulting outside expertise is often the subjéctamtroversy. Our conviction is
simple in this regard; insofar as an expert reprssa fresh perspective, his or her
point of view should be taken into consideratiom.the end, the participants will
make up their own minds as to the reliability opext advice and orient their action
accordingly.

The uncertainly of the future can be evaluated ssce number of scenarios which
share the field of probable futures. In princiglee more scenarios elaborated, the
greater the uncertainty. However, it's importantadce into consideration the content
of the various scenarios since the more probablengnthem may be either very

similar or quite contrasted to one another.

In theory, two possible situations may present sedues. If certainty is strong,
which is to say, a limited number of rather simgaenarios occupy a majority of the
field of probable futures, then one could thenesitbpt for a risky strategy (taking a
gamble on one particular scenario among the mariegme), or for a robust strategy
which will likely withstand any possible foreseealtenario. If the certainty is weak
(the majority of possible scenarios cover a wigddfof probable futures, or the more
probable scenarios are highly contrasted), thenooigét to adopt a flexible strategy
which includes the maximum number of reversibleicdm Of course, the risk with
this approach is risk aversion. Adopting a reldyiveonservative strategy will not
likely lead to great losses; but neither will iateto great gains. In the end, such a
strategy may ultimately represent a lost opporjunialso, experience shows that in
general, a small number of scenarios are enougbver most probable futures.

4. Four Attitudes when Faced with the Future

Pressing problems which require urgent action tadaythe direct result of a lack of
anticipation in the past, and often draw resous&ay from more important tasks
like long-term organizational development. In a Mahat is constantly changing
and whose trends are prone to quick redirectionsven reversals, an increased
effort in foresight (specifically in the domains ¢échnology, economics, and
society) is crucial for an enterprise which aspi@save a flexible strategy—which
is to say, the ability to both react nimbly to fleeces of change and stay the course.
In order to master change, organizations must ctyreanticipate shifts the in
technological, competitive, and regulatory enviremts, and then do so neither too
early nor too late.

According to Hasan Ozbekh&hhumankind has the choice between four attitudes
when faced with the future; (1) the passive acwanp accepts change without
challenging it; (2) the reactive actor, who waity the alarm to sound before
extinguishing the fire; (3) the pre-active actohonprepares for foreseeable changes

2 Hasan Ozbekhan was a professor at the Wharton Behtie University of Pennsylvania and scientifazinselor to
the research group on the future at the UnivesitQuebec. He was one of the founders of a thebplanning in
which scenarios play an important role. | had bigtaarticipated in a study commissioned by DATARthe scenarios
method (DATAR, 1975).



because an ounce of prevention is worth a poundudd; and (4) the pro-active
actor, who acts to provoke desirable change.

In the context of a crisis, reactivity trumps thber attitudes. Likewise in the context
of growth, pro-activity is the most important atte, notably in the form of

provoking change through innovationProspective which is anticipation in the

service of action, is necessarily the combinatiballahree attitudes.

5. Five Fundamental Questions Strategic Foresight

If the concepts ofprospectiveand strategy are intimately related, they remain
distinct entities and it is necessary to distingigtween: 1) the anticipatory phase:

in other words, the study of possible and desira@hbianges, and 2) the proactive

phase. In other words, the working out and assgssipossible strategic choices so

as to be prepared for expected changes (pre-g¢taviid provoke desirable changes

(pro-activity).

The dichotomy betweenxploring and preparing for a proactive course of action
implies the following five questions: (Q1), whatutd happen? (scenarios) (Q2),
what can | do? (strategic options) (Q3), what witlo? (strategic decisions) (Q4),
how will | do it? (actions and operational plangydaan essential prerequisite
question (Q0), who am 1? All too often ignored, firerequisite question (QO) is the
starting point of Marc Giget’s strategic approatB98). Question zero (Q0) is not
dissimilar from the admonition inscribed above émérance to the temple of Apollo
at Delphi,“Gnothi seuauton”or “Know thyself* and forces one to consider one's
strengths and weaknesses before embarking upostratggic process.

Only prospectiveis concerned with (Q1l) what could happen? The nmbnam
organisation begins to inquire (Q2) what can | dbfa inquiry moves into the
strategic realm. Once these questions have beeschmd, the strategic inquiry
continues with two more questions; (Q3) what willd?, and (Q4) how will | do it?
The relay betweeprospectiveand strategy is between (Q2) and (Q3).

Naturally, there are exploratoprospectivestudies which do not have a particular
goal in mind, and are therefore not stratgmec se There are also strategic analyses
in which theprospectivecomponent is embryonic or absent altogether. ti®isake

of clarity then, the expressigrospective strategiqugstrategicprospective will be
reserved for studies having strategic ambitions aibjectives for those who
undertake them.

6. The Factors of Economic Development are Principa Iy
Endogenous

Unfortunately, anticipation is hardly practiced armgotoday’s managers. Lack of
anticipation in the past has led to present simatin which yesterday’s apparently
irrelevant questions become today’s urgent matteasrequire immediate attention.
Although reactivity is not desirable in the shatr as an end in itself, the ageless
advice of Seneca rings true here: “Not a fair wioldws for him who knows not
where he goes.” Anticipation enlightens action dewlds it meaning as well as
direction. If there is no direction for the futurdhe present is void of meaning.
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Similarly, a dream is not the opposite of realityt lbather the incubator of it. All
projects must be driven by desire.

Why and how to anticipate? What are the strategisequences of mutations in the
business environment? How can we challenge indalgdand motivate them to act?
And finally, what is the future of management? Tégponses to these questions are
related, as organizational motivation (internal)d astrategy (external) mutually
reinforce one another.

For a number of enterprises in difficulty, the stiipck can be best explained by
management's internal deficiencies, rather thaa bgging external storm—a good
captain is the key to any winning team. The id&a0 must know how to anticipate,
motivate, persist, and react quickly. A good degton is not enough for a good
strategy; one needs a well-motivated, flexible, eomhpetent team. With respect to
strategy for any given enterprise, the interiomfrand the exterior front are one in
the same. The battle can only be won on both $reimiultaneously, or on neither. In
other words, faced with the changes in one’s gjratenvironment, the future of an
enterprise depends in great part on its intermahgths and weaknesses.

The strategic gap i.e. the disconnect between the company's obgctand its
overall growth is perhaps less important thanpégormance gap What ultimately
counts is being profitable in those markets wheesenterprise is active. One of the
reasons to bridge thperformance gaps to make up for thenanagement gap
Bridging the latter requires adaptation of botliatures and behaviors at the heart of
the enterprise. The principal factor limiting thevdlopment of an enterprise is the
human factor—in other words—the time necessarydin employees and motivate
them around particular projects. Of course, aripachat does not have a concrete
goal does not have meaning. It's anticipation tviclarifies action and gives it both
meaning and direction.

Whatever uncertainties loom on the horizon, eveganization is confronted with

the same trends and must deal with the same rgpiurine future. So, as always,
it's the behavior and qualities of people which enttie difference between winning
and losing organizations. Events in the externairess environment require the
enterprise to react both quickly and flexibly actog to the means with which they
are disposed. Furthermore, since change is cdnsteamagers must avoid radical
structural changes which would render the orgamiaatecalcitrant to subsequent
adaptation.

1. FivE KEY IDEAS OF PROSPECTIVE

Strategists don't predict the future, and those wihedict the future are not
strategists. The future is not written, rathereitnains open. The future is multiple,
undetermined and open to a large variety of pdggisi That which will happen
tomorrow depends less on prevailing trends or amyaf fatalistic determinism, and
more on the actions of groups and individuals enfite of these trends. If the future
is, at least in part, the fruit of human desireenthihe following five key ideas of
prospectiveshould keep in mind.

1. The World Changes, but Problems Remain



After almost a quarter century of reflection prospectivein an urban planning and
corporate context, and working to solve the majesués which confront
contemporary society, we are able to make thewviatig observation, which is both
widely known, and yet generally ignored. The obagon is this:it is always
humankind and his organizations that make the mdiffee Thus, if a company is in
trouble, it doesn't do any good to make a scapegottof technology or unfair
foreign competition, and then proceed to rectify #pparent problem by subsidizing
the failing company. All too often the failure af arganization can be attributed to
incompetent management which is incapable of gdimn, innovation, or simply
motivating its workforce.

The world changes but the same problems remairh Sube observation that recurs
every time that we find ourselves faced with a pgobthat has already been dealt
with five, ten or even twenty-five years earlierhi§ axiom applies equally to
problems related to material resources like eneagytraffic control, and the postal
service, as it does to broader social issues lik@l@yment or education. Any
rational observer would come to the same conclusiotellectual investments made
in the past make the difference. By studying sua$t problems and their proposed
solutions, we can more easily find the mechanisimgak in our own contemporary
problems. Denis Diderot, the editor of thacyclopédigdescribed his project this
way, "The goal of thé&ncyclopédidas to encapsulate all the knowledge of the world,
and expose its general pattern to current anddujenerations, so that the work of
past generations will not be lost."

“Change is accelerating!” How many times have wart this affirmation? In the
1950s, Gaston Berger foundpabspectiveon a similar observation. The acceleration
of change requires humankind to envision theiroastidifferently, since tomorrow’s
problems will not be identical to either those oflay or yesterday. Indeed, as far
back is 1872, the 74 year-old French historiansIMe&helet observed that, “[...Jone
of the most important and least appreciated falctaioera is that the pace of change
Is accelerating at an extraordinary rate. In mgtilhe alone [...], | have seen two
great revolutions which in earlier times would hasken perhaps two millennia to
transpire.”

Humankind has a short memory, and we tend to igiistory and its lessons.
History doesn't repeat itself, but human behaviertainly does. Throughout

recorded history, human behavior has remained &taon Faced with similar

problems, humans tend to react in astonishinglylaimand therefore, unsurprising
ways. Thus, there are many important, though dibegotten lessons we can draw
from the past. The cycles of scarcity and abunddinked to speculation of price,

the alternating pattern of long periods of inflatimllowed by deflation, or even the
troubling coincidence between the demographic itiansand the economic and
political decline of a country. All of these phenena bear witness to this reality. It
IS no mistake that Gaston Berger got along so weh French historian Fernand
Braudel who revolutionized the way in which we urstiend history by studying

long-term, macro-historical patterns.

Every generation has the impression that it livean age of unprecedented change.
The bias is natural because this age is the ordyirowhich each of us will ever live.
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This bias is also the source of much exaggeratgarding the pace of change,
especially with respect to technology.

2. Human Will Is Required in the Face of Chance

As the American meteorologist Edward Lorenz (19d@@nonstrated, mathematical

models of complex systems have limited utility. spige the fact that these models
are highly deterministic, their behavior is unpctable due to feedback which serves
to amplify or dampen minute mis-measurements takehe initial state. The results

of such models are therefore unreliable beyondyasteort period of time.

The real world is way too complex for anyone to éadpr a mathematical model
which might reveal some sort of hidden determinignd even if we found it, the

uncertainty, inherent at every measurement, edpectated to social data, would
keep it open to a broad range of possible futuf@saos theory tells us that
determinism is indeterminable. Therefore, one nagsts if all bets were off, and as
if human desire will dethrone the tyranny of chance

Attempting to understand and imagine ruptures (b#tions) in the future is a
difficult exercise. "What events or innovations are going to remain ovth
consequence, and which are likely to have globalaith and irreversibly determine
the outcome of civilization? Furthermore, what tre zones of choice and the zones
of stability?' These are the questions about which llya Prigo@if80) wondered.

These potential ruptures in the Schumpeter sendedérm are on the daily menu of
prospective Identifying the range of possible futures througk use of scenarios
allows one to discover possible bifurcation poirttee paths which might lead to
them, as well as the consequences which might trésah them. Thus, the

parameters of these bifurcations are the key vi@sadifprospectiveanalysis.

3. Let’s Stop Complicating the Already Complex

Do we really need complex tools to decipher the merity of reality? We think
not; in fact, quite the contrary. The great geesuthroughout time—those who have
been blessed with an ability to think about higbbmplex ideas, also know how to
think abstractly, and thus are able to discover riflatively simple laws which
describe the elegant behavior of our universe. ovine more famous examples of
such elegant thinking are the principles of therymashics and the theory of
relativity.

Maurice Allais (1989), a champion of simplicity ande of the greatest economists
of his time said the following;A theory in which neither the hypotheses nor the
consequences can be reconciled with reality isoagaientific interest."He adds that
there are never perfect models, but rather onlya@mate ones:given two different
models of reality, the better will always be thatiethh both represents a scientific
observation and yields its data in a more simplifiway.” This observation is
reassuring for those of us who have forgotten awets and perhaps disquieting for
those who like to confuse complicated with complexand likewise simple with
simplicity. The challenge of creating elegant medsimore ambitious than it seems,
because it's always easier to make a model morelaated, or stated conversely—
more difficult to make it simple.



4. Ask the Right Questions and Distrust Preconceive  d Ideas

Too often, one forgets to ask if the questions gase well founded. There is no
good response to a bad question. So, what areitegacfor a good question? Since
there can be no right answer to a wrong questiom; tan we ensure that we are
indeed asking the right ones?

Light creates shadow. Logically then, if the megramote certain problems, they
mask others or make them disappear altogether.|&ojeas, which dominate the
news media, must be regarded with a certain degjrekepticism because they often
result in erroneous analyses. Maurice Allais feguamong the more objective allies
in this battlefield of ideas. Similar to Noam Chsky, Allais denounces what he
refers to as "the tyranny of dominant ideas". Infation is often censured by
conformism to consensus which agitates to situagdf iwithin the dominant opinion
and thus rejects the minority opinion. In otherrdgy that which may be correct
often has little chance of being heard. It's no demwhy certain subjects are never
broached at all.

So, one of the major objectives pfospectiveis to break organizational silence
(Morrison, Milliken, 2000) which limits the express of different, and thus

divergent ideas. In any given process of collecaxpression, collective rationality
(assuming that it is harnessed correctly) is netagt superior to that of the
individual. Notwithstanding the bias for confirmati—the fact that most individuals
are only interested in information which complensethieir own, thus leading groups
to study only the most obvious and least intergsidteas—several forms of self-
censure may take hold among inquiring groups (M&@@06). Among them are; the
natural attenuation of weak signals (including ralasignals) and disagreements
among group participants. These observations repdeEconceived ideas highly
suspect. Thus challenging members’ comfort-zonas, @ointing out their false

certitudes is an indispensable parpaodspective

Strategy does not escape the throes of conformigra—aitimate complacent and
passive attitude. How many investment or acqoisitopportunities have been
missed due to the myth of “critical mass” whichtasathat volume is imperative to
compete on a global scale? The reality is thatny given sector, there are always
small, successful firms. The best question to astoiv a company can be profitable
at its current size, and the appropriate size obrganization is most often dictated
by practical matters.

5. From Anticipation to Action via Appropriation

A global vision is necessary for local action. &ith of vision is needed if anything
Is going to happen, first, on a small scale, arehtlvithin the larger scheme of
things. Mobilizing intelligence is all the more etive if it takes place within the

framework of a specific project known to all. Imal motivation and external

strategy are thus like two sides of the same sbfepaper. They are also two goals
that cannot be reached independently.

It is through the process of emotional investityeppropriation) that projects
ultimately succeed. Due to its transparency, Eective process cannot lead directly
to strategic choices, which are by nature confidérdand must be taken by
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executives. However, a group process provides ithpetus for collective
mobilization, and permits the emotional investitwk the strategic plan among
stakeholders who are already intellectually and teaally invested in the strategic
process.

Intellectual and emotional investiture (appropdsaji is a compulsory stage if
anticipation is to crystallize into effective agtiowe turn to the ancient Greeks to
conceptualize this idea, the Greek triangle illtstd below. “Logos” (thought,
rationality, discourse), “Epithumia” (desire in @8 noble and not-so-noble aspects),
and “Ergo” (action or realization). The marriagepafssion and reason (of heart and
mind) is the key to successful action and orgaiarat self-actualization.

Action
Strategic
will

Anticipation
Prospective
thought

Appropriation
Collective
mobilization

Figure 1: The Greek triangle grospectivgconceived in 1995). We can
express the same message in color: the blue ofreakbn mixed with the
yellow of warm feelings produces the green of fawilt action.

The age-old dialectic between intuition and logic dhe link between thought and
action appears clearly here. Once it is time to iags too late to think. Likewise,

when one thinks, one should take time and not bleead by an emergency. Action is
commanded by a reflex whereas reason is generaltyirhted by intuition. This

impression fools us into thinking that the reflex @ct happens without any prior
meditation. William Blake (1790) put it nicely, “Wiout contraries there is no
progression. Attraction and repulsion, reason andrgy, love and hate, are
necessary to human existence.” In the end, thaakyris no opposition between
intuition and reason, but rather only complemetyari

111. STRATEGIC FORESIGHT

Many of the tools that we require to solve conterappproblems, complex as they
may be, have already been invented. Indeed, thakighworld changes, there
remain, throughout time, certain invariants andilainities in the nature of the
problems with which we are confronted. There is\aed to reinvent the wheel. We



do a disservice to the profession of managementlibyarding the accumulated
legacy of strategic methods already developed. West nmaintain the core
methodologies of our profession and continue tachrthem.

1. Prospective Using Scenarios

Prospective with its long-term trends and risks of bifurcai$o changes the present
and calls upon strategy. Strategy considers pa@ssibloices and the risks of
irreversibility’®. Nevertheless, the approaches and toolgro$pectiveand strategy
are often separate.

Strategicprospectiveputs anticipation at the service of action andeeelipon the
strong potential synergies which exist betwgeospectiveand strategy. The ideal
synthesis is an integrated approach to strategienihg using scenarios outlined in
this book. The objective is to study scenarios gmdpose various strategic
orientations and subsequent actions which corresporthe competencies of the
organization.

What Is a Scenario?

In reality, there is not a single approach to sdger@anning, but rather two principal
approaches—that introduced by Herman Kafim the United States in the 1950s at
the Rand Corporation, and that developed by Hasalbpekhan and DATAR, a
French acronym meaning (Délégation a I’AménagendenTerritoire et a I’Action
Régionale) which roughly translates to the Frenchinisity of Regional
Development (DATAR, 1975). Kahn had been the fistelaborate and use
scenarios at the Rand Corporation and then at tidsdh Institute. For Kahn and
Wiener (1968), a scenario is a “[set of] hypotrdtievents set in the future
constructed to clarify a possible chain of causanés as well as their decision
points.”

More simply put, a scenario is a description (Uguaf a possible future) which
assumes the intervention of several key eventnditons which will have taken
place between the time of the original situatiod #re time in which the scenario is
set. The word “scenario” is often used in an almignanner to qualify any particular
set of hypotheses. However, these hypotheses saiify five simultaneous
conditions in order to be considered a scenari@s&hconditions are; pertinence,
coherence, likelihood, importance, and transpareRagthermore, a distinction must
be made between the two major kinds of scenarigplomtory and normative.
Exploratory scenarios are concerned with past aedept trends and lead to likely

4 Since the early 1980s, the term scenario has bedifier] within academic study of management, ngtdlyl the
management guru Micheal Porter (1999).

% Herman Kahn (1922-1983), was a physicist and madtieian, and worked at the RAND corporation in the
1940's, 1950's and early 1960's. At RAND, he cedled the United States Air Force projects whicpired his first
book entitled, "On Thermonuclear War" [1960], iniethhe analysed the the possible effects of a glabelear war. H.
Kahn resigned from RAND in 1961 to found tHedson Insitutea think tank which provides independent counsel on
multiple issues. Kahn is considerd one of the femsdffutures studigsand contributed both to the theoretical and
methodological (scenarios, using mathematical nsoétal forecasting, etc.) rhealms of the disciplifibe scenarios
method was described in two booR$ie year 2000: A framework for speculation on tegtrhirty-three year$1967)
andThings to come; thinking about the seventies aghtieis(1972). TheHudson Institutealso worked closely with the
French ministry, DATAR, in 1970 and 1971.
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futures. Normative scenarios are constructed fatternative images of the future
which may be both desirable and feared, and areeteed in a retro-projective way.
Thus, exploratory scenarios are devoid of humaruesl whereas normative
scenarios are the expression of human values.

Both exploratory and normative scenarios can bleeeihighly similar or highly

contrasted to one another, depending upon wheliegrtake into consideration the
most probable or the most extreme trends respéctii@day, there exists two
scenario methods which are used most frequentlyt-whach we had developed at
SEMA in 197426 and then subsequently at CNAM (Corateire National des Arts
et Métiers), and those developed at SRI (StanfoedeBrch Institute). The two
approaches are very similar and the various stagggunctions differ only slightly.

2. The Stages of the Process

Strategigorospectivancludes three principal stages; collective thdugreparing for
a decision, and subsequent action.

Collective Thought

The collective thought stage includes six step® (Bgure 2 below). The most

important of these steps allow participants to igrkey variables (1 through 3),

analyze stakes and stakeholders in order to poier lmpiestions about the future
(step 4), and reduce the uncertainty in these munssin order to create the most
probable scenarios based on the opinions of ex(stels 5).

The first step of the methodology analyzes the problem(s) podedpnstructs the
system under study and situates the process inptbper socio-organizational
context. This first step essentially sets the timne¢he entire process which will then
continue with the aid of subsequent workshops.

The second stepis a 360 degree x-ray of the organizatioiits savoir-faire and its
productive capacities. This diagnostic is represas a tree of competencies.

The third step identifies the key variables of an enterprise witits business
environment with the aid of structural analysis.

The fourth step attempts to understand the dynamic of an entepitss history, its
strengths and weaknesses, and the principal agithi its strategic environment.
The analysis of the strategic “battlefield” and #takes involved allow participants
to derive key questions for the future.

Thefifth step attempts to reduce the uncertainty concerningkdlyequestions of the
future by using a method of inquiry supported by tistimony of experts in order to
elaborate prevailing trends and risks of ruptung gnen finally to tease out the most
probable scenarios.

% SEMA stands foSociété d’Economie et de Mathématique Appliqaéeshad been an important
research center contributing significantly to themains of; operations research, decision-making,
surveys, and of coursprospective

2" The term organization should be taken in the gésersse. It includes not only businesses (bothipualoid private),
but also regional organizations. A regional apphdagrospectivas presented further along in the text.



The sixth step elaborates the most coherent strategic projectssetiwhich are both
compatible with the identity of an enterprise/ongation and the most probable
scenarios in its given environment.

Preparing for the Decision

The following two steps are devoted entirely to deeision-makers or executives of
the organization.

The seventh stepis consecrated to the evaluation of strategicoogti This is a
highly rational approach which relies upon a methaid multicriteria choices.
However rational it may be, this step rarely prastiactionable options.

The eighth step, which concerns strategic choices, is a cruciahsiteon from
thought to action. These strategic choices as asetheir ranking by importance are
left to the most senior executive body, usually theard of directors of an
organization or its equivalent.

Action

Finally, theninth step is devoted entirely to the practical applicatidrire strategic
plan, which incorporates the use of 'contractsmeet strategic objectives, the
development of a system of coordination, and aesysbf horizon scanning
(scanning for trends and changes in the businessament).
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Figure 2 — Strategic Planning using Scenarios: an Integrafgatoach

We should remind readers that the process is mssarily linear, and may take
several loops, notably between stepse andfour. The application of the strategic
plan along with the data gathered from horizon stay) could lead, in some cases,
to a complete revision of the organization andréiative position in its business
environment.



The passage from thought to strategic action assurae every moment, an
appropriation (emotional investiture) by the staldbrs involved. That is to say
that all the personnel, and not only managemenstrha implicated as much as
possible in these different stages while not ailtgthe confidential nature of certain
strategic choices. To succeed, the passage fromghih¢o action should pass through
appropriation—and once again, one is reminded efttiree components of the
Greek triangle.

The diagram here is principally aimed at entergrié® which it is possible to
develop a representative model in the form of a tecompetencies. The tree has
also been adapted for use with regiopabspective i.e. working with regional
governments and other stakeholders who share bothmon geography and
interests. This claim of cross-adaptability toioe@l prospectivehas elicited some
rather dubious reactions among our colleagues.r Toeibt is nevertheless belied by
the successful adaptation of the tree of competerioi various regiongrospective
projects, including; the Basque region (Mousli, 2)0Reunion Island, Lorraine,
Ardennes, Vierzon, Toulon, Dunkerk, and the isléairtinique (Derné eal., 2008),

to name a few.

3. Tools for Methodological Rigor

Since the beginning of time, humankind has conedi¢he future (Cazes, 2008). As
long asprospectivaemained a solitary exercise, it had no neediffmrous tools. As
anticipation began to be used in the service déctwe action, the need for rigorous
tools arose naturally. To respond to these ngedspectivdirst exhausted the tools
of operations research, then systems analysis, strategy, and then it finally
developed its own set of tools.

Although prospectivas a soft science, there is a need for rigorouthaus to orient
action towards a desired future. The toolboymfspectiveallows one to apply rigor
to the foresight process by posing the right qoestiand reducing incoherencies
which often accompany group processes.

Several tools have come to the aid of stratpgospective They includestructural
analysis for identifying the key questions concerning th&ufe; stakeholder
analysisto identify the influence of various stakeholde¥stablish the relationships
amongst them, as well as the stakes involvedrphological analysisto consider
the entire field of possibilities and construct remgos; expert analysis (such as
Delphi or Reigner's abacus) to assign probabilitesl reduce uncertainty; and
multi-criteria analysis to identify and evaluate strategic optiohs.

Morphological analysis, rediscovered in the lat8d€9 has become among the most
popular tools. Curiously, it had long been usedecohnological forecasting, but

%8 Since the 1980s, the methods and tools of the Rredigool of strategiprospectivehave been diffused around the
world. In the last few years, we have been ableldeelop a suite of software which corresponds theaf the
prospectiveprocesses. This suite of software was developédeataboratory LIPSOR in partnership with 3IE-ERIT
and several corporations associated with the ClialeEntrepreneurs of the Future. The suite briagsgorous and
participatory approach to identifying key variableseating the most probable scenarios, and thaluating strategic
options. Among the modules included in the sofewauite are; Micmac, Mactor, Morphol, Smic-Prob-&tpet
Multipol. These tools are used principally for saea planning. The software is free for downloadhree languages;
French, English, and Spanish at wwprlaspectiver/.
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seldom for economic or market foresightNevertheless, it lends itself perfectly to
the construction of scenarios. Using morphologasallysis, a global system can be
decomposed into dimensions (key questions conagrriiime future). These
dimensions are; demographic, economic, technolbgarad social/organizational.
Each of these dimensions has a certain numbekellylhypotheses (see chapter 2:
section 6 below).

4. Modular and Contingent Applications

It is rare to see prospectivestudy undertaken which uses all the stages oditlime
this book. The constraints of time are simply mpatible with the inherent delays
of such an endeavor. Each of the tools in ghespectivetoolbox may be used
individually. Thus, the facilitation and client tea agree upon the most appropriate
tools, and then apply them in a modular way, andome cases modify them to fit
their needs. The following examples demonstrate iin@dular aspect of the
prospectivaoolbox.

Two Examples of the Modular Approach

In the late 1980s we were commissioned by the Frévimistry of Defense and Armed Forces, to
describe the world of 2010 in which French soldimight operate, and define the criteria for a new
weapon entitled “multi-arm-multi-projectile” abbreted as PAPOP in French. PAPOP is an
individual combat weapon with indirect aiming tlegiables an infantry soldier to fire upon stationary
armored, or moving targets with various projectilEise project lasted three years. First, we idieutif
57 unique variables and then proceeded to anahem tsing structural analysis (MICMAC). After
reducing the initial field, we were left with 15nables, nine of which were technical characterssti
of the PAPOP weapon (projectile, sight, source rargy, etc.), while six were evaluation criteria
(cost, competitiveness, anti-personnel effectivenesc.). The morphological analysis of the nine
technical characteristics of the weapon resulteal inorphological space of 15,552 possible technical
combinations. Combined utilization of multi-criterianalysis (MULTIPOL) and morphological
analysis (MORPHOL) allowed us to reduce the morpgicil space to approximately 20 promising
combinations, taking into consideration the abovaliation criteria. Ten years later, an operational
prototype of one of these combinations made fragepnews.

In 1997 we conducted an innovative prospectiveyswith Electricité de France (EDF) with a time
horizon of 2010. Using structural analysis we tidfesd 49 variables which led us to six key
questions concerning the consumption of energyrggneebates, competition, margin for action, etc.
and then regrouped them under six general stakeatdofuture. Morphological analysis of possible
responses to each of these key questions andcitreibinations allowed us, after probablizing them
with the tool Smic-Prob-Expert, to select the mostibable scenarios. We also used the MACTOR
tool to analyze the stakeholders and the variossipte alliances and conflicts among the 20 or so
stakeholders and three stakes. The strategid@usiof actors were then optimized according to the
scenarios we developed.

5. Case Study: Scenario Planning at Axa France

In 1994, one of the leaders of the French insurarshestry, Axa France, gathered all
of its subsidiaries for grospectivestudy. The French subsidiaries decided to
undertake the study in order to create a stratglgic for the years 1996-2000. The
previous plan (1992-1996) had been consecrate@dioucturing Axa, which had
made several previous acquisitions, and was ergoiinreased profitability. The

29 See the article by Stephen M. Maurer (2001) deeittd Fritz Zwicky, the “father” of morphologicahalysis
available on the LIPSOR website under the archizkgwww.laprospective.fr).



former strategic plan was centered around orgaorzat objectives and distribution
channels, and generally ignored the evolution efithsiness environment.

Having achieved their objectives, Axa now needetw strategic plan focused on
the imperatives of quality and profitability. Thdojective was to understand the
business environment with its challenges, and eraatrategy for the next five years
based on a time horizon of ten years. Note thatpftispectivestudy took place two
years before the merger between Axa and UAP (UdéemnAssurances de Paris).

The procedure adopted by Axa France provides ddekt example of how the
practice ofprospectivehas developed and how it is integrated into thatesgic
planning process. Today’s companies have less tontlkink and an urgent need to
act. So, how can such managers consider the futuaeelevant and coherent way,
given all the uncertainties and trends of the @ur

Axa France, a recently established group knowrit$aiapid integration of numerous
acquisitions as well as its mobile and highly déedized structure, could not
consider any sort of strategic exercise which mightime- or labor-intensive. Thus,
creating a specialized department which would megdivesting and reallocating
directors from various subsidiaries to take pathigprocess was out of the question.
However, a solution was found by encouraging thepgany’s general managers to
work together for the duration of the exercise. Dhwerall goal was to look to the
future with a shared vision in order to identifyrdhts, opportunities and potential
ruptures. In so doing, Axa was preparing for apated changes while fostering
desirable ones. Furthermore, Axa took the timeotwsitler undesirable changes and
how it might avoid them. In short, participants beleated possible futures and
identified which among these would be the most abtdr The horizon adopted for
this exercise was 2005.

Scenarios were built following the ten-phase scheetisted below:

1. Futures seminar: acquisition of analytical mdt)adentification and hierarchization of the
factors of change affecting Axa, choice of the npygbtal environmental components for Axa
in France (mid- March 1994).

2. Small group sessions: drafting of scenarios gedunto broad fields (April-June 1994).

3. Joint sessions: presentation of results frorouargroups and the construction of
environmental scenarios (June 1994).

4. Survey on the future of insurance in Francey(@dptember 1994).

5. Probabilization, selection and analysis of sdesdOctober 1994).

6. Selection of one main scenario and identificatbalternative hypotheses (November 1994).

7. Presentation of the main scenario and the altenhypotheses to the various subsidiaries
(December 1994).

8. Appropriation and integration of the main scémand hypotheses in the plans of the different
subsidiaries (January 1995).

9. Drafting of a plan in each subsidiary (Februdupe 1995).

10. Negotiation and allocation of resources (4tmt&995).

This study had been led by the members ofGbenité Management Frangdhe
Committee for Management in France) from March @94 to December of 1995,
under the direction oPlan Budget Résulta(Plan, Budget, Result) (Benassouli,
Monti, 1995). Given the nine-month timeframe, weeabfor two basig@rospective
tools: structural analysis to find key variablead astakeholder analysis to explore
possible developments. In the end, we used threkoae—prospectiveworkshops,
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morphological analysis and the Smic-Prob-Expert—elWwhénabled us to construct
scenarios while respecting the basic conditionsetdvance, coherence, likelihood
and transparency. All of the above must be accahetl while using time efficiently
and encouraging appropriation and transparency.

6. Foresight with stakeholders from Upstream to Downstream.

The Agricultural Division of BASF supplies fertiez and other agricultural
chemicals to cooperatives and wholesale distrisuBASF had acquired a dominant
position in the French market around the middletlod 1990s. In order to
consolidate this position, executives as BASF wdnte strengthen their
relationships with both their suppliers and thaistomers from pitchfork to table
fork.

The Cercle prospective des filieres agricole et alinaénet (The Agri-foods Special
Interest Group)as thus born in 1995 at the behest of BASF Aganée. Along
with its clients, theCercle attempted to anticipate and to understand chawgesh
might affect the agricultural world of tomorrow, agll as industry stakeholders
such as; suppliers, distributors, and the agri-$aadustry in general.

Representatives from wholesalers and consumer iaisas quickly joined the
study. Four or five times a year, representativeald meet for a day of collective
work in order to exchange ideas, analyses, ande@te& a common understanding of
possible futures. A final synthesis was then preskand debated during a seminar
at which various experts and stakeholders coutdjag and complement these ideas.

The work which took place at thlercle allowed each participant to understand the
major stakes involved. Each company could thergnate these findings into their
own company-specific strategy.

In the first phase (1995 to 2000), tl@ercle was concerned principally with
expectations of various links along the distribatichain, including; farmers,
agrochemical producers, farm cooperatives, andretineolved in the agricultural
trade. TheCercle also considered certain themes of growing economportance,
including; the environment, food safety, regulatiett.

After the first phase and since the year 2000,Gkecle has widened the study by
carefully considering the relationship amongst fnsn the agribusiness, and the
ultimate consumers.

The Cercle organized its work along themes, and every yaagva theme would be
treated along with a corresponding method ingiteespectiveoolbox. The following
subjects were thus treated: BASF and the futuragoicultural distribution (1995-
1996); agriculture and the environment, three fbssscenarios with a horizon of
2010 (1997); food security, stakeholder analysg98); agriculture and the Internet,
analyzing stakes for various stakeholders (199%ndards for a reasonable
agriculture (2000); who will be farming what in tlgear 2010 in France? What will
be acceptable by French society? (2005); and desstnsequences of increased
globalization and market liberalization for vegdéaproduction in France? (2006-
2007).



Around the year 2000, the time horizon of 2006-2@ppeared to be the source of
much uncertainty concerning the agri-foods busime$gance. Several major events
portended to dramatically affect the agri-foodsibess during this time period.

-The transformation of global business regulationoerning agriculture and food.

-The reform of the CAP, with an intermediate review in the year 2003, ahtdlid in
fact lead to major changes during agreements signédixembourg. This reform
portends to have several major consequences for Fleach and European
agricultural and foods businesses.

-Serious doubts about the role of the European fJrparticularly in light of the
recent adhesion of member states from Eastern anttal Europe in 2004.

-Social and economic transformations taking plaaeral agricultural communities.

In 2001 and 2002, a questionnaire was distribuadtiéCercleand an external panel
of industry experts, wherein 23 key questions vesieed concerning the future. The
convergence and divergence of responses resutting this questionnaire form the
basis for the construction of possible futures.

In 2006 and 2007, th€ercle transitioned into a new phase of work aimed at
analyzing the possible consequences for certaip (rereals, and vegetable oils)
producers in France. They developed a scenariaidegra word of open borders
and free global markets. In 2008 and 2009, theysidened the consequences of
increasing energy, seed, and fertilizer costs wsdhe CAP and its global effects.

The prospectivestudy led by the agricultural division of BASF aitd principal
clients is exemplary in many regatys

-To our knowledge, this was the first time thateamerprise had undertaken such a
study with its partners in order to better predareand create a common future.

-The study was a fine example of appropriation (@onal buy-in) whereby a large
cross-section of enterprise as well as the exessitthemselves were creating the
deliverables.

-Finally, the study was a fine example of the lipef expression which always has
a salutory effect. Throughout the study, participawere never censured; neither
during the process nor after.

-The principal instigator of the study, BASF, toaeklvantage of this communal
exercise to examine its strategic orientations tde/dhe natural environment and
revise its policies vis-a-vis its clients. One bé tresults of the study was an ethical
charter.

-Another interesting point about this study was #fective use of some of the
principal methods of strategic foresight, includimgorphological analysis for the

0 capisan acronym meaning Common Agricultural Bodind is an agreement concerning tariffs and trade
protections for agriculture.

L This particular prospective study was the subjésbocomplementary but distinct publications. Tlag; (Monti,
Meunier, Pacini, 1996), (Chapuy, Monti, 1998), (fing Godet, 1999), (Chapuy, Lafourcade, 2000),afiy, Crabit,
Godet, 2006) et (Bourse, Chapuy, Meunier, 2006).
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construction of scenarios, interplay of actorse tcd competencies, multi-criteria
analysis. The efficient use of these methods alb®ASF to complete the study in
less time.

A prospectivestudy on the future of an enterprise or a regsothé ideal occasion to
move beyond the constraints and contradictionshefdhort-term. Aprospective
study underscores the need to change habits armvibehto deal with mutations in
the strategic environment.

To achieve these goals, it's best to rely uponrinaieskills and expertise and take
advantage of the@rospectiveexercise to focus energies which would otherwise b
dispersed. The role of external consultants mustame as limited as possible.

Finally, never forget that the best ideas are nuf&n not those that we have

initially, nor those which are given to us, buthet those which we elicit through

careful deliberation.

IV. THE PROPER USE OF METHODS AND TOOLS

Throughout the last 20 years we have seen theofisgstemic, long-term, global
thinking in strategic planning. Nevertheless, tHassic tools and methods of
prospectivehave remained relatively unchanged, with the etkaepf stakeholder
analysis (MACTOR). All of these tools have beendugxtensively in various
applications.

In fact, prospectiveis very well suited to collective thinking abouutations in the
strategic business environment, and has thus be@rtwol of choice for both
regional planning and business strategy.

We are thrilled that the methods pfospective formerly relegated to rarefied
specialists, have been adopted so witfeljHowever, we regret that their
implementation is often mired in poor facilitatiamd weak methodological rigor.
All too often, strategists will attempt to practiseenario planning without first
learning the fundamentals. Shamefully, if you asése same strategists if they've
ever heard of morphological analysis, their eyemlhg glaze over with ignorance.

Certain tools specific tgrospective such as structural analysis, have had an
unsettling success in strategic planning, partitplaeen from the eyes of those
who've played a role in their development. Too ofthese tools are applied in the
mechanical way thereby replacing the task of alstuhinking, which, of course is
not at all the point of the exercise.

1. The Dream of the Nail and the Risk of the Hammer

When working with the methods grospective we ought to recall their utility,
which is; to stimulate imagination, to reduce inemncies, to create a common
language, to structure collective thought, anddomit appropriation. We mustn't,

%2 This is one of the reasons why we initiateddahehives of prospectiveroject in 2004. The goal of the project is to
promote the concepts and foundationpraispectiveThe project was launched because of the inacchiysddi
prospectivestudies done since the 1950s (the studies ar@vadable, have fallen into obscurity, or have beeattered
around). The lack of accessible archives is thecgoof much misunderstanding about the toolsro§pective The
project had been initiated by a dedicated grougtrategists at LIPSOR as well as DATAR. Many of tésds have
been made available on the LIPSOR website, asasetiterviews with major figures in the field mospective



however, forget the limits of these same methods, delude ourselves with the
illusion of absolute control through quantitativetiods and formalization. These
methods, useful though they may be, mustn't reglameghtful analysis, nor restrict
freedom of choice. Gaston Berger was eager to pointhe errors caused by putting
means before ends. Decision-makers often belienmeously that a certain mean
must be used to solve a problem, when in actualitynaly be used simply as one
choice among many possible means (Durance, 200@).fild the same bias in
strategic action as we often do what we know ratien what we ought to do.

We are determined to eliminate two symmetrical rermghich are often confronted
when dealing with the methods pfospective The first error is forgetting that the
hammer's utility is derived from its ability to de nails (the dream of the nail) or,
conversely, believing that we already know theitytibf the hammer, and therefore
finding unfinished nails in every problem we comirqthe risk of the hammer).
Paradoxically, the more we champion the methodgra$pective the more we are
compelled to disabuse neophytes of their limits.

The methods ofprospectivedo not pretend to lend themselves to the kind of
scientific precision that one might find, for exdmpin calculating the precise
resistance of polymers. These tools are simply ansief appreciating, in a manner
as objective as possible, the realities of multipiknowns. Nevertheless, don’t
confuse mathematical formalization with complexiBgcenarios, though less formal
than quantitative models or cross-impact matrielew users to approach the rich
and nuanced complexity of their business envirorimen

Moreover, the proper application of these toolefien hampered by the constraints
of time and/or lack of resources; intellectual tveswise. Their application is simply
inspired by a desire for intellectual rigor, notabl the domains of posing the best
possible questions (relevance), and in reducing itlteherencies of reasoning.
Although their utilization may stimulate imaginaticand creativity, the tools of
prospectivecan't guarantee the creation of good scenariost+ibat be done by the
participants themselves. Furthermore, the skilthaf facilitation team depends on
natural talents such as intuition and good judgmkngrospectiverequires rigor to
deal with complexity, it also requires methods where sufficiently simple and
accessible.

To facilitate the choice of methodologies (toolsg have developed a 'toolbox' of
prospectivewhich allows users to select a particular tooleldaspon the typology of
problems which are confronted. Following the ssagiprospectivethe tools of the
toolbox may be used to; initiate and model the @ss¢ pose the right questions and
identify key variables, analyze the stakeholdesgep the entire field of possibilities
and reduce uncertainty, establish a complete d&tgnof the enterprise/organization
within its environment, and finally identify andauate strategic options.

It goes without saying that this inventory of tosnot exhaustive and there exists
other tools which may be just as effective. Wepyntite here those tools which we
have found to be most effective in our own practexed we vouch for both their

rigor and their ability to elicit fruitful communation if they are applied judiciously

and with enthusiasm.
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2. What Good is a Scenario?

The elaboration of scenarios offers numerous adgast Starting with any given
situation, they allow users to consider multiplesgble futures without getting

caught in the trap of simply describing trends. efinequire users to consider the
interdependence of the elements of the system usidely and they help users
identify problems, relationships, or forgotten du@s—or those voluntarily set

aside because they are simply too controversial.

The use of the word “scenario” is not without risk those who practicerospective
There has been a recent wave of success of lesgificinarrative methods such as
Storytelling (Salmon, 2007). In the case of Stdlytg, the narrative is often the
objective itself, rather than as an aid to stratefgicision-making, thus diminishing
narrative’s legitimacy and casting a shadow of daer the use of narrative in an
organizational context.

The simple fact of calling any combination of hypedges, as seductive as they may
be, a “scenario” does not make it so. In other wpnd order for a “scenario” to be
worthy of that title, participants must ask thehtigjuestions, formulate the proper
key hypotheses, and appreciate the coherence &mdihdiod of possible
combinations. If these conditions are not met, ymk obscuring 80% of the
probable. With the proper tools such as Smic-FErpert, scenario planning can be
done by a group both quickly and effectively.

Between 1990 and 1991, EDF and Usinor undertoatospective study which lasted several months
on the iron and steel industry in France (horiz685). This study enabled participants to identify s
relevant and consistent scenarios (S1 to S6) aaistt around three general hypotheses; economic
growth, constraints related to the environment, petition from other materials. The first scenario
combined the following hypotheses; weak economiomin associated with strong competition from
other materials (the black scenario). The secoedasio combined the following hypotheses; weak
economic growth and little competition from othematerials (The morose scenario). The third
scenario was a continuation of the current tretius lfaseline scenario). The forth scenario destribe
a future of severe environmental constraints. éb@ogical scenario). The fifth scenario described
world characterized by strong economic growth assed with a competitive environment favorable
to steal. (the pink scenario). The sixth and lasinario described a world characterized by strong
economic growth associated with a competitive emvinent favorable to alternative materials ( the
pink plastic scenario).

The use of the software allowed us to determiné ttiea six additional scenarios only covered about
40% of the field of probable futures. Three neergrios appeared which were much more probable.
Nevertheless, these scenarios were not identifietidoexperts initially because their hypothesestwe
against their preconceived ideas either implicislbared. Any particular bias tends to be reinfdrce
by group processes and is much stronger tham#dtnever been stated at all, the three new sosnari
which covered 60% of the field of probability, edwdd a likelihood of occurring that was far superio
to the most probable of the initial six scenariblsese new scenarios were named; (ecological black),
(green steel), and (green plastic).

The first scenario (ecological black) was eliminbbecause environmental constraints seemed like an
unlikely luxury in a world of weak economic growthikewise, green steel had been eliminated
because at that time environmental constraints vegher favorable to steal and thus a world in Whic
alternative materials posed little competition.

3. How to Judge the Quality of a Scenario?

A scenario is not a future reality but rather a nseto represent it with the aim of
clarifying present action in light of possible addsirable futures. To be effective,



prospectivemust master the constraints of the present. lerofak scenarios to be
both credible and useful, they must respect thHevahg five conditions; pertinence,
coherency, likelihood, importance, and transparency

Curiously, certain strategists refuse to submitrthrk to methods which would
detect possible contradictions and reduce incoleegenin their reasoning.
Nevertheless, they are right in asserting thatgassy probability to scenarios does
not excuse one from considering scenarios of labalpility and high impact.

Transparency is another indispensable condition doth the credibility and
usefulness of scenarios. The same goes for dgfprimblems, the choice of methods
used, and the results and conclusions of the dosnaroo often, unfortunately,
scenarios are meticulously written but then thedeezhas difficulty drawing the
pertinence and coherence of its content; or theat®is so poorly written that the
reader quickly loses interest. Thus, without a ftdrand attentive reader, many
scenarios pass as credible—as if the reader isygufilnot having understood the
underlying meaning.

Without this transparency, participants will not kested in the results of the
scenario planning process, and the intended auslieficnot believe the scenarios.
Of course, transparency and attractively writteenscios do not guarantee quality.
There is also the risk of what is known as scenani@rtainment, rather like “info-
tainment”. Catchy titles, emotional terms and hmhxiety do sell, as in Alvin
Toffler's “Future Shock”; however, the genre rensaiiiction similar to Orwell’s
“Nineteen-Eighty-Four” and such scenarios are ygpeltinent, coherent, or likely.

4. The Devil Is (Often) in the Details

Scenarios are not a requisite parpaofspectiveandprospectiveandscenarioare not
synonymous. Too mangrospectivestudies get bogged down because the group has
decided to write scenarios. However, a scenarimtsan end in itself—it only has
meaning as an aid to decision-making in so fart aarifies the consequences of
current decisions.

Scenario planning requires time to be done righd, @ 12- to 18-month timeframe is
not rare. Time is required, among other things ¢eemble an operational team.
Consider the OECD Interfuturs team (Lesourne, Mealkl979) whose leaders
declared that during the three-year study, therg htide time to properly consider
the scenarios they had developed. In addition ¢otitine it takes to undertake the
prospectivestudy, you should plan on extending the scheduleextra year to
accommodate the distribution and integration ofrésailts.

In most corporate and administrative organizatieugh teams will be required to
report within the year. In extreme cases, policykens may launch arospective
study that they wish to see finished in a matteveéks. In this event, the prevailing
conditions are rarely ideal, thought it is betterlight a candle than curse the
darkness. Good judgment dictates which questionsildhbe addressed, given the
limited timeframe and the means available. The tjueshen becomes: How can the
work be done in such as way as to remain both lokedind useful to the decision-
makers?
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Given a short time-frame, it is often advisablditait the scenarios to several key
hypotheses, say four to six. Beyond such numbkessheer magnitude of possible
combinations is overwhelming. On the other hamditihg the number of scenarios

to four by combining two hypotheses, as the GBN &Rd methods advocate, is far
too reductive. Scenarios constructed around fivebofundamental hypotheses, set
the background for further strategic thinking foeti®n simple questions like, “what

if... ?” or “what for... ?”.

This shortcut requires the team to do a quick,ittepth preliminary study on the

key variables, trends and stakeholders involvede final difficulty that arises when

building scenarios and selecting methods relatetedad-times. Even if one had
months or a few years to finish the assignmentetiean inherent risk in the start-
up phase because team members or even the teaen teagl change as the study
progresses. A futures study rarely survives afterdeparture of its initiator. In large
organizations—given the mobility of personnel—ipreferable to limit the length of

the project to one year and to plan for interimiustaeports.

5. The Strategic Prospective Workshops

If prospectiverequires rigor to broach the complexity of contenapy problems, its
tools need to be sufficiently simple so as to reneaicessible to those who will use
them. Since the mid-80s, we have developed wopsiwhich were set up to
respond to these concerns, notably at Renault.

Before diving headlong into prospectivestudy, it's wise to take one's time and
consider the nature of the problems posed, the eraamout which one intends to
inquire, and finally the way in which one intendsapply the solutions. It's useless
to waste time treating false problems. Let's nogjdb that a problem well posed, is
already half solved.

During the preliminary stages of @ospectivestudy, before engaging dozens of
people for several long months, it's useful to $ateuthe entire process, keeping in
mind the inevitable setbacks and intermediate fleduThe choice of methodologies
used is not only subordinate to the nature of ttablpm(s) identified, but is also
constrained by the time and means allocated fostingy.

In the beginning of 2001, we were commissionedhgytioard of directors of thé\gence nationale
pour I’Amélioration de I'HabitattANAH) or National Agency for Improved Housing wehi wanted
to anticipate potential changes in its operatingirenment by relying upon, principally, its own
personnel to conduct the study.

The objective was to facilitate the application d#velopment strategies, and more precisely, to
prepare for possible changes in the private housiatket (horizon 2010), anticipate the policies and
strategies of local actors (Regions, cites, etmwWatds the private housing market, and take into
account the strengths and weaknesses of the vaaictoss involved. We also needed to forge a
common mission, given the present and future coampéts of the agency (5 to 10 years). Finally, we
needed to identify the stakes and define the varstrategic orientations and options.

To initiate this process, the board of directorssehto organize a strategic foresight seminarnduri
which several workshops were held. This semindrichvlasted two days, gathered close to 40
people. The seminar was highly participatory aadbjective was to construct a common language
and common goals, in addition to giving some megnm their mission. The seminar was quite



useful in that it allowed us to get a head-starpbyducing the first elements of our study. Itoals
allowed us to; establish a good foundation forftrehcoming process, identify important themes and
concerns, and finally prepare the teams for theoiamt work ahead.

The seminar was total immersiongmspectivan view of creating a viable strategy. The padpants
were not only consumers of the study, but alsauthors. The five workshops allowed us to:

-define several exploratory scenarios for the opp@nal environment (horizon 2010) given
principal stakes, key questions and major unceré&sn

-decypher the structure and mechanisms which fortinedénterplay of actors and understand the
strategic influences amongst them, their relatigmshand their positions vis-a-vis the
objectives associated with the principal stakes.

-deconstruct and move beyond preconceived ideast dlousing by imagining the Agency of
the future, its activities, values and relationshigth its clients.

-develop both a current and future tree of compzaéan
-define the strategic objectives and associatechsiea

The workshop was a precious preliminary stag@mspectiveand lead the successful reorganization
of this state agency.

Whatever approach is adopted, it's useful to b#wrnprocess with a two-day work-
training seminar. The seminar will serve to introd the methods of strategic
foresight to its participants, and also gather ingod preliminary data. The seminar
will also get teams used to working together. ligedhis two-day seminar will
involve several dozen peopfeand be an immersive introduction to the exciting
work ahead. The workshops' objectives are; to plosdest possible questions, and
to rid the team of limiting beliefs and preconceivdeas. The seminar also permits
the team to collectively identify and rank the pipal stakes of its future in various
contexts. At the end of these two intense dayspHrticipants are in a good position
to elaborate the organization’s priorities, objees, as well as which tools of the
prospectivetoolbox will be used as well as their schedulangplementation. The
choice of methods (tools) should not be imposedhenteam. Nevertheless, these
tools are indispensable for the effectiveness efrtieetings. Without method there
is no common language of exchange, no coherenden@structured ideas.

However, the method is not an end it itself and sineuldn't be a slave to process.
The methods are simply a way to structure the poéer the best possible results.
A formal process is also a crucial factor for th@hesion of the group and its
motivation, which will ultimately produce the inteediate report.

Finally, the choice of method(s) must be made atingrto the problems confronted,
the allotted time, and the accessibility of the moet The method must be
sufficiently simple to remain accessible to thodewvould use them, as well as to
the uninitiated to whom the results are often aimed

33 The entireprospectiveprocess carried out at ANAH is presented in déte@ahier du Lipsor(Cordobes, Durance,
2004).

3 In certain cases, a seminar of this type coulcduohelup to a 100, perhaps even 200 people, wotkgegther at the
prospective workshops. The implication of a largenber of stakeholders is ideal for a regiqmalspectivestudy.
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B Chapter 2: Introducing the Methods

Throughout this volume, we have worked to kepmspective fresh while
underscoring the rigor applied in our approach; aette proud that these methods
have stood the test of time. The accumulated legdgyrospectiveand strategic
analysis reveals the convergence and complemegntdrégtween these two
approaches; and it alows us to compile the beshadst from each in a single
toolbox. Contrary to popular opinion, creative #ing actually requires
organization. So, once a problem has been idedtifree can simply chose the
appropriate tool from the combined toolbox.

However useful these tools may be, they are nos @amdhemselves, and should be
applied according to the needs of the organizatiba, problems confronted, the
constraints of time, and the means available. b\eg the use of these tools should
never become a solitary activity—their correct #gilon necessarily requires
collective participation. Without a common langeag formal method, the work of
prospectiveis difficult indeed. The methods we have developede have proven
useful in multiple applications—throughout Franoe around the world.

These methods excel at structuring thought andusditng imagination; however,
they do not guarantee the quality of the ideas ige@@. Prospectivas an art which
requires non-conformism, intuition and simply ggedgment.

Naturally, other approaches exist, and it's dekrdtr researchers to continually
innovate by creating new methods and drawing onldlge body of management
literature. Potential innovations in managementho@$ only represent progress
insofar as they increase the relevance of a péaticiine of inquiry, reduce

incoherencies in reasoning, or allow for a betigpraciation of the likelihood and
importance of speculation. Nevertheless, any newhoas will have to be

sufficiently simple to remain accessible. Addiagdrs of complexity is not the best
way to approach complexity.

To facilitate the choice of methodologies or toal® have developed @ospective
'toolbox' which allows users to select a particita! based upon the typologies of
the problems with which they are confronted. Relig the stages gbrospective
the tools of the toolbox may be used to; initiatel gtimulate the process, pose the
right questions and identify key variables, analilze stakeholders, sweep the field
of possibilities and reduce uncertainty, establsshcomplete diagnostic of an
enterprise within its environment, and finally iti§nand evaluate strategic options.
Later on, we shall treat an inventory of this taoidn the form of a table which
correlates each tool with a particular applicatiang will include such metadata as;
the goal of the method, a description, utility dimditations, practical conclusions,
and a bibliography.

l. THE SCENARIO METHOD SEEN IN ITS ENTIRETY

The integrated approach poospectiveaims to reposition an organization within its
competitive environment, while taking into consm@n the organization’s
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particular competencies, strengths and weakne3$esintegrated approach is the
result of tightly integrating methods which wer@yiously separate. The objective
of this approach is to propose strategic oriemigtiand actions while relying upon
the competencies of an organization according éositenarios of its general and
competitive business environment.

The scenario method aims to construct possibleseptations of the future, as well
as the means to achieve strategic objectives. gbakof these representations is to
reveal the prevailing trends and the seeds of plessuptures in the competitive

business environment.

Although there is no single approach to developstgnarios, the integrated
approach that we have developed here is more dgotban most, and puts an
emphasis on the systematic analysis of possibledsit(see figure 3 below).

1. The Scenario Dynamic

It's important to distinguish between two major dénof scenarios. Exploratory
scenarios “[...] start with the present and descalfeture situation by extrapolating
certain trends and considering possible rupturebes@ scenarios can be
deconstructed to trace the necessarily logicalncléievents which might lead to
such a possible future. DATAR 1975) Exploratory scenarios can be trend-based, i
other words, based upon prevailing trends andrtbgias of the system under study.
An exploratory scenario can also be based uporumeptfrom trends in order to
explore contrasted hypotheses at the limit of fagsi In the end, exploratory
scenarios seek to explore those futures which axst hiely.

Normative scenarios begin with a desirable futarel their purpose is to show how
certain objectives can be realized as well as titbspto achieve these objectives.
These scenarios are value-laden and conceivedratr@spective way. Normative

scenarios are often created in relation to expdoyascenarios. In this way, they
either describe the collective desire of the orgation or they are a synthesis of
exploratory scenarios.

2. The Elaboration of Scenarios
The elaboration of scenarios includes three phases.

Constructing the Base (Phase 1)

This phase plays a fundamental role in the construof scenarios. It consists of
constructing a model which represents the curréate of a system—the subject
under study and its environment. The “base” iseftge a model of a system whose
dynamic elements are linked to one another, andsyiséem itself is linked to the

larger universe beyond.

Constructing a model means delimiting the systeaeustudy, determining the key
variables, and analyzing the strategic actors. dfnd the scope of the system and
its environment, classic structural analysis (sgeré 4 below) is an indispensable



tool. Among the variables which result from thelgsia, it's important to drill-down
on each in detail in a retrospective way. Thisosective analysis will spare the
team from favoring or exaggerating the currentestait the system, which is the
natural tendency. The analysis of past trendsatevtbe dynamic of the system—the
forces within the system—that affect various eletmem actors. These forces, often
called feedback in systems terminology, may beeeithositive (reinforcing) or
negative (stabilizing). What's more, each actor tnhes defined according to its
objectives, problems, and means of acting. Thenmuast examine how to position
the actors in relation to one another. Finalllg gossible to construct a table of
actors with the aid of the MACTOR method (see feghirbelow).
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THE SCENARIOS METHOD
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Figure 3. The Scenarios Method (Michel Godet, 1977)

Sweep the Field of Possibilities and Reduce Uncerta  inty (Phase 2)

Having identified the key variables and analyzeel shakeholders, it now becomes

possible to identify the possible futures usingtdf hypotheses such as; status quo,
trend reversal, rupture, etc. Morphological analysee figure 6 below) permits the

team to deconstruct the system under study intessential dimensions and study
possible re-combinations which may be numerous.



The 'survey of experts' methods such as DelphiniRég Abacus, or Smic-Prob-
Expert allows the team to reduce the above unogythy estimating the subjective
probabilities of the various re-combinations orieas key events for the future.

Elaborating the Scenarios (Phase 3)

At this stage, the scenarios are still in an emiigygtate since they only correspond
to the hypotheses chosen. So here, one must elaltbeascenarios by describing the
intervening events and conditions which would legd to a particular scenario
(future situation). This part of the process ikechthe "diachronic phase”.

Certain parts of the system may be further analy@edubjecting them to some
computational number-crunching. However, datautated in this way doesn't have
indicative value; they simply illustrate the evadut of the system and allow the team
to verify the coherence of their hypotheses.

3. Utility and Limitations

Scenarios represent an indispensable tool for wmgrstrategic decisions and they
reveal the major stakes involved for an organizatldltimately, scenarios allow an
organization to determine the best strategy fdizieg their objectives.

The logical course of action for Scenario Plannives been well-defined; from
defining the system to retrospective analysis &kedtolder analysis, and finally to
the elaboration of scenarios. Nevertheless, yau rent required to follow this
process either sequentially or entirely. Your choot procedure will depend upon
the degree of knowledge of the group, the timettakh and the nature of the system
under study.

The scenario method is a modular approach andtlieiefore easy to choose the
most appropriate modules. For example, a team mmgyoy one or a combination of
tools as need dictates. So, by using structurallyais we can clarify key variables;
or by using the stakeholder analysis we can sthettors implicated in the system;
or by using expert analyses we can identify keyoliypses for the future. All the
same, it is frequently the case that one must beend with simply presenting
prevailing trends, ruptures or key events, withgpnding precious time analyzing
the detailed paths which might lead up to them.

One of the principal limits of the scenario metli®time. In general, it takes several
months to complete the procedure in its entirefywhich most of the time is

devoted to constructing the base. |If it's not fkssto complete the entire
proceduré, then it's preferable to concentrate on those fesdwhich seem most
relevant to the organization and their strategjedives.

*

Brs important to distinguish between two typeprispective studies; those which are merely exfoyand those
which are strategic in nature and lead to stratégaisions and subsequent action. The former & afdommissioned
and then undertaken independently by a consuliingdn behalf of the sponsoring organization. Tésuits, usually in
the form of a report, are then delivered to thenspo.
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The term scenario is often used in an abusive midorgualify any set of hypotheses
about the future. Let's recall that forospectiveand strategy, the hypotheses of a
scenario must meet five conditions simultaneouslevance, coherence, likelihood,
importance, and transparency. Even if "scenariod dprospective are not
synonymous, the construction of scenarios ofteryspla central role in most
prospectivestudies. Whether the different steps presentedealare followed in
their entirety, or only some of the modules aréadtl, the presentation of scenarios
(even reduced to combinations of hypotheses) greathtributes to elaborating the
principal stakes of the future.

I11. INITIATE THE PROCESS: THE PROSPECTIVE WORKSHOPS

The goal of theprospectiveworkshops is to initiate the participants and axpkhe
methods that will be used throughout the proced3uring this module, the
participants familiarize themselves with the methaehd tools oprospectiveand
collectively identify and rank the principle stakis the future. Participants also
identify preconceived ideas and possible coursegtdn to be taken.

At the end of the workshop, the participants areigood position to define the
problem and chose an overall approach (and assddiabls) which will suit their
strategic needs.

1. The Various Types of Workshops

In prospective the term "workshop" is frequently used to designarganized
sessions of collective thinking. These strategarkshops are fairly common in
France as well as throughout the wdlldThe approach presented here was
developed during training sessions of managereaailt in 1985.

Most often, these workshops last one or two fulysdaDuring the workshop, the
participants are initiated to the methods and tadlEh might be useful to them. It's
important to point out that the group is not ongiiy trained, but also beginning the
work of thinking strategically about the problenmglaystems under study.

The rules of the game are simple. The working grsplits up into subgroups each
composed of eight to ten people which reconveneutfitout the day every two to
four hours. Each subgroup chooses a theme amerfgltbwing three:

- identifying pre-conceived ideas about the entsepand its activities.
- identification of change and inertial factors
- construction of competency trees; past, presatfaure

Working on preconceived ideas is an indispensalde. SA preconceived idea,
whether founded or not, is an idea which is geheadmitted without necessarily
being challenged. Establishing a large range etaqmceived ideas about one’s

% The Austrian, Robert Jungk, who is the cofoundehefWorld Future Studies Federation (WFSF), was th
inspiration for theprospectivevorkshop. The workshop is effectively a group medtbowhat Jungk qualifies as, "a
laboratory for social discourse" (Jungk, Miller309.



organization, and one’s environment is crucialh&se ideas have the power to shape
attitudes and behaviors. Such an inventory alltvesteam to deconstruct beliefs
and unspoken truths which in turn shape the atgwhd strategies of various actors.
The analysis of preconceived ideas allows the teadescribe the consequences of
adhering to these potentially misleading ideastHemmore, such an exercise is a
rich and imaginative learning experience which mayeal previously hidden paths
to future strategic actions. It little matters wheatthese preconceived ideas are true
or not; the key is to challenge and deconstruanthe

The second workshop leads to the classificatioprofcipal stakes for the future
(changes that are both important and remain paoodstered).

The third workshop is especially important becaitiswncerns what strategists call
endogenous factors, in other words, those factorschw are proper to the

organization itself such as; core competenciesengths, weaknesses, and
organizational knowledge concerning past, presamd,future. (see figure 3 below).
In order to know where you want to go, it's necegs$a understand from where you
came.

In the second phase, the strategic workshops soecagjanized with a duration of 2
to 4 hours. This phase concerns translating thecipal stakes for the future which
are the result of the “identification of change andrtial factors” workshop into
various orientations and objectives; and finallyiats to be taken in light of the
trees of pertinence (see figure 7 below). Two otherkshops which start from the
same base, “identification of change and inert@ttdrs”, follow either as a
simplified analysis of stakeholder analysis ortesdonstruction of scenarios.

Workshop 1| From preconceived ideas.|. ... to actions
Workshop 2 ... to actions
From the identification of
Workshop 3| change and inertial factors | ... to the interplay of actors
Workshop 4 ... to scenarios
From the tree of ... to the tree of competencies
Workshop 5| competencies past and for the future (desired, feared)
present...

Table 1 The two phases of the five workshopguodspective

Taken together, these five workshops allow paricip to use the principal methods
of prospective and in rather short order, participants are &bleconfront the
challenges of their strategic environments and irmitlseveral plans of action.
Moreover, these workshops allow participants tockiyi identify those strategies
currently in effect whose goals may no longer cuoleavith the stakes and objectives
recently identified.

2. Implementing the Workshops
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The workshops oprospectiveare work/training sessions which not only introgluc
participants to the problems which will be confreht but also prepare participants
for the process which will follow. The following & detailed description of the five
workshops and their implementatioifs.

Whatever the theme or subject, the workshops adbet@wo major ground-

rules;

1.) Allow the greatest liberty of expression by allrtpapants, including
allocating time to allow participants to colleceththoughts individually.

2.) Channel the work of the participants into prodeetiesults. This is done,
in part, by adhering to a strict schedule with rimtediate deadlines, as
well as regrouping and ranking ideas.

Its a good idea to have at least two subgroupskingrin parallel on the
identification of change and inertial factors ier to collect the greatest number of
ideas. At least one subgroup should be workinglentifying preconceived ideas so
that any “unspoken” dogma can be collectively contied by the group at large,
which tends to provide some cathartic releaselfdha participants.

Once the subgroups are finished with their indigldworkshops, the subgroups
reconvene, and then share and compare their reBylteconvening and sharing in
such a way, all the participants have a better tataeding of the problems at hand.
The participants are now in a position to choosertost appropriate tools and to
define a procedure which is best adapted to; thestcaints of time, the means
available, and the objectives desired.

3. Utility and Limitations

These workshops represent an indispensable prealignistage to anyprospective
process. Their application is simple and the apghmois accessible. These
workshops essentially serve as a launch pad faesuent foresight.

Moreover, the modular character of these workstadjpsvs for flexible scheduling.
Furthermore, the materials required to implemeattlrkshops are relatively simple
and include; a video projector, a computer, a fetepads (both large and small),
and some writing instruments.

Finally, the workshop gives plenty of impetus tatggpants to go beyond what
they've discovered in the workshops. The organieétie workshops may harness
this sentiment to elicit greater participation unture workshops, if doing so suits
their needs.

The experience founded upon many implementatioawshhat it is difficult to find

many drawbacks to these initial workshops, whiclvehshe merit of drawing
participation and appropriation from wide crossteecof the organization. In the
worst case, the lessons learnt during the exeraigkksbe short-lived; however,
training personnel in using such effective methodi@s will have been worth it.

*

37 Several examples and workshop templates are aleadalthe LIPSOR website.



These workshops may implicate any group of persai® are common
stakeholders, and who wish to consider the possibte desirable changes in their
operating environment in order to best orient sggat action. These workshops may
also implicate formerly separate cultures who mustv work together due to a
merger/acquisition or strategic alliance. Theseksioops are a great opportunity to
gather formerly separate cultures in order to famohesive team around shared
objectives.

These workshops represent an indispensable preatobtee strategic foresight
process, and their application is simple and adaessAbove all, they serve as an
initiation to thinking about change in a productvay.

Ill. ESTABLISH A STRATEGIC DIAGNOSTIC OF THE
ENTERPRISE

Understanding one’s own strengths and weaknessesnperative for every
organization. As Hamel and Prahalad (2005), suggesnpanies must rely upon
their distinctive competencies and then transfdremt into key factors for success in
those domains in which they operate or wish to ateefThis intimate knowledge of
the organization in relation to the evolution o #external environment constitutes a
potential source of innovation, and is the subggdhe strategic diagnosis described
in the following passages.

1. The Tree of Competencies

The representation of an enterprise as a treempetencies grew out of the strategic
analysis of Japanese firms. It seems that, imiglioit explicitly, most organizational
structures in Japan are presented in an arboreal. fohus, for example, three
concentric circles symbolize research, productiand commercialization—also
equivalent to representing a tree in plan view.

Competency trees represent an organization or ggigerin its entirety, without
reducing it simply to its product lines or markels.these trees, the roots (skills,
competencies, techniques asalvoir-faire and the trunk (productive capacity) are
just as important as the branches (product lindsaarkets).

Within the scope of the integrated approachpaodspective the objective of the
competency trees is to establish an x-ray diagnadtithe enterprise in order to
understand its distinctive competencies with resfmeits possible strategic options.

The tree of competencies is divided into three pdapast, present, and future. The
analysis of the past allows an enterprise to umaletsthe constants of their particular
industry, how they were able to evolve, and toatéuheir project in any historical
context. The analysis of the future allows the gmise to identify the risks and
opportunities, as well as define the major stakekanallenges with which they will
likely be confronted. The analysis of the futurescalallows the enterprise to
determine its desired future and construct a ptdgerealize this future.

Instructions
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The elaboration of a full tree of competences neguconsiderable effort, especially
gathering exhaustive data on the enterprise (fsamior-faire to product lines and
markets) and also its competitive environment. Tgathering stage is vital to the
strategic diagnosis of the tree, e.g. the strengtitsweaknesses of the roots, trunk,
and branches. The diagnosis must also be retragpeict other words, it must look
back before looking forward. To know where you'oéeng, you need to know where
you came from.

It's important not to confuse this approach withttbf the tree of technologies in
which the trunk (means of production) doesn't earsl where the branches seem to
grow out directly from the roots. As Marc GigeB8P) highlights, "These are two
distinct concepts with different objectives [...] theaboration of the tree of
technologies is generally done by research andla@vent teams, or by public
relations departments who use the tree to preseaigplete and coherent image of
the enterprise to the shareholders and to thegqubli

Likewise, be careful not to confuse this tree wilib tree of knowledge created by
the philosophers Michel Authier et Pierre Lévy (2R9which allows one to analyze
a portfolio of competencies of a certain popula@snwell as its structures. This tree
of knowledge is often used to manage the humartatagfi organizations, which is

not our objective here.

Utility and Limitations

The image of the tree has its virtues. First df let's return to Marc Giget's
observation that "the enterprise needn't die alwitlg its product”. Just because one
branch is sick, you needn't fell the tree at ti@kr In this case, it suffices rather to
redeploy the sap of competencies towards new besnchactivity which correspond
to its "genetic code". There are some famous elesnguch as;Bolloré
Technologies makers of cigarette papers switching to speciatkpging, and
Graphoplex(slide rules to precision thermo-plastics) or etlenstoreRegle a Calcul
(Slide Rule in English) the famous Parisian storkictv converted to selling
calculators and computers.

The image of the tree also has its limits, and o & perfect metaphor for an

organization. In reality, the tree is a dynamigasrism wherein energy flows are

bidirectional. So, for example, the leaves collbet sun's energy via photosynthesis
and nourish the rest of the tree. When the leawesnd fall to the ground, they

produce humus which is then re-absorbed by thesrobtees also serve to remind us
that an organization has a certain disposition hatot unlike the genetic code in

biological organisms. Thus, a pine tree cannobbmecan oak, nor can a cherry tree
grow pears.

*

This approach, formalized by Marc Giget throughttet 1980s, has been revived by
a large number of enterprises such as; Renault, P#chiney, Sollac and
Télémécanique. The principles never cease todisc@vered under different forms.
Thus, Hamel insists, and rightly so, on focusingcomne competencies in order to
determine the direction of strategy.



For the last dozen years or so, the representatbm®mpetency trees have been
especially useful as tools of collective reflectinprospectivevorkshops (see figure
2 above). This tool is equally useful in an indiasicontext as it is in a regional one.

2. The Methods and the Tools of Strategic Analys is

As with prospective strategic analysis is composed of a suite of oduhand tools.
When these tools are used in their various comioimsit they assist the manager in
his or her choice of strategic activities and diagons.

There exists a vast body of literature on the subgd strategic analysis, and
therefore we will not bother detailing all the te@nd methods of strategic analysis
developed during the course of the last severahdEs: Some of these methods
include; the segmentation of activities into Donsairi Strategic Activity (DSA), the
product lifecycle, the effect of experience (knoadge theory), the models of various
firms (BCG, ADL, McKinsey, etc.) or even the anasysf fundamental resources
(value chain, trees of competences, benchmarking, e

These tools are part of the intellectual legacynaidern strategic analysis. Their
faded glory, and the often systematic and reductrag in which they have been
used, doesn't justify our ignorance with respet¢hém. If some of these tools are no
longer used by major strategy consulting firms,because they want to differentiate
themselves in the marketplace and create buzz drowemver proprietary tools.
Nevertheless, these tools are often useful to iticawdrs of strategy, in large part due
to their simplicity.

On the other hand, these same tools are often megsen business schools as
abstract "scientific" methods, with few case stagdigince the studies which exist
remain confidential. These theoretical explanatidasking concrete application,
have very little pedagogical utility. Experiendeows that these tools, as well as
those included in the toolbox are only relevant whigey are used advisedly while
keeping in mind their inherent limits.

3. The Strategic Diagnosis

The strategic diagnostic is formulated on two fsoot an organization; internal and
external. The objective of an internal diagnossicto understand strengths and
weaknesses at all levels of the tree of competsrfithe five fundamental resources
of an enterprise; human, financial, technical, piitvye, and commercial. However,

identifying assets and liabilities is not enouglfOne must also appreciate the
importance of these strengths and weaknesses atiorelto the threats and

opportunities which exist in the general strategiwironment—such is the objective
of the external diagnosis.

The classic approach has too often led stratetpstseparate these two diagnoses
(internal and external), which have no meaning piae relation to one another—
threats and opportunities qualify any given weakrasstrength.

A Retrospective X-Ray of the Organization
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The internal diagnosis of an enterprise is donereethe external diagnosis because
in order to query intelligently about changes ie #trategic environment, one must
first understand the organization’s products, matkeechnologies, employees and
history. Briefly, the internal diagnosis is essaliy a retrospective 360x-ray of the
tree of competencies, which enables one to defiree dcope of the strategic
environment under study.

Classically, the internal diagnosis includes thédofeing components; financial,
operational (which includes labor and capital) @edhnological, to which one
should append a column of data concerning quality.

The financial diagnostic is conducted with the aidatios which allow the team to
appreciate both the financial growth of the organan, and its financial growth with
respect to its principal competitors. We distirsuthe following ratios; structure,
activity (or management), and result.

The operational diagnoses of the tree concerns thetlbranches (the products and
markets), and the trunk (resources and productiim. banalisation of the tools for
strategic analysis (see above) stands in starkasirib the fact that many enterprises
have very little knowledge of; the markets theywsetheir history, their competitive
position, their costs and margins by strategic ssgmand finally their own strategic
outlook.

The quality diagnostic concerns the entire tree.e ¥én define 'quality’ as the

conformity of a product or service to the needst®fclient at the lowest possible

price. The diagnostic doesn't seek perfection dtnest for which would be useless

and costly), rather it seeks global quality, anddé&dine precise objectives whose

aims are; ameliorating performance and guarantdbatgorocesses and products are
meeting the needs of clients. Identifying uselessummsalable qualities is just as

important as identifying non-qualities.

The roots diagnostic (core competencies) is comcewith technologies, but also the
combination of human and organizatiosaloir-faire (know-how) which constitute
what we call the expertise of an enterprise.

The importance of strengths and weaknesses, whidulé¢ have already been
identified by the internal diagnostic, depends dme tnature of threats and
opportunities in the strategic and competitive ssrvinent. The enterprise must align
itself and its portfolio of activities with the demds of this environment.

The external diagnostic allows the team to congiderenterprise within the context
of its competitive environment, and as one playeom@g many. The external

diagnostic also allows the team to identify; direotpetitors in any given market

served, suppliers, clients, potential entrantsgpeers of substitutes (to borrow some
terminology from Michael Porter (1986)). Likewighe external diagnostic allows

for the identification of general players in thevieanment, such as; governments,
banks, the media, unions, interest groups, etc.ehterprise must position itself vis-

a-vis each one of the actors in its strategic emvirent.

In particular, the enterprise must position its @ams of Strategic Activities (DSA)
and explore four fundamental questions for each.

-what is its future?



-what is the competitive position of the entergPise
-what are the key factors of success?

-what are the distinct competencies of an entegmighose which an enterprise
must acquire to better its position?

The future of any particular DSA may be appreciatisea-vis the notion of industry
maturity, whose rate of growth is only one amongnynaspects. Thus, we can
position an industry itself in one of four phasdésgmwth; birth, growth, maturity

and decline.

The competitive position for any given DSA can beasured across a battery of
criteria, of which market share is not necessaniég/most important. There are other
factors to take into consideration such as; theplyughain, production, marketing,
finance and technology.

Utility and Limitations

The choice of strategic options by definition ahiated process, and will certainly
engender several dilemmas for the group. The canmeer profitability in the short
term must not be an obstacle to long-term developraed growth. One shouldn't
confuse diversification of activities with strategiedeployment of resources. The
latter is done by looking for synergies amongst toee competencies of an
enterprise. Simply diversifying the product ligmores this principal and leads too
often to a waste of resources.

During the1970s and 80s, the parceling out of dEts/of an enterprise into strategic
units was done systematically and to excess byndiah analysts concerned with
separating profitable activities from those whicleray less productive or even
operating at a loss. This has resulted in the elsberment of large corporations
into semi- or completely independent groups. Thedeies of restructuring and of
downsizing are often made without taking into cdesation the synergies and
competencies between different activities. To use tree metaphor again—by
cutting off all the braches, one jeopardizes theKy the roots, as well as the future
capacity of the tree to redeploy strategic resaifsap) where they're most needed.
According to Giget (1998) and Hamel (2005), thisngdémberment and the lack of
coordination which entails, is highly counterprotive in most cases.

It is not enough to determine the value of the Dosaf Strategic Activity (DSA),
and its competitive position with respect to onethar at any given moment. One
also has to situate the enterprise within the dyoarthese changes, and according
to the scenarios of its general and competitivaeireninents. Major technological
innovations, as well as political, economic or abauptures could happen, and
would then modify the portfolio of possible strate@ctivities. Therefore, it's
necessary to both; identify future key factorsudcess, and determine which among
them correspond best to the organization’s corepedemcies.

*
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The complete diagnosis (36&-ray) of resources and of an enterprise's sti@teg
environment can be seen as a tree of competerasidsit can be among the most
essential steps @irospectivgstrategic foresight).

IV. IDENTIFYING KEY VARIABLES

Structural analysis is a collective process whaguires the participation of multiple

participants. It offers the team the possibility describe a system (i.e. the
competitive environment) with the aid of a matrikiah relates the various elements
found therein. The objective of this method is dentify the principal elements

(variables) and then to determine whether eachfigential or dependent vis-a-vis

one another.

1. The Stages of Structural Analysis

Structural analysis begins with a group composedbath internal personnel and
outside expertise in the domain under study. dtuitbes three successive phases:
creating an inventory of variables, describingrilationships amongst the variables,
and then identifying key variables.

Identifying Variables (Phase 1)

This phase consists of creating an inventory ofabées which characterize the
system under study, as well as its internal andreat environment. It's important to
be as exhaustive as possible during this phasen@nekcludea priori, any possible
avenues of research.

In addition to theprospectiveworkshop (see figure 2 above), the collection of
variables can be completed by conducting intervievith representatives of the
actors implicated in the system under study. Tierviewees needn't be selected
among the upper echelon of management; in facpréferable that they're not.

A definitive list of both internal and external iasles are collected and considered.
Experience shows that this list shouldn't generatkgeed 70 or 80 variables,
assuming sufficient time has been taken to defamel ¢herefore limit) the scope of
the system under study.

A detailed description of each variable is crucal these variables will condition the
rest of the analysis. Furthermore, the relatiorslamongst the variables will form
the "database" upon which further foresight analyaee calculated. This work is
often done as a workshop which regroups the fagboeviously identified into
associated categories of more general scope.

It thus recommended that the team establish ag@eadfinition for each variable.
The team should also identify and describe importrivative variables which
underlay the principal variables, and then desdrmib& these derivative variables are
trending and how they may be likely to cause futunetures. This process could
take up to three days depending upon the compl@fitye task. A study with an



average of about 40 variables should roughly takenf80 to 120 days of work.
Generally this work is assigned to a committee whaesembers share the
responsibility of completing it. In certain caspsstnerships can be established, for
example, between administrative and executive @patnts. Doing so tends to create
a more cohesive team since they now share commategt objectives.

Describing the Relationships amongst the Variables (Phase 2)

Within a systemic context, a variable exists onlyelation to others. Also, structural
analysis is concerned with identifying the relasbips amongst the variables by
employing a two-dimensional matrix called a "Stuwat Analysis Matrix”

It's preferable that the matrix be filled-in by sgowho have already participated in
Phase 1. This phase may require up to two or thage of work.

The process of filling in the matrix is qualitative=or each pair of variables, the
following questions are posed. Does there existation of direct influence between
variablei and variablg ? If the response is negative, then one assigesaato this
cell. If the response is positive, then one assmone if the relationship is weak, a
two if the relationship is average, a three if th&ationship is strong, and finally a
four if the relationship does not yet exist, bus tf@e potential to exist in the future.

For n variablesn x n-1 questions may be posed (close to 5,000 for a sttty 70
variables) of which only a select few will be tre@tfor lack of time. This procedure
of systematic interrogation allows the team to dveirors, and rank and classify
ideas. In so doing, the team creates a common dgegwhich will then serve them
as the process continues. In most cases, it deasathe team to redefine certain
variables and therefore refine the analysis ofsystem. Finally, experience shows
that the ideal percentage of the matrix to bediile is around 20%.

Identification of Key Variables (Phase 3)

This phase consists of identifying and re-rankihg tkey variables, i.e. those
essential to the evolution of the system. Thesdynenked key variables (indirect
classification) are derived from a sophisticatedrmaalculation we call MICMAC
(Matrice d'Impacts Croisés Multiplication Appliqguasin Classement).

Comparing the rankings of the variables from theious classifications (direct,
indirect and potential) is a rich source of infotioa. It allows the team to confirm
the importance of certain variables, but also teaé those variables which play a
dominant role in the system, and which would hareained undetected if they had
only been compared directly.

The resultant data in terms of influence and depeoel of each variable can be
represented on a two-dimensional graph wherein xkexis corresponds to
dependence and the y-axis corresponds to influerites also quite possible, in
addition to identify the most influential variablés the system, and to study the
different roles played by these variables (seerégubelow).

2. The Different Variables and their Interpretatio n
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The variables are plotted on a two-dimensional matthose axes are defined as
influence and dependence. Therefore, each varialdefined by these two criteria
according to its position on the matrix.
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Figure 4 — Different types of variables on the matrix wétkes influence and dependence.

The input variables (1) are highly influential aaldo independent. These variables
tend to describe the system under study and conditie system’s dynamic. When
at all possible, these variables must be considergatiority when considering
strategic plans of action.

At the intermediate variables (2) are both highifiuential and highly dependent.
Thus, they are, by their nature, unstable. Anyoactaken on these variables will
cascade throughout the rest of the system, profguaffecting the system’s
dynamic.

The resultant variables (3) are not influential ety dependent. Their behavior
therefore explains the impacts resulting from othaables, principally input and
intermediate variables.

Excluded variables (4) are neither influential m@mpendent. Therefore, they have
little impact on the system under study. Oftenesinthese variables simply describe
inertial or prevailing trends which change littleveo time. Other times, these
variables are simply autonomous, and therefore Hhigtle impact on the system.

Excluding these variables therefore will have femsequences for our analysis.

Finally, there are the clustered variables (5) Whend to congregate together. These
variables are not sufficiently influential or depent to be included among the



previous classifications. We cannot draw any dg¥iai conclusions about these
variables and their impact on the system.

3. Influential, dependant and Hidden Variables

One of the benefits of structural analysis is tiatllows the team to verify
hypotheses concerning how the system functionsthiyway, structural analysis
may corroborate (or contradict) the group’s initlalpotheses concerning which
variables are important, influential, or dependent.

Quite often, the results of structural analysis sugrising. For example, between
10% to 20% of the results are counterintuitivetu&ural analysis demonstrates that
hypotheses concerning the relationships amonghlagaare often misleading, lack
evidence, or are ranked with an unexpected deperdarinfluence.

In 1972, aprospectivestudy was done for the French nuclear power imgust which
structural analysis was used with much effectlltiveed the team to identify major changes
in the ranking of variables.

By adopting various points of view—political, econig, technological, etc.—the group
identified 51 separate variables which were toalen into account.

The following figure illustrates how the ranking thfese variables changed with structural
analysis.

Indirect
Direct Classification Classification (Micmac)

Sengitivity to extemal events

Site problems
5

Sensitivity to external events
10

Invention or rev olutionary

technological development
A ccidental nuclear

catastrophe

26
Aecidental nuclear

catastrophe Invention orrevolutionary

technological development

32
Siteproblems

Figure 5 — Classifications and Indirect ClassificationsigsMICMAC

The variable "Sensitivity to external effects" wémm the fifth row to the first. As early as
1972, structural analysis allowed us to sense rifoitance of collective psychology with
regards to the development of nuclear energy.
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The evolution here is even more striking when yousider the variable "Site problems"
which has to do with selecting particular sitesyfrouclear power plants. This variable went
from 32nd row in its direct classification (or ramf) to the 10th row in the Micmac
classification. Micmac had elaborated the problefrite type we now see at Electricité de
France where installation plans are thwarted bytestong local residents. These issues
began in the early 1980s and continue today—Micerzabled us to sense the impending
trouble almost 10 years before the fact.

4. Utility and Limitations

The principal utilities of structural analysis d@e stimulate collective thought, and
allow the team to consider the counter-intuitivdndgor of the system. The data
derived from the structural analysis mustn't beetais gospel, but rather as a means
for deeper reflection on the subject under studindoubtedly, there is no single
"official" analysis of the data derived from MICMACThe group must determine its
own interpretation.

The limits of structural analysis concern principahe subjective nature of input
data, specifically the list of variables elaborawharing the first phase, and the
relationships amongst those variables determiriexivise by the team. Therefore,
structural analysis is not a reality per se, bthiegna means of representing reality in
an abstract and subjective way. Moreover, the amalytself, is subjective.
Nevertheless, the participatory nature of the msceavhich reduces individual
biases, allows a team to arrive at a model of tyeabhich is far better than that
which would have otherwise been created by an iddal.

Finally, structural analysis is a long process Wwhsometimes becomes an end in
itself and should only be undertaken if the subletls itself to such analysis.

To facilitate structural analysis, and more spealfy in direct rankings, LIPSOR has
developed a software tool called Micmac which igikable free-of-charge on the
LIPSOR website (laprospective.fr).

*

You should count on several months to completerctsiral analysis—of course,
much depends on the pace of the team and the liovated to the study.

A few pitfalls to avoid:

- subcontracting the structural analysis altogethmr to those charged with
facilitating the study, or worse, to outside thpary consultants. To ensure
appropriation of the strategic decisions taken asesult of the study, internal
personnel must be implicated during this phasét, iashey who will be later called
upon to implement the strategic plan.

- dispensing with the indispensable phase of ifigngj and describing variables.
Doing so will render the filling-in of the matrixompletely random, and the resultant



data valueless and unreliable. Furthermore, thdtd&/neither common experience
nor common language concerning the system undey.stu

- parceling out the chore of filling-in the matrivill result in data that has no
meaning, since structural analysis was designedtasl for collective participation.

If these pitfalls are avoided, the appropriableeasp of structural analysis make it
the tool of choice for systematic analysis of aegiyproblem. 80% of the results
obtained will be rather obvious and will simply éom your initial intuitions
regarding the behavior of the system under studigwever, the remaining 20% will
be counter-intuitive (unexpected) and provide a Imakearer picture of how the
system functions, which in turn, can only have lataay effect on the judgment of
those concerned.

V. STAKEHOLDER ANALYSIS AND KEY ACTORS

Strategic stakeholder analysis constitutes ondn@fctucial steps gbrospective It
aims at resolving, or at least recognizing, theflaia amongst actors who are all
pursuing their own interests. The interplay ofséhectors will certainly condition
the evolution of the system under study.

The method for analyzing the interplay of actolspacalled MACTOR (Méthode
ACTeurs, Objectifs, Rapports de force), evaluatke important relationships
amongst actors, as well as their respective coeweas and divergences vis-a-vis
several important stakes and objectives relatékddase stakes.

The resultant analysis of this method will allowyagiven actor to forge alliances
and manage potential conflicts with other actors.

1. Phase 1: Construction of the Table "Actors' Stra  tegies"

The method includes seven steps:

The Construction of a Table of Actors’ Strategies (  Phase 1)

The construction of this table concerns those actanich control key variables,
previously identified in the structural analysisaph. This analysis describes the
evolution of the system based upon the importatra@nd the variables over which
they have control.

The information collected on the actors is forndhitethe following way:

- One side, a veritable identification card of eackor will be established, its ends,
objectives, its projects under development, andseghan their mature phase
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(preferences), its motivations, its constraints ametans of internal action
(coherence), its past strategic behavior (attitude)

-On the other side, we examine the means of atiianeach actor possesses vis-a-
vis other actors in order to achieve their projects

Evaluating Strong Relationships amongst Actors (Pha se 2)

A matrix of direct influence between actors is donsted from the table "Actors'
Strategies” elaborated during Phase 1. This isnaplished by considering the
means of action of each actor. The importantigiahips are calculated by taking
into consideration both the direct and indirect éator being able to act on another
though an intermediary) means of actions.

Five levels of relationships among actors are dladsaccording to the degree of
influence. An actor may have little or no influerm® another actor (0); an actor may
disturb (in a limited way) the operations and mamagnt procedures of another
actor (1); an actor may jeopardize the successeoptojects of another actor (2); an
actor may jeopardize the mission of another a@prdr an actor may jeopardize the
very existence of another actor (4).

The various actors are their positions are plotted two-dimensional matrix where
each axis represents influence vs. dependence.ahhlygsis highlights the strengths
and weaknesses of each actor, as well as possibiiitr serious conflicts.

The matrix influence versus defendants reveals pasition-types; dominant actors
(very influential and little dependent), dominatectors (little influence and highly
dependent), intermediate actors (both influentiad adependent), and finally
autonomous actors (neither influential nor depet)denth respect to the system
under study.
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Figure 6 — Example of Matrix Influence versus DependencAdaibrs

The ldentification of Strategic Stakes and Associat  ed Objectives (Phase
3)

The confrontation amongst actors with respect & thoals, their projects, and the
means available to them, reveal a certain numberstadtegic stakes. The
relationship among actors is characterized by cmeree or divergence around
these objectives.

Positioning of Actors around Objectives and the Ide ntification of
Convergences and Divergences (Phase 4)

With the matrix “actors vs. objectives”, the currattitude of each actor with respect
to a given objective is indicated with agreemerit)(tlisagreement (-1) or neutrality

(0).

To identify the alliances and possible conflicts&e tmethod clearly shows every pair
of actors and the number of objectives they aragreement or disagreement. Two
initial complete matrices showing convergences dikrgences are produced.
These matrices allow one; to visualize those graf@ctors who share interests, to
evaluate the degree of their apparent independemaientify those actors which are
potentially threatened, and to analyze the stgholithe system.

Ranking the Priorities of Objectives for Each Actor (Value Positions)
(Phase 5)

The graphs constructed during Phase 3 are rathereetary. These graphs do not
take into consideration the number of convergeaoelsdivergences of the objectives
among actors. In order to fit the model with rgalone simply needs to take into
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consideration the ranking of objectives for eadmacThe degree of positioning vis-
a-vis other actors is facilitated by the use okezhobjectives.

Integrating the Power Relationships into the Analys is of
Convergences and Divergences among Actors (Phase 6)

Let's say that there’s an actor which has 2 timesenpower then another actor.
That means that this actor can exercise 2 timese npomver vis-a-vis common
interests. The objective of this step is to adjhst relationships of each actor with
respect to particular objectives.

Several new graphs showing possible convergenagli@argences among all the
actors are then produced. By considering the renkf objectives and the power
relationships among actors, a comparison of asefigraphs allows one to identify
potential alliances and conflicts.

Formulation of Strategic Recommendations and Key Qu estions about
the Future. (Phase 7)

Stakeholder analysis clearly demonstrates the patefliances and conflicts among
actors. Thus, it contributes to the formulation kdy questions and strategic
recommendations—both of which are indispensablesstetheprospectiveprocess.
For example, the method helps to determine howrdlaionships amongst actors
might evolve, and furthermore how particular actoesy fade or grow in importance
as the system evolves.

Utility and Limitations

The stakeholder analysis method (MACTOR) is higtdgalable and will
accommodate a large number (and diversity) of laatiors and objectives. In this
respect, it differs from traditional "game theoxyhich although often accompanied
by powerful software tools, is rather restrictiveedo the limited number of inputs.
Nevertheless, on a theoretical level, there remainsh progress to be made in
reconciling "game theory" with the MACTOR method.

MACTOR has a simple interface and is very accessilfiurthermore, it allows the
team of analysts to take into consideration thiengss and complexity of the system
under study by supplying intermediary results wtalarify certain dimensions of the
problem.

The method includes a certain number of limitatjionstably concerning the
gathering of required input. Actors are naturalgtiaent about revealing their
strategic projects and their means of externabacti Therefore, there remains an
irreducible enigma concerning the intentions oftaier actors with the system.
Moreover, the representation of an actor within $lgestem assumes that the actor
will behave rationally—an assumption which is sames belied by reality.

The greatest danger in using this method, andpdatiy with the ease of generating
lots of data via the software, is to get carriecapwith the data and the stream of
analyses it will likely elicit. The team must forget that the quality of the results
as well the capacity to sort the most relevantltesdepend upon the quality of the
input.



To facilitate the analysis of the interplay of astoand notably to calculate the
important relationships amongst actors, LIPSOR Haseloped the MACTOR
software (see figure 13, also the software is abél free for download in several
languages, including English at: www.laprospectrye.

*

On a practical level, the time necessary to conditakeholder analysis with the aid
of the MACTOR method is generally shorter than steictural analysis phase.
However, the time necessary for the collection aedfication of data and their
consequent analyses mustn't be underestimated.

The MACTOR method may be used alone, or in conjancwith an integrated
strategic process. Furthermore, the method maydspted to global strategic
analyses, as well as the analysis of a partictilategic objective.

VI. SWEEP THE ENTIRE FIELD OF POSSIBILITIES AND
REDUCE UNCERTAINTY

1. Morphological Analysis

Morphological analysis aims to explore possibleorsbinations of constituent
elements of a given system. This method is pradyipused for the construction of
scenarios, but it is equally well suited for bo#chnological forecasting and
elaborating potentially new products through theomsbination of technologies,
services, etc.

The Construction of Morphological Space
Morphological analysis includes two principal phase

This first stage is concerned with decomposing $iystem (or function) into
subsystems or components, either as a result pfospectiveworkshop and its
factors of change and inertia (see figure 2 abareps the result of structural
analysis. The decomposition of a system is a delioperation and requires serious
consideration if the method is to be useful.

The components must be as independent as possidletaken together must
comprise the entire system under study. Too mamgponents will render the
analysis impossible, while inversely, too few comgats will result in poor analysis.
Therefore, it's necessary to find a balance.

Each component can take several configurationghdrexample of global scenarios
whose grid is presented here, a given scenarioh&acterized by a specific
configuration of components. There will be as mpogsible scenarios as there are
possible combinations of components. The possi®enbinations therefore
represent the entire field of possibilities calldd "morphological space”. The
morphological space presented here is composedvehscomponents each one of
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which has three or four configurations which wilender 2,916 possible
combinations which is the product of X8 x 3 x 3 x 3x 3 x 4). The morphological
space grows exponentially and therefore there iiskaof drowning in the sheer
number of possible combinations.

The morphological space can increase very rapi@ly.adding a single hypothesis
for two subsystems the morphological space inceedse close to 80% (3,888
possibilities rather than 2,187). So, the risk mivehing in data is very real.

One way to deal with this exponential growth of therphological space is to assign
probabilities to the occurrence of any given hypsts.

Certain combinations of hypotheses, even certaougg of combinations of
hypotheses, are either not compatible or not colhevben taken together. To satisfy
the conditions for quality in scenario planningg$&hapter 1, Section 4), the second
phase of morphological analysis consists of redutii® morphological space into a
subset which is far easier to manipulate. Thidase by introducing criteria which
exclude certain combinations for various reasomsr(emic, technical, etc.) from
this original set, so that only relevant combinasican be examined.

The Blocks Method

When the system is very complex, or the systemiregja very fine level of analysis
(for example with regions), it may be useful toluge an additional step to
morphological analysis. This step consists of aoieting scenarios as combinations
of boxed variables and hypotheses.

In the case below, two types of scenarios are ediuThe first are partial, and the
second are global. In the first set, each subsystenevel n is decomposed by
variables (see figure 6 below) at the level belowi). A set of hypotheses is then
determined for each variable and potential comnatthereof.
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Figure 7 — The Blocks Method Using Partial Scenarios

The following scenarios are created by dropping mdinough each level like a
pachinko ball, though non-adjacent hypotheses mneagelected. (see figure 7 below)
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Figure 8 — The Blocks Method Using Global Scenarios

The Blocks Method essentially allows one to redineemorphological space which
would otherwise be too large and unwieldy. For egigna system which includes
four subsystems with three variables each and thypetheses for each variable
would produce a morphological space df possibilities or more than 500,000
scenarios. By using a blocks and by assuming thah esubsystem has three
scenarios, we can greatly reduce the number oflpliss. In this case the number
of scenarios is reduced to 81 possibilities.

Utility and Limitations

The domains of application for morphological aneyare multiple and include but
are not limited to; the construction of exploratosgenarios, new product
development, and technological forecasting.

Although morphological analysis is used most oftentechnological forecasting,

this method lends itself to more and more freqyeiotthe development of scenarios.
When used to develop scenarios, the morphologates includes the following

dimensions (components); demographic, economibntdogical, and social. These
dimensions are characterized by a certain numb@os$ible states (configurations
or hypotheses), and therefore a scenario is nothirica combination of states for
each dimension.



Morphological analysis is great for stimulating iheagination and allows the team
to sweep the entire field of possibilities. Sonas to be overwhelmed by the sheer
number of combinations, it's necessary to learn hHownavigate through the
morphological space with the aid of selection cdt@nd rules of exclusion.

The first limit of morphological analysis stemsrirahe choice of the subsystems.
By omitting a subsystem or simply an essential kiypsis for the future, there’'s a
risk that you’ll end up ignoring a large field obgsibilities (which are not fixed but
evolve over time).

The second limit is the sheer number of combinatiamich are produced and
quickly overwhelm the user. One of the best sohdis to introduce strict selection
criteria, and then proceed to exclude those subisystypotheses which are not
essential. The other way is to simply use the [doukthod shown above.

In order to facilitate morphological analysis, andre specifically to apply selection
and exclusion criteria, Lipsor has developed therpgWlol software tool which is
available free for download from the Lipsor website

*

Morphological analysis is rather easy to impleméwotyever there are certain risks
associated with the sheer number of combinationshwiesults. Its effectiveness
shouldn’'t give you the false impression that you'®ehausted every possible
combination. Like the future, the morphologicahsg is not fixed, but evolves over
time. By omitting a subsystem or simply an essénrtigothesis for the future,
there’s a risk that you’ll end up ignoring a largeld of possibilities. Finally, you
mustn’t lose sight of the fact that constructingersarios is only one stage of
prospectiveand that the point of doing @ospectivestudy in a strategic context is
that it leads to concrete action.

This approach of Zwicky had been completely forgottor decades by strategists.
These same strategists were likely frightened ley sheer number of possibilities
that this method reveals, thus reducing the scopk @aedibility of their own
scenarios. We rediscovered this method back in 1988 prospectivestudy we did
for the French armed forces. Since then, this niethes had an alarming success
among neophytes tprospectivewho are too often amused by the way in which
scenarios can be simply constructed like Lego IdoGkese neophytes often forget
that quality is more important than quantity.

2. The Delphi Method

Developed by Olaf Helm&t at the RAND corporation in the 1960s, the Delphi
method (Helmer, 1967) aims to reconcile the variopsmions of experts on a
particular subject, and relies upon successivellgurestionnaires.

% Numerous people working at the Rand Corporatiod kaveloped this technique, among
them;Olaf Helmer, Theodore J. Gordon and Normab&key. The first elements of this technique
were presented by Dalky and Helmer in 1953, butrtlethod really took off in the middle of the
1960s as a tool for technological forecasting. TDhiginal Delphi technique is presented in the
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The most frequent objective of Delphi studies isbting clarity to a particular
decision which may be clouded by a certain amotiohoertainty.

Instructions
The Delphi technique includes three principal pe&se

The first phase is a fundamental step is in theohlahethod. As with any method
which employs the opinions of experts, defining tpeecise scope of the
investigation is extremely important because al éxperts need be addressing the
same issue.

The development of the questionnaire must followtase rules. First of all, the
questions must be precise, quantifiable (for examible probability of a particular
event happening by a given date), and independeath( question must be
independent from one another, and must not be tondd by other questions in the
questionnaire).

The second step is all the more important consigdhat the term "expert" is rather
ambiguous. Independent of his or her qualificatjofunction, or rank within an
organization, the expert will be chosen accordimdnis/her ability to envision the
future.

The lack of expert independence can be a potgniddllem. To avoid this problem,
the experts are "isolated" and their opinions aléected via mail in an anonymous
way. Doing so, also avoids distorting the experhmns by a leading opinion.

The questionnaire is sent to the experts, andast l@a hundred copies should be
distributed since there will be non-respondentshose who simply give up. The

final group should not be smaller than 25. Thestjoanaire is accompanied by a
courteous cover letter describing the goals of ghevey, the rules of the Delphi

process, tolerable delays in response time, anddbessity for anonymity, etc.

For each question, it is important that the exmsfluate his/her own level of
competence.

Successive questionnaires are sent in order taceetihe variance of opinion, and to
determine the precise median. During the seconddiothe experts, having been
informed of the results of first round, are reqdite supply a new response. This
new, modified response must also be justified leydkpert if it deviates too much
from the average. During the third round, eacheexpnust comment on the
justifications of deviant opinions obtained duritfte second round. During the
fourth round, each expert gives a definitive regaorirom which a median may be
obtained, as well as a standard deviation.

Utility and Limitations

Analysis of the future : the Delphi methdg Olaf Helmer (RAND Corporation, 1967, P-3558)an
The Delphi method: an experimental study of graginion de Norman C. Dalkey (RAND
Corporation, 1969, RM-5888-PR).

%9 The Delphi method has had numerous derivatioreedimne 1960s. The method presented here is
the original technique.



One of the advantages of using the Delphi technigjtieat one is almost guaranteed
to obtain a consensus opinion after successivedsowf questionnaires, even if
converging opinions do not necessarily signify aehee. Moreover, the
information collected during the survey concernifidure events, trends and/or
potential ruptures are usually very rich in contantl contribute significantly to the
foresight process. Finally, in addition to be walited to management, technology
and economy, the Delphi technique works equallyl wéh broader social science
domains.

Several constraints limit the reach of the Delpkimod which has proven to be long,
costly, tiresome, and somewhat intuitive rathentrational. Using multiple rounds
of surveys is debatable, since only those expéentsse opinions vary from the norm
are required to supply a justification. NeverthgJeBom a foresight perspective,
divergent opinions are more interesting than thekeh fall within a certain range.
Finally, the possible interactions between theawssihypotheses are not taken into
consideration and furthermore structurally excluddthis latter weakness has lead
champions of the Delphi method to develop probsdxdicross-impact method (see
figure 4 below).

*

The Delphi method is a relatively simple procedwvbich is easily applicable using
a survey to experts. However, the risk of failangl disappointment may discourage
the uninitiated. This method does permit the téarabtain a consensus. It is best
suited, therefore, to decisional applications, ibmust be adapted according to the
objectives of the study. In particular, it is nucessary to obtain (at any cost) a
consensual median opinion, but rather to highlggteral groups of responses by
analysing their convergences.

Delphi is a technique which has been the subjecta oiumber of important
applications throughout the world for the last 4&g or so. Not everyone relies on
the same technique described above. Certain mddibelphi" techniques borrow
the name, but do not keep to the original spirittted method using successive
surveys, etc. Certain other modified "Delphi"” teicjues rely upon a single round of
mailed questionnaires.

There have been several derivative approacheset®#iphi method. The mini-
Delphi method is a forum in which experts debataeal-time, each question before
responding to it. More generally, the use of nreent modes of interaction such as
video-conferencing, tend to render the procedureerfiexible and rapid.

3. Régnier's Abacus

Régnier's abacus is a rather novel method of conguéxperts. It was conceived by
the French medical doctor, Francois Régnier, dutivgg1970's in order to query
experts, either in real time or by mail using aocetl voting ballot. According to Dr.

Régnier; "[Régnier’s abacus is] a new approacmteractive communication which
uses a colored scale to create tables and graRkgnier's Abacus is particularly
useful for understanding opinions, as well as th@wtion of those options, either of
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a group or individual. Recognizing areas of cosssnand/or disagreement just
became easy and fast [...]" (Régnier, 1989)

As with all the expert methods, Régnier's abactesmgits to reduce uncertainty,
compare the point of view of one group with that athers, and take into
consideration a large range of opinions.

Instructions

The logic used by the abacus is that of the thoders of the traffic light (green,
orange, and red), complemented by light green &id fed, which permit even
more nuance of opinion. A white cell permits tkeepondent to vote neutrally and a
black cell permits an abstention. Régnier's ahathemn, is essentially a colored
scale.

In the first phase, it's important to preciselyidefthe problem under study. This
problem will be broached with care and deconstdidtéo elements (or items).
Then, these items will be posed in the affirmativ&ach expert will respond
individually to the questions posed in the affirmatusing Régnier's colored scale.

This phase consists of treating the colored regmonsilizing a two-dimensional

matrix. The rows correspond to a particular probknd the columns correspond to
a particular expert. The resultant matrix is aqrama of qualitative data which

clearly shows the position of each expert on tlublems posed.

Using this colored matrix, the experts debate ttudlpm(s) under study. An expert
may, at any moment, change the color of his/hee vaoid justify his/her change of
opinion.

Utility and Limitations

Régnier's abacus is effective, simple, fast, atwval for a large range of expression.
It's essentially a tool of communication. Unlikeet Delphi method, it's not
consensus which is sought, but rather the exchamgagst the experts.

However, Régnier's abacus modifies the typical wagyiconditions of a group and it
is sometimes difficult to convince a team to usé-dr example, the boss could find
him/herself isolated. Therefore, the method isallguapplied to evaluateex-post
training seminars, when the strategic choices aremger at stake.

*

After having existed in a manual form (with the aida colored, magnetic matrix),
the abacus is now completely automated, accessitliee, or through the use of
software which allows for wonderful colored gragmsl rich analysis along multiple
axes.

Régnier's abacus is practical tool which permitstégam to collect expert opinions
either in real time, or within a relatively shorhe-frame. It works for large groups
as well as for small ones, and data may be colef@tem remote participants.
Furthermore, the abacus may be used alone or jjurodtion quite effectively with



other tools such as Delphi (Mirenowicz, Chapuy, ibeau, 1990; Chapuy, Monti,
1998).

4. Probabalized Cross-Impact Method

Early iterations of this method were developed bhgddore Gordon in the late 1960s
(Gordon, 1968) and were essentially an extensiorthef Delphi method. Since
Delphi is incapable of considering the interactiohfuture events, the probabalized
cross-impact method aims to redress this problem.

The probabalized cross-impact method determinespleimand conditional

probabilities of hypotheses and/or events, as wasllthe probability of specific
combinations of hypotheses and/or events. The rdethtrulates these probabilities
by taking into consideration the interactions betwevents and/or hypotheses.

The objective of this method is not only to elalberthe most likely scenarios for the
team, but also to examine possible combinationBypbtheses that one may have
excludeda priori.

Instructions

This method is actually a suite of techniques wtattempt to evaluate the changes
in probabilities of an ensemble of events afterrdedisation of one or more among
them.

Among these tools, Smic-Prob-Expert software ih@es the most powerful. In a
system with n hypotheses, the Smic-Prob-Expert pperane to choose, from the
information supplied by the experts, among the 2ssible images, those which
should (taking account their probability of occng) be studied.

Smic-Prob-Expert therefore consists of delimiting imost probable futures which
will serve as the basis for the construction ohscms.

In the first phase, Smic-Prob-Expert begins withage of five or six fundamental
hypotheses and a few complementary hypotheses. e wit's not very easy to
study the future of a complex system with a rafivaited number of hypotheses.
This is why there is so much interest in such taslstructural analysis (see figure 4
below) or stakeholder analysis (see figure 5 abaweh permits to better identify
the key variables and to better formulate theahliypotheses.

The survey is generally done via mail (a rate spomse on the order of 25 to 30% is
considered good). You should count on about siekseo complete the survey
process. The experts implicated in the surveychiesen according to the same
criteria for the Delphi method (see figure 2 above)

The experts are asked to appreciate the probabfligdycertain event occurring in the
future and scoring that probability from 1 to Soffr unlikely to very likely). It then
asks the experts to consider the conditional pritibgliaking into consideration the
occurrence or non-occurrence of other events.
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Keeping in mind all the conditionality, it's necassfor the expert to show the level
of implicit coherence in his/her reasoning.

In the second phase, the raw data is analyzed amdcted using the opinions of
experts in such as way as to obtain coherent,aselits (i.e. satisfying classic rules
of probability) and affecting a probability of eaoh2" possible combinations given
n hypotheses.

Taking the average of the probabilities assigneth&oeach of these visions, it is
possible to determine their ranking, and consedyethe most probable scenarios.

It's important to choose 3 or 4 among the scenaabgeast one baseline scenario
(one with a high average probability) which willrge as a reference, and a few
contrasted scenarios. Even though the probalfitthese contrasted scenarios is
often weak, they are nevertheless important for eneerprise because of their
potential impact.

The last step involves writing the scenarios (ptim present to final vision),
elaborating the behavior of actors. This last stepcerns the scenario method (see
figure 1 above)

Utility and Limitations

The so-called "probabalised interactions” methagfgasent serious progress with
respect to Delphi since they have the advantageaking into account the
interactions of potential events. Contrary to thelgbi method, the Smic-Prob-
Expert, takes into consideration the interdepeneleamaongst the questions posed
and insures coherence. The Smic-Prob-Expert mesheaky to apply, the process is
rather quick, and the results obtained are, in géneasily interpreted.

The Smic-Prob-Expert method is also an intelleciafety-net which allows the
team to catch certain preconceived ideas (see FBarard especially, to verify that
the scenarios under study cover a reasonable ptre dield of possibilities, i.e. that
there is at least, according to the experts, 6@M0mpercent chance that the future
reality will correspond to one of the scenariosspreed.

For the Smic-Prob-Expert method to be effectives arust remain vigilant and, as
much as possible, avoid a thoughtless, mecharpgdication. On mustn’t forget that
the probabilities obtained from the method are ettbje, i.e. are not derived from
data, but rather the opinions of experts.

The information collected during the Smic-Prob-Exgeocess is considerably large
because there is as many types of scenarios as dherexperts queried. Therefore,
it's sometimes problematic to aggregate all thepamses. There are a couple of
solutions to this problem. The first involves gaigzing experts according to the
proximity of their responses. The second involveldsviding the entire group of
experts into sub-groups of actors. The secondisallrelps the team understand the
interplay of groups of actors. The raw and restiltsata obtained (and representing
most often in the form of a histogram), allows team to arrive at a consensus, and
ascertain various "schools" of thought, and clgggidups of experts or actors.



To facilitate the probabilisation of scenarios,ddp has developed the SMIC-PROB-
EXPERT software, which is available for downloadeefof-charge at
(www.laprospective.fr)

*

Developed in the early 1970's by Michel Godet alAJEommissariat a I'énergie

atomique] and again at SEMA [Société d'études madtiques appliqués], the

Smic-Prob-Expert method been applied to a numbempbrtant studies in France
and around the world. Several other "probabalistsgtactions” methods have been
developed since the mid-1960's in the United Staelsin Europe.

Thanks to the software developed by Lipsor, itag/rpossible to execute the Smic-
Prob-Expert method, either in real time (in a snday, for example) or in a more
traditional manner via mail.

VIl. EVALUATING STRATEGIC OPTIONS

The choice of strategic options is characterizetrége-offs and must pass through a
process of negotiation. The short-term concerrpfofit mustn’t stymie growth and
development in the long-term. Moreover, one mustoitfuse diversification with
the strategic redeployment of resources. The l&tdone by reconciling the synergy
among the core competencies of an enterprise. $iigation of product lines
generally ignore core competencies, and too o#tad to wasted resources.

1. Trees of Relevance

Within the scope of the integrated approachptospective the objective is most
often to identify coherent projects, i.e. strategmions compatible with both the
identity of the enterprise and the most probabémados of the environment.

The Trees of Relevance method, applied originallghie domains of military and
technological R&D, aims to aid the team in its et of various strategic actions
which might be taken to satisfy global strategigeotives.

Instructions

The method is essentially a comparison of varicusked levels of a particular
problem. The levels go from general (highest [etelthe specific (lower levels).
The method includes two phases; the constructigheofree, then its notation.

During this phase, the end-points (high-level—ides policies, missions,
objectives) are distinguished from the means (level—includes subsystems, sets
of actions, and elementary actions). The diffefem¢ls correspond then to the goals
which become more and more detailed as one doNendevels. Taken as a whole,
the levels make up a decisional system compridiegvarious end-points and the
means of achieving them. (see figure 8 below). ffée is generally constructed with
51to 7 levels.

The construction of this tree, which may appearegdaeely simple, must respect
certain criteria. First of all, there are no raaships between the nodes belonging to

79



the same level (independence of nodes). Seconck Hre no direct relationships
between nodes belonging to non-adjacent levels. #mally, the levels must be

filled-in equally from top to bottom in order toasilize the model—what one looses
in generality, one gains in variety.

The decision-making concerning choices among abgsitan not be made before a
preliminary analysis using the following two commplentary approaches;

-The ascending approach, starting with the coltkations, analyses the effects
of these actions and studies the objectives oldameelations to these effects.

-The descending approach, starting with the litnafl, explicit objectives,
investigates and analyses the means of action valti@lv an organization to
obtain them, and the variables likely to modifyrthe

It is necessary to designate each element as @thaction or objective in order to
preserve its exact meaning (know what you're tgllbout).

The object of the second phase is to measure thigilmation of each action on the
objectives in the system. In order to do thisekevancy score is given to each
terminal of the graph (i.e. on the tree). The satributed to an action on level (

1) conveys its contribution to the realization ofians in the level directly above it

(n).
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Figure 9 —Example of al'ree of Relevanaesponding to the general objective of greater
independence of an organization

At this stage of the study, various methodologi#lewathe team to rank the
decisional paths according the size of their cbatron to the initial objective—this
is the aggregation phase.

We propose here a simple methodology in which tii®m of a particular leveln]
constitutes an evaluation criterion for the actiomslevel (-1). Several matrices
(multicriteria tables) are established for eactele\A row represents tha elements
(actions) of levelrf-2) and the columns represent theriteria of level §-2) for each
criterion. The contribution of each element insging the criteria is evaluated.



Utility and Limitations

This method is an excellent aid to reflection arbbwes the team; to avoid

redundancies (avoiding an imbalanced tree), toodtet new ideas (highlight the

dark zones, which are objectives not related tonfeans and visa-versa), and to
justify the choices taken, increase coherence,fenadly to structure the objective

and the means.

The partial qualitative utilization (Phase 1 — limited to elaboration) of the tree, is
relatively easy and may prove to be very useful highly productive at certain
stages to the team.

However, the method Trees of Relevaapelied in its entirety (including phase 2 —
notation of graphs and aggregation) may prove tburdensome and delicate in its
application due to limits of transmorphing an eptese into a tree, and the fact that
uncertainty is not taken into account.

*

In practice, this use of this method allows for tdymamic construction of a tree of
relevance by a group of people. This method is ussdbly during the "strategy
workshop" in the initial phase of the process, las tonstruction of the tree of
relevance underscores the following fundamentalgpal, "Good anticipation is one
that leads to action." Altogether, this method de=e to be applied in humerous
cases due to the rigour it imposes on the process,the simple and accessible
nature of its qualitative part.

2. MULTIPOL

Like all multicriteria methods, MULTIPOL aims to kpare different actions or

solutions to a problem according to multiple créaeand policies. Another objective
of MULTIPOL is to aid the decision by constructiagsimple and evolving table of

analysis from the different actions or solutionsichhthe decision-maker has at his
disposal.

Instructions

The MULTIPOL method, which stands for (MULT Icritee¢ POLitique) is certainly

the simplest of the multicriteria methods, but aity not the least useful. It relies
upon the evaluation of actions using various weadttoefficients, not too dissimilar
from grading a class of students.

One finds in MULTIPOL the classic phases of a noulieria approach, including:
the inventory of possible actions, the analysisafsequences and the elaboration of
criteria, the evaluation of actions, the definitioh policies and the ranking of
actions. The originality of MULTIPOL comes fronsisimplicity and its flexibility

of use. Each action is evaluated with respectth eriterion by means of a simple
scoring/ranking system. This evaluation is obtdibg the use of questionnaires, and
holding meetings with experts. Consensus is crotigctive of this method.
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Moreover, the judgment brought to bear on the astis not executed in a uniform
way. One has to take into consideration the dfiecontexts linked to a particular
object of the system. One particular approach &ssign weights to a set of criteria
which convey one of these contexts. These critesilathen correspond to the

different value systems of the actors regardingr tdecisions, to their strategic

options still in play, or to multiple scenarios amdaluations including the time

factor.

In practice the experts are distributed for eadicp@ particular weight given on the
entire of criteria. For each policy, the MULTIPQlcocedure attributes an average
score to the actions. A table of profiles of raxg@ comparing actions according to
the policies is also calculated.

Understanding the relative risk of uncertaintypotential conflicting hypotheses, is

done via the use of a graph of stability showing thnkings of actions based upon
the difference between the average obtained fon @aticy and the score of the

action. The tool also allows the team to test thieustness of the results of each
action, for example, a means with a high scoreatsd diverging from the median

could be considered risky.

Utility and Limitations

MULTIPOL is a simple and accessible method. legkto account uncertainty and
allows the team to test the robustness of partia@lsults against various industrial
policies. What's more, thanks to its simplicityt'si scalable and flexible.
MULTIPOL allows the team to easily incorporate dulshal criteria, thoughts, and
actions, either during or after the session, tacarthe analysis. Finally, the ease of
aggregation the criteria makes this tool very usefieed.

However, if the objective is to elaborate a grapkdal upon several actions, there are
some potential pitfalls that one should try to avoiln this case the team needs to
take into consideration the incompatible synergesl redundancies among the
retained actions. This is a handicap that is comnooall multicriteria methods.
Therefore, in the case of multiple actions, a nmuanced analysis is required.

To facilitate the mulicriteria analysis accordimmgthis method, Lipsor has developed
the MULTIPOL software, which is available for dowad free-of-charge. (see
figure 21 above and www.laprospective.fr)

*

The necessity to take into consideration the piesesf multiple criteria in the
problems of decision has motivated the developroénumerous methods, more or
less sophisticated in a field that is very wide. MUPOL is a simple and operational
response which avoids the pitfall of excessive frpation and which permits
organization and structure to aid decision-making.



LIPSOR (laboratory at the Conservatoire National des Arts et Métiers) and
EPITA (Engineering School)

with the generous support of
The Entrepreneurs’ Circle of the Future
distribute the methods of strategic foresight

The methods of strategic foresight are downloadable free-of-charge on the
LIPSOR web site:

http:/ /www laprospective.fr

-click on the tab Entrepreneurs” Circle of the Future
-then click on Spread the Knowledge

ATELIERS DE PROSPECTIVE

Ask the right questions.

MICMAC

Identify the key variables.

MACTOR

Analyze the strategies of actors.

MORPHOL

Scan the field of possible futures.

SMIC-PROB-EXPERT

Probabilize your scenarios.

MULTIPOL

Chose a future among uncertain futures.
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Do we want the world to change with us or without us?

The answer appear obvious to managers, planners and entrepreneurs who know:

- How to anticipate change;
- How to avoid forecasting errors;

- How to avoid clichés and conventional thinking;
- How to make sense of the various concepts used in foresight, scenario

building and strategic planning.

Whatever happens tomorrow depends
less on prevailing trends, and more on
individual and collective decisions
taken in the face of these trends. If the
future is indeed the fruit of human
desire, then we have the power to
change it to organizational and person-
al advantage. In Creating Futures,
Scenario Planning as a Strategic
Management Tool, Godet has collect-
ed an impressive arsenal of the most
effective methodologies for strategic
planning, some of which were devel-
oped by Godet himself and his associ-
ates at Lipsor (http://www.cnam.ft/lip-
sor/eng/).

In Creating Futures, methods are
presented with lively examples and
followed up with illustrative and
informative case studies. Godet joins
the great French tradition of human-
ism and rebellious rationalism by
stressing the human factor while
deconstructing sanctimonious clichés
which hamper our creative powers. In
this handbook for professionals, con-
ventional wisdom is challenged, and
rigour is reinstated.

1

The author, Professor Michel Godet,
holds the chair of "strategic prospective"
at the Conservatoire National des Arts et
Meétiers (www.cnam.fi/lipsor/) in Paris.
Professor Godet is a member of Prime
Minister’s Council of Economic Advisors
and the French Institute of Technology.
He is also the author of 16 books and
more than 200 papers, many of which
many have been translated into English,
Spanish, Italian and Portuguese. Born in
1948, Godet is also member of the edito-
rial board of the most eminent journals
in the field: Futures, Technological
Forecasting and Social Change,
Foresight, and Futuribles. Godet has
consulted to some of the largest organi-
zations in the world, including; BASE
Renault, Total, Arcelor, Chanel,
Bongrain, Lafarge, AXA...
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B Chapter 3: Regional and UrbanProspective

Regionalprospective(or prospective territorialen French)obeys the same laws as
generalprospectivewith one principal difference—the subject is eithecity or other
geographic region.

The use ofprospectiveby and for regions responds to several challefigesd by
regional stakeholders. First of apfospectiveconstitutes a unique instrument to
understand regional dynamics within a context winscimore and more decentralized
and whose decisions are more and more autononfaussnecessitating the need for
cooperation at the regional level. Alsprospectiveallows an organization to
inculcate a culture of anticipation and collectdebate concerning the major stakes
about the future and the choices which result ftbem in the present. This is a
necessary step in order to anticipate structurahghs and major mutations in the
regional context. Prospectiveis also a powerful tool to engage local stakehslde
proactively around the convergence of both possibié desirable outcomes which
are thus transposed into regional policy and ecandevelopment. Often times the
result of a regiongbrospectivestudy is a charter or contractual document spegfy
for example, general agreements concerning reateeahd economic development,
as well as zoning. Finally, regionalospectiveallows regions to explore ignored or
neglected data. By taking a step back and examihiese difficult questions from a
distance, local and regional officials are abléréat important problems before they
become urgent.

Given the increased competition among regions hedise in power of civil society
and its demands, regional authorities and stakeh®loeed to anticipate the future in
a different way in order to make the most relewdgtisions concerning economic
growth, social development, and environmental corgelhese imperatives require
a prospectiveapproach—i.e. global, anticipatory, and systemig-thtderstand both
ongoing changes and those to come. The disciplindinking in an exploratory
way allows regional stakeholders to discover thgomstakes to which they must
respond. Such discipline also allows regional dtalders to identify the major
strategic objectives as well as the courses obactquired to achieve them.

If the outlook and attitude girospectiveis today irreversibly anchored in regional
practices throughout France and abroad, there arg nvho would embark upon a
regional prospectivestudy without understanding its conceptual fourmadet or its
methodological requirements. However, these remerds are necessary to
undertake a regionglrospectivestudy in a rigorous and efficient way. Regional
prospectiveapproaches, which are often very complex to ita@fi@ontribute to the
continual innovation of regions, and should noubdertaken lightly. For example,
regionalprospectiveplays a role not unlike the re-evaluation of @rgipolicies.

l. THE BEGINNING AND GROWTH OF REGIONAL PROSPECTIVE

Even though regiongbrospectiveis a recent phenomenon, it is not entirely new.
Between 1955 in 1975 numerous initiatives wouldd l¢éa the development of a
French practice of applied regiomabspective Even if no one spoke about regional



prospective the foundations, both conceptual and methododbgiwere forged
during this period.

1. Planning, Prospective, and Regional Management ~ *°

The application of grospectiveattitude concerning the future of regions began in
earnest in 1962 with the creation of the FrenchiRta Commission (otherwise
simply known as thé&lan) by Pierre Massé. Thielan was charged with “studying
the future and considering what would be useflkrtow in the context of France in
1985” (Massé, 1964).

The mission of thélan was to assemble groups who would, in turn, promabéd
industrial and social progress. Tpmspectivestudy commissioned by thH&an for

a team calledGroup 85was to discover several important and intelligibleas
concerning the future which would be useful forsduent policy. These ideas were
destined to guide the decisions of #lan, were both probable and desirable; with a
focus on preparing France for the latter. The waiwke byGroup 85was one of the
very first approaches, if not the very first apmtoaof prospectiveapplied to the
future of a region—in this case France. Their wmikrked a seminal change in the
understanding of the future going beyond simple rm&conomic projections. For
the project, numerous intellectuals and speciakgse consulted. Among them
were; Claude Lévi-Strauss, Jacques Delors, Pauwbuveer, and Raymond Aron.
According to Decouflé (Decouflé, 1972) “[this wdnkarked the end of prehistory
of planning....” as it was the first meeting betwgmaspectiveand planning. Massé
continued, “first of all [...] concentrating its atigon on the properties of the future
which would be useful for decisions made in thesprgé, second of all [...]
compiling a sort of questionnaire about the futafehumankind with the aid of
analyses about the medium term and beyond” (Md8&21)

With the success of thelan and Group 85 participants expressed the desire that
prospectivebe institutionalized among government administradj professional
organizations, and unions so that these organmmttoo could benefit from the
profound learning and flexibility thgirospectiveprovides (Monod, 1970). Indeed,
upon completion of this initial work, numeropsospectivecells were created among
various French administrative bodies including; #rench ministries of foreign
affairs, defense, and industry.

The creation of DATAR

In February 1963, a French administration withadlseonym DATAR Délégation a
I’Aménagement du Territoire et a I’Action Régioralehich translates into English
as (Delegation for the Management and Politicalgkcbf Regions) was established
and reported directly to the Prime Minister of Ffian Among the most important
functions of DATAR was coordinating various progsaand operations concerning
the development and management of geographic region
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Serge Antoine was among the first directors chasgithl leading the DATAR and
he was known for having a capacity for successiulanaging startups. Antoine was
also instrumental in the publication of the magaZ@0Q The objective 02000was
to raise public awareness about the complexitydaffidulty of problems pertaining
to the future—an unexpected but essential role.

In March of 1968, Antoine organized an internatiosgmposium on regional
prospectiveand the advanced techniques of regional plannifbis meeting was
unique insofar as “presenters and papers were d¢dcazclusively on regions and
their proper management” (Aigrain &t, 1968) with a time horizon of 2020. Pierre
Aigrain coined the new sciencgéoprospective(Aigrain etal., 1968).

This symposium was a seminal event. First of allinculcated theprospective
attitude among participants concerned with regioamsg differentiated regional
prospectivefrom otherprospectivepractices such gwospectiveapplied to industry.
The symposium allowed participants to codify a canmnanguage around regional
prospectiveand consider various time horizons. “Each probers its own horizons,
certitudes, probabilities, plausibilities, and ussp All of these become progressively
more abstract as the horizon stretches into thardlit (Antoine, Durand, Monod,
1971). The symposium responded to two importandsieé.) to understand the
specific issues related to various time horizoms| 2.) to reconcile differing views
concerning regiongrospective

The symposium also formally codified the principtEsregionalprospectivewhich
had originated with Gaston Berger and @entre International de Prospectiver
International Center foProspective.The symposium also reminded participants of
the demands and rigor of the practicepobspective Pierre Aigrain commented,
“Prospectiveis a unique opportunity to ask truly important sfigns and decide
one’s destinyProspectives the ultimate liberating experience becausakiés into
consideration what could happen. Again, let's mettw the proper definition of
prospective Prospectivas a technique which serves an inquiring statenioid and

it feeds on its own energyrospectivedoesn’t lead to scenarios with complacent
scenes of a carefree future. It's not about tryimgpredict what will happen in the
year 1985, 2000 or even 20Zrospectivas not about indulging in fantasies about
determinism or potential events in the future baspdn extrapolating the past.
Prospectivesimply enumerates the possibilities, and confrgnévailing trends and
revealing facts; perspective doesn’t pretend tamanoe what will happen, but rather
offers a method to achieve the desirable. Abovepatispectiveencourages society
to choose among fundamental options. [...] Everythinlj not be decided in one
meeting in 1968. Therefore, it's not about definsuy exact solution for 2020 in
1968. Prospectiveis flexible and allows for continual re-evaluatiea that society
may make the most appropriate choices for the éuaisr events unfold and updated
information is available.” (Aigrain etl., 1968).

Finally the minister of thePlan at the time reaffirmed the direct link between
political power with the general practicemspectiveand called upon leaders from
the national to the local levels, as well as fromiustry, to utilize this research about
the future in their daily operations. This was first time that such a system
concerning the future was actively encouraged.



A System for Studying the Future: the SESAME

After having done various missions abroad and camgig the advice of specialists
in prospectiveincluding Herman Kahn, managers at DATAR decidecreate a
framework that would serve as a reference for pdin the long-term and decisions
concerning the proper management of regions atdtienal and regional levels. The
system was baptizesi/stéeme d’études du schéma d’aménageoreBESAME. The
acronym means system of studies for regional manage The SESAME
framework was implemented toward the end of 1968euthe auspices of DATAR
and the FrencRlan.

SESAME was defined as a system which would allownagars to make better
decisions with respect to the management of regiomswith a better knowledge of
anticipatory effects concerning the futtireThe DATAR itself was conceived, in
part, as a set of methods and means to analyzZerigeerm, and about knowledge
concerning the future insofar as actions would havee progressively improved,
rendered operational, and then diffused througttmipublic and private sectors.

This work concerning the methods and the meansl@ee them would take on two
major forms; 1.) theoretical research that was rdégdly allocated to university
researchers, and 2.) methodological trials.

The research would follow various directions. st8yns science and a greater
appreciation for systems analysis would contribem@rmously to the burgeoning
discipline ofprospective The systems approach allowed participants teroene
the best action among a greater range of multipteratives (DATAR, 1971a).

Secondly, there was a greater appreciation ferasgphenomena, which was a
major preoccupation for Jérdbme Monod at DATAR ait time (Durance, Cordobes,
2007). Monod stated; “we must avail ourselves toidophenomena and not be
constrained to technological phenomena alone. HMHustences must aid us in
thinking about the future and they must also begrdted into the science of
prospectiveitself [...] this is the only way to avoid the sart rational fatalism in
prospective’ (Monod, 1970). This orientation is diametricatipposed to the Anglo-
Saxon practices in which technological factorsfak@red to the detriment of social
factors (Antoine, Durand, 1970). The work was lgd & group which gathered
several research centers and government admirosisail his work put the focus on
the necessary distinction among the three aspétt® prospectiveapproach, which
is today common practice. These aspects are; llecting facts and analyzing the
present, 2.) analyzing those things embedded inpte (analytic phase), and
forecasting possible futures founded on the redmgniof certain deterministic
factors (exploratory phase); and finally 3.) thermative phase which relates
possible futures with desirable choices with respea an explicit system of values,
and then finally returning to present in order e@define the strategy based upon the
desired future. (DATAR, 1972a).

Finally, prospectivanust consider international phenomena. Jéréme Mtraweled
abroad frequently, notably to the United Statesoanmanied by Serge Antoine.

*1 The term SESAME makes explicit reference to theskbgt the system will furnish to the organizatidnich will
ultimately allow it to construct its own future.
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These voyages were an opportunity to visit sevemglortant centers for North
American foresight drospectivg and to meet various intellectuals concerned with
the future such as Daniel Bell, Herman Kahn, andgadaOzbekhan (Durance,
Cordobes, 2007). Their travels also allowed Monod Antoine to establish a good
foundation about the public practices of foresiggrbspective abroad. The texts of
Bell and Ozbekhan were reprinted in the maga®&nespectivepublished by the
DATAR. It's important to point out DATARs focus dmuman values. One of the
founding members of DATAR, Constantinos Doxiadrgraduced DATAR to his
theory of human development, which he calddstique Always on the lookout for
new methods, Monod commissioned a study of Fragadd Hudson Institute. The
Hudson Institute is a think tank founded by Hernkahn. For the study, Kahn is
famous for having surveyed France from an airplane.

The Unacceptable Scenario

Parallel to the theoretical research concernpmgspectivebeing undertaken at
several universities and research centers through@nce and around the world,
numerous applied studies were being done. These mvethodological trials based
upon the elaboration of scenarios in which methedse progressively perfected.
Much of the applied work started in 1970 with the af the OTAM, a subsidiary of
the SEMA managed by Jacques Lesourne.

The principle retained from OTAM was something edlatrending scenaripwhich

Is constructed from current trends in both the ecan and social domains. The
extrapolation of trends towards the future leadtheoappearance of tensions which
are capable of jeopardizing the entire system, lvhre then envisioned vis-a-vis the
impacts on the institutions and regulations cutyentplace. Thdrending scenario
is an exploratory exercise, and once the hypothaseéthe constraints leading to the
trends are defined, the scenario serves as a metene order to measure other
scenarios or appreciate the potential effects gbagticular policy in advance
(Antoine, Durand, 1970).

The first scenarios concerning regions were eldbdran 1970. Numerous problems
arose both conceptually and practically. However, the most part, all of those
problems had been resolved by the time the studyobkan completed. For the study,
three contrasted exploratory scenarios for the Y880 were elaborated and each
defined a possible orientation for possible develept. The result of each scenario
was an image of society in a geographic contextyels as the paths which might
lead to that future society. (DATAR, 1971b) Theserarios were conceived by
three distinct groups using two complementary aggines. The first approach was
exploratory and consisted of passing from the prtet® the future by taking into
consideration dynamic factors. The second wasspéaive starting with future and
working backward to the present including the imtediate events and factors.

These multiple regional scenarios would serve sfeaence for a subsequent study
for France in the year 2000, better known under rthene “the unacceptable
scenario”. From then on out, the method would bk defined. The construction of
scenarios is based around three elements; the “basmitial state of the system
under study, taking into consideration its laws &edds, including those which are
barely perceptible (seed elements),” then a pathictivtraces the evolution of the



entire system” which could include obstacles “orkfowhich would offer several
different possibilities” and a final image “the wéts of this evolution®* (DATAR,
1971c).

From these three elements, two methodological piiseis emerge. The first
methodological possibility is to determine the patid discover one (or more) final
images (scenarios). The second methodological lpbssiis to imagine a final
image (scenario) and trace back the path which aviedd there. Even if it seems
seductive, the second method poses a fundamewfalepr. The future is multiple
and since it is not possible to retrospectivelydrdback each scenario, one must
choose one scenario from among the many; but howhtse and given which
criteria? Or more precisely, which rules shouldapely to define what is desirable.
To do that, we would need to know “the needs astesaof the French people of the
future” which would require a “sociologicarospectivewhich remains in large part
undefined”. (DATAR, 1971c). It is thus best to ageraccording to the first method,
in other words, choose a path in the present aalgbedte one (or more) scenarios.
“One of the possible scenarios, the ‘unacceptabdmario’, will emerge and will
serve to show what could happen if no one intersemfis ‘unacceptable scenario’
will act as a deterrent to guide policy-making."ADAR, 1972c). Thus, the trending
scenario plays a role, not only as a reference,alsg of a sounding board. The
necessity to distinguish the exploratory phase ftbm normative phase is clearly
demonstrated in this exercise.

Conducted within the framework of the national gapfic scope, this study
provided the impetus for local leaders to commisssonilar studies on a smaller
geographic scale, thus opening the patbrospectiveon a regional level.

A French Scenario Method.

Several years after the realization of the firserarios in 1975, the DATAR
commissioned a study from a group of researchetheatniversity of Québec in
Canada. The study would seek to analyze the scemaihod within the framework
of the theory obrospectivan order to support various past and current appbns
(DATAR, 1975).

The Canadian team based their study on threeipainmethodologies which played
a crucial role in the development of scenario pilagnand represented three rather
different schools of thought. The first was thatHd#rman Kahn, the second that of
SESAME and DATAR, and the third that of Hasan Oztzek’.

According to the study, the SESAME/DATAR method hathny advantages;
“SESAME had significantly contributed to the proggeof the scenario method”

“2In an article published in 1972 by Jacques Dur#reh in charge of the mission at DATAR, Durand irdeld a
fourth element called the external content. Thigtfoelement was a description of the the mostifiigmt constraints
issuing from the general environment under studythe current practice of regionaldospectivethis elements takes a
more evolved form--what are called the scenariaafext, which when compared to scenarios of ésipyallow the
organization to highlight the principal stakeslwo tegion which must be considered for its ownriitu

*3 These three authors worked on a common projeddAFAR. Hasan Ozbekhan developed scenarios foruhed

of Paris for the year 2000 in the year 1973. Theeiotwuthors identified here were part of a Canadégearch team.
They include; Erich Jantsch, Robert Ayres, and Glamer.
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(DATAR, 1975). The SESAME approach, which was gediguand continually
improved, was original on several levels.

The first contribution was the normative orientatio Strategic objectives
distinguished prospectivefrom other practices of foresight, notably thaticih
Herman Kahn had advocated in which scenarios meastfree of any value
judgments, which is effectively impossible anywayce the author(s) will always
bring some subjective judgment to the scenariooBdythis normative approach, the
SESAME team clearly articulated the systems of emlwhich should orient the
construction of scenarios, thereby rejecting theated objective scientific dogma
of the era.

The second contribution was the articulation of wisa called the diachronic

analysis, which takes into account the various taadpoutcomes of phenomena, as
well as the synchronic analysis which formalized firocess of determining the
evolutionary state of society at any given time.séenario, according to the
SESAME/DATAR approach, is a mix of these two dimens.

The third contribution was the integration of thstbrical dimension. History serves

to determine the elements of the scenario and allmve “to situate one’s thought in

the broader historical context” (DATAR, 1971b). $happroach doesn’'t necessary
lead to a cyclical conception of history, but mereglps explain the macro-historical

trends.

The SESAME group suggested several improvementshén scenario method.
Among them was the the use of morphological anglygitially proposed by Fritz
Zwicky in 1962“. SESAME also proposed integrating cross-impact rinest
originally developed by Theodore Gordon and Olafniéz. Cross impact analysis
was integrated in the scenario method in the d8R0s.

Prospective and Participation

The normative goal oprospectivehas naturally raised questions concerning the
ultimate association between citizens and the dieim of what is considered
desirable by society. Beginning in the 1970s, cerspecialists suggested to simply
interview the “man on the street” by posing spedifuestions about certain scenarios
of the future. Some went so far as to suggestrggaglevision shows during which
citizens would state their preferences for one @geror another.

The position of DATAR on this question was cleaflhis very direct contact
between this rather technical study and the putidies not seem productive. We
need to involve politicians [...] Tomorrow’s problemsquire [...] officials at all
levels of government, from local to national; essdly those who have a stake in
the well-being of the country and are dedicated’sobetterment [...] | believe that
with the aid of systemic analysis, we can effedyivdemonstrate our efforts and
better recruit the public to our causes.” (Monc@i{@).

The separation among the roles of the politicie, researcher/technician, and the
citizen is very much in keeping with the ideas ohst®n Berger. However, by

44 This technique was presentedNitorphology of propulsive powdBociety for Morphological Research, 1962), and
then later irDiscovery, invention, research through the morppgaal approach(Macmillan, 1969).



contributing to articulating the questions concegnithe possible and desirable
futures of a regiomprospectiveorces regional officials to situate themselveshigir
regional contexts and broach new forms of socialogi. The dissemination of
prospectivestudies throughout France played a decisive mlehianging attitudes
and behaviors there. In the 1970s, certain delmieserning regionalization were
nourished byprospectivestudies done at the regional level. Furthermdre,dublic
discourse was lively as the results of these ssudiigd not always result in consensual
public opinion. (Decouflé, 1972) Starting in thedadi970’s, under the double effect
of greater local authority and less Federal intetio®, prospectivewould be
adopted, little by little, by local administrationsncerned with the future.

2. A Recent Favorable Legislative Environment in Fr ance and
Europe

With respect to the work commissioned within trenfework of various French laws
(Voynet, Chevénement et Gayssot-Besson-BartoloRUJJB5 many local charters,
contracts, agendas, and projects have been cnwdledarying degrees of success.

Among the instruments of strategic and spatial mtegn implicating a strong
prospectivadimension, the Guidelines of Regional Coherenda &irench ¢chémas
de cohérence territorialSCoT))was among the most important. SCoT guidelines
require a considerable and concerted effort adwifuture of regions with a time-
horizon of 20 years, and to a lesser degree, aanugbanning component. This
ongoing work has implicated numerous teams, padatilju agencies of urban
planning and university researchers.

The regions were also more and more concerned wigh preparation and
organization of public debates. In this context,rtipgpants almost always
spontaneously offered their own speculations abwufuture. These debates offered
participants the opportunity to critically examitiee policies of their regions, and
also examine the coherence of their ideas. Onleeofibals of regionglrospectivas
bringing regional stakeholders together so thay thay undertake thprospective
study in a democratic way. There has been muchinggesearch concerning new
forms of group process, participation and collabora There has also been much
experimentation with governance of civil societpr fexample; conferences of
consensus, juries of citizens, scenario workshbpfphi studies, etc.

Although constructing scenarios had long been st@hdpractice in large
corporations, such practices were now beginningpdatake hold among regional
administrations, under various forms. The domaiml dhe goals of regional
prospectiveare now more explicit than ever before, and thed&mental principals
and concepts have been clarified. The tools aedrtéthods which came out of the
French experience are proof positive of regiopabspectives effectiveness.
Regionalprospectivas truly a useful tool “which serves the strategianagement of

regions”.*®

% The title comes from a training seminar organikgdhelnstitut national des études territoriales
(INET) in April of 2008. The summary of the traig describes; "... to deal with the profound
changes of regions, in the context of growing imé@endence of decision-making strata, and the
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The contribution of regiongdrospectivein renewing regional planning is recognized
and supported by recent successful examples whagk been widely publicized.
(Loinger, 2004 ; Mousli, 2004 ; Derné et al., 208&)gionalprospectivenas created
much excitement (Bailly, 2005), as numerous publisivorks on the subject bear
testimony these last few years. (Courson, 1999stdde, 2001 ; Goux-Baudiment,
2001 ; Debarbieux, Vanier, 2002 ; Farhi et al., 200pohr, Loinger, 2004 ;
Jouvenel, 2004 ; Pacini, 2007).

It is important, however, to distinguish regiopabspectivestudies initiated by local
administrations in which the collective co-constimie is an indispensable
ingredient, and regiongrospectivefor the State in which strategic thinking is far
more important. In the former, the collective (gopprocess creates a framework for
better dialog with local stakeholders. Howeveryé¢hagain, the borders between the
two are blurry because the State may also bene&itneously from a collective
process, in order to ensure smooth collaboratidwedsn local administrations and
State agencies.

It is now possible to talk about a new age for b@iions and foprospectivefor
regions.Prospectivesffectively contributes to a new definition of gamance, which
is far more democratic and participative. This ngawernance implicates public
institutions, and social and private organizations the articulation and
implementation of making collective choices. Thegkective choices are capable of
eliciting broad public participation and effectisgormous change. It is no longer the
case thatprospectivebe done in advance of a decision, based solehyn upe
extrapolation of trends. Today, more than epeospectiveis a democratic process
capable of redefining the questions posed in th®igdiscourse, a process in which
weak signals are identified, and a process in whidtesirable future is identified
implicating the broadest possible public partiaipat

I11. REGIONAL AND URBAN FORESIGHT MAY BE STRATEGIC

Regional prospective can be both strategic andoexiary. Throughout this text, we
shall refer to the termsegional exploratory prospectivand regional strategic
prospective and further differentiate between these two apghnes later in the
following sections. Almost every region, at eveeyél (villages, townships, towns,
cities, urban agglomerations, metropolitan aread, regions) are today confronted
by the task of implementing regional projects. Tiplementation of these projects
assumes the integration of three distinct appraachieese three approaches are; a
prospectiveapproach, a strategic approach, and a collectiveegs approach. These
are the three facets of regional stratgymspective

1. The Foresight Approach

Every regional project starts with anticipation,dathen the construction of a
coherent scenario of a desired future. From thgsreleé scenario local stakeholders
will collectively consider the options and defifeeir desired future together. The
basis of every regiong@rospectivestudy also includes the creation of a strateget an

shortage of resources, regional decision-makers tdeveloped more sophisticated methods of
prospective in order to orient their strategies mmglements public policies.



retroprospectivediagnostic set for the long term (strength andkneases, threats
and opportunities, key questions for the future,)ethe analysis of prevailing trends
concerning the region, and the identification ofalesignals, as well as the
identification of possible feared and desirabletuogs in the future as well as their
consequences. Taken together, th@espectiveelements are articulated through the
collective elaboration of scenarios concerningakiernal strategic environment of a
region in a given time-horizon.

Similar to the classic strategic diagnosis, theorptospectivediagnosis has become
more and more indispensable to understand the twolwf regions and to
comprehend the drivers of its past developmene@mining the history of a region
and the policies which governed it, one has a mietter understanding of the
principal changes and inertial forces which hayli@nced the regional environment
in the past. Such an analysis poses important ignsstelated to how change has
taken place, which changes were anticipated andhatioiok the region by surprise.
Such an analysis is concerned with the quality lé twvay in which local
administrators responded to their environment enghst, and if such policies were
appropriate or ill-adapted, as well as what theyusthhave done differently.

2. A Strategic Approach

The use of strategic methods is one of the conseggeof the uncertainly that
defines the future. Both strategic apdospectivethought are indispensable to
regions; not only because regions must have thadesi regional outlook, but also
because they must prioritize the actions of pastimera context that is often largely
decentralized. Such an approach also allows thal Istakeholders to define the
correct conditions in which to act, as well as kinewledge and theavoir-faire of
coherent policy within the context of regional gmemnce. Therefore, it's important
to situateprospectivewithin regional strategy. Prospective should béngegral part
of any public debate or decision; particularlyleg tegional level.

What kind of region do the local stakeholders wiar20 or 30 years? What can be
done and how can they do it? The response to thesstions reveals the goals to be
achieved. From these goals, we can define the medhesprograms, and the
intermediate steps we must take to arrive at soelhsg

Regional strategiprospectivein its normative phase, seeks to collectivelyetate

a desired but realistic future. This future comé=aty into view via a strategic

vision — the collective conviction capable of betrgnsformed into a set of strategic
actions. This is done by supplying stakeholdershwite determination and

conviction they require. Such an exercise is abdefining a destination, and

providing the participants with a common directi¢icatour, 2004}°.

4 This particular aspect represents one of thetgfiéierences between the strategic vision of an
enterprise and that of the region. Even if bothdhto provide collective direction the organization
the former is the exclusive reserve of the exeeutind is imposed top-down to personnel. Of course,
this does not contradict the practice of the preceldowever, for regional prospective the strategic
vision must be constructed by the greatest numbergional stakeholders. The quality of the pragect

95



The elaboration of a strategic vision of a regiothie long term is a prerequisite step
to defining the strategic orientations, fixing dfijees which lead from such

orientations, and redefining public policies at tiegional scale, developing well-

defined partnerships with other important staketérsddn the region, and having the
ambition to be a force for change. Once this st@p lbeen realized, analyzing the
possible futures, and then taking decisions comagrithe desired future, is

essentially about pragmatically querying the publiere of action. The future of

any region is dependant upon the projects yet tionbgined.

To pass from anticipation to action, several swpsequired. Stakeholders must:

-go from hypotheses concerning the evolution ki#gaon to the construction of
several possible futures

-decide upon a desirable future which will ultielsitbe the foundation for
future collective action

-formalize the path between the desirable futmekthe present to best
understand the major stakes linked to this evahutio

-elaborate the orientations and the strategiceptsj
-elaborate the choices, and take decisions leadiagtion
-finally, evaluate their progress

Regional strategiprospectivels robust and is able to deal with ongoing chaémn
by investing in several simultaneous projects.

First of all, once the team has identified the gtla& objective is to facilitate the

application of concrete actions. Elaborating atstgw even collectively, is one

thing; but programming, evaluating and implementatjons which issue from that
process is quite another. A regional strategiospectivestudy must take into

consideration the strategies of stakeholders, toeegses which lead to concrete
decisions, and the detailed evaluation of the belgtgi of those decisions. If a

strategy is not accompanied by implementation derdi, then no one will buy into

it, and it'll end up being an excuse not to act.

Here, the question of modified values must be cai3ée prospectiveattitude and
process naturally modifies both individual and ecdlive values. The value shift
usually occurs by giving priority to those valuekieh will ultimately help a region
realize their desired future. For example, regiosihtegic prospective usually
allows for a different reading of the data from ghresent, and thus naturally leads to
a different understanding of the operational emmment of the region. In this way,
regional strategigrospectiveis also a learning tool and one which helps build
consensus around shared objectives.

Finally, regional strategigprospectiveconstitutes the preferred method to create
initiative among citizens, as well as a preferredthnd of group process relying
upon civil society and its representatives. Fattililg the use of real social practices,
prospectiveauthorizes the group to take into consideratiom ¢lpectations and
aspirations of one another. It's not about fallinp the trap of participatory tyrrany
(see below). Ratheprospectivas about implicating, not only organizations, bigo

which ensue from the strategic vision is directiyated to the elaboration of a common vision.
Therefore, local governments must play an impontalat



those individuals in the regions. Regional strategiospectiveis also about
identifying promising projects that the communitgncget behindProspectiveis
about an appropriation (emotional buy-in) of disseu about the future, its
representations, as well as its alternatives.

Regional strategigrospectiveis sometimes constrained within the domain of the
anticipatory thinking, which stands in stark costr the practice of strategy or with
decision-making in general. Several regiopadspectivestudies, such as the Midi-
Pyrénées, Lyon-Millénaire, etc. focused on the epgibry character with wide
media coverage. We call these studies, regionaloetpry prospectiveas these
exercises did not lead to “normative” outcomes,nmre specifically, a regional
project of a strategic nature.

Regional exploratorprospectivas often as useful as regional stratggiospective

In fact, several of these exploratory approachess] by a municipalities or regional

administrations of the State, have been successfulefining the major stakes

involved in its future development and have thusnbable to implicate other local

and federal stakeholders. Such studies are gepeadracterized by the use of
exploratory scenarios which seeks to create a commmoderstanding among

participants and local stakeholders in order teidhte decisions and to validate and
question the vision of the leaders of the region.

It seems both legitimate and desirable for the rf@d8tate to create its own visions
of the future of its regions, particularly with pest to large spaces and parks, as well
as trans-border regions. Some of these operateuns) as the one led by the
administration of the region in France callgdntreunder the general direction of a
team from the DRE, ultimately led to a team of 4€ographically dispersed
members who worked over the course of 12 months. t€am was comprised of
university researchers and regional stakeholdeis wrked on creating a strategic
vision for the future ofCentre which ultimately led to the reformulation of the
strategy of the State vis-a-vis the region. Obviusuch projects must be
commended.

Prospectivestudies led by federal teams are therefore natddnto the details of
specific local plans (SCoT, regional projects, )etan fact, severalprospective
analyses may be necessary within the framework eterchining the overall
evolution of a region and its particular strategigentation and local policies
supporting such strategies (PASER, SRADT, regiohihvare known to excel at
certain activities, etc.)as well as in the preparation of policies in apttion of
large public works projects.

The management of regional infrastructure and emeiy, beyond the usual roads
and housing, is a challenging task which requiremvative solutions. There are
several imperative which must be met; employmentyirenmental factors,

sustainable development, existential long-term amgi issues, new patterns of
immigration, long-term logistical issues and hovesé needs must interface with
existing transportation infrastructure, knowleddmowt urbanization, etc. Certain
subjects must be treated at the local level in ecatpn with other regional and State
administrations; for example those activities whadtect the physical environment.
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3. A Participatory Process

Within the framework of regional projects, tipeospectiveapproach contains the
desires and expectations of its citizens, as vgetha needs of the local community.
So, it seems inconceivable to carry out a regipnaspectivestudy without making a
serious effort to reach out to the local commumityorder to arrive at a general
consensus. This effort relies upon the skills tdlanted facilitation team, capable of
managing such a public debate and implicating theatgst number of local
stakeholders. The participation of a large humiddocal stakeholders is one of the
principal goals of regionaprospectiveand ultimately leads to better and more
legitimate public decisions. Such participationoaldlows the team to draw upon
significant local competencies and the collectivnesgy of the implicated
stakeholders and partners.

More generally, the collective experience allow® tregional stakeholders to
transcend the past and move into the realm of anmammvision for the future of the
region. This is an indispensable learning expegedoc the public and civic life of a
region. (Latour, 2004)

Also, every regional strategiprospectivestudy relies upon several collective
processes implicating a wide range of local andaistakeholders; much more
numerous and heterogeneous than would be the cdiseprespectiveapplied to
industry, for example. Regiongrospectiveis a far more interactive learning
experience than genenicospective Regionalprospectivas a veritable pedagogy of
change, investiture, organizational learning, aadigpation. It likewise raises the
issue of how to best structure these collectivegsses with formal methods.

Regional strategiprospectivas the favored approach for all regions which lkaen
to create their own desired future. Regional styiat@rospectivehelps regions
develop economically by providing its organizaticared institutions with a shared
vision, which ultimate leads to shared projects.

4. The Three Books: Blue, Yellow, and Green

The three fundamental elements of regional stratpgdospective are; anticipation,
action, and appropriation (emotional investiturB)ese three fundamental elements
can be separated into three separate books ohadgitvategiprospective

The blue book seeks to supply a global vision eféhvironment (past, present and
future) of the region. Relying on a synthesis of kgures and statistics, it includes
the elements of a diagnostic and reveals contenigsues and probable trends, as
well as major uncertainties and possible risksupiture. The result is simply data
about trends and possible ruptures, and so the"blook” may be sub-contracted to
an external consultant, though performing the &t within the blue book in-
house is often a rewarding experience.

The yellow book gathers the propositions of lo¢aksholders elaborated in order to
prepare for the prescient global changes detailédea blue book (pre-activitiy). This
activity ultimately allows for the construction tdcal projects (pro-activity). The
yellow book is the product of the regional stakeleos, and it must be accompanied
by collective appropriation (or emotional investé)



Anticipation
Vision of the
environment; past,
present, and future.
(Blue Book)

Action
Global strategic plan
for the region,
(Green Book)

Appropriation or
emotionally buy-in by
local stakeholders for
all focal initiatives
and projects.
{ Yellow Boalk)

Figure 10— The Greek Triangle of Regioratospective

Finally, the green book proposes a global stratplgio for the region. Each strategic
orientation, and each objective, responds to algléedentified stake. This stake is
also clearly associated with actions and vice vérea green book is the synthesis of
the blue and yellow books. Also, from the color ehedlue and yellow mixed
together create green. The green book has a stratgigctive and engages the local
authorities and elected officials. Thus, it is proed by them and them alone.

111. REGIONAL PROSPECTIVE AND ORGANIZATIONAL LEARNING

Plotting thedegree of strategic impacif the prospectivestudy, and thelegree of
participation on a two-dimensional matrix, we can determine kinds of regional
prospectiveapproaches (see figure 10 below).

1. Probing for Trends

Confidential regional exploratongrospectivestudies do little, if perhaps nothing, to
call local actors to take action which would havdirect or indirect impact on the
strategy of the region. Confidential regional exatory prospectivestudies are
concerned with very specific subjects with a lidiszope. These studies effectively
encourage strategic thought among the local aatorssuch issues as housing,
habitat, transportatidfi etc. but don’t necessarily lead to concrete acti®uch

4" Several examples of regional prospective studiesaailable abélégation interministérielle &
'aménagement et a la compétitivité des territoif@sACT) www.diact.gouv.fr
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exploratory studies are confidential by nature @r@dparticipation of the actors is not
an objective in and of itself. The confidential il exploratoryprospective
process includes a pilot group composed of sevedaistry experts, both internal
and external, assisted by facilitation experts—Whgto say those whose expertise
is the methods of strategy apobspectiveIn this framework, the use of formal tools
such as structural or morphological analysis iomawended. The organizational
learning is limited to the participants of the ddehtial regional exploratory
prospectivestudy—that is to say the exploratory phase optioeess.

In certain extreme cases, these exploratory studiede led by one or two external
experts; perhaps an expert who is competent in pailpectiveand a particular
industrial sector. In some cases, this explorafpocess may be sub-contracted to
companies who facilitate such workshops. In theaseg, there is little or no
organizational learning taking place.
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Figure 11— Typology of RegiondProspective

2. Aid to Decision



In those approaches which seek to aid decisionintpact on strategy is direct, but
the implication of decision-makers may be rathetid. The highly sensitive nature
of strategic information often dictates that stygteecisions be made exclusively by
local officials without the explicit knowledge ofhdse who are expected to
implement the strategy at the tactical level. Amgspectivestudy may be structured
in such a way as to respect the sensitivity andidentiality of strategic information.
That is to say thgtrospectivemay implicate a large number of participants ideor
to understand the major stakes concerning theduturt that the strategic decisions
which ensue are often guarded secrets among reégaoinainistrators and elected
officials. In some cases, divulging strategic infi@ation would undermine an
organization’s ability to effectively implement drategy as it would signal an
organization’s strategic orientation vis-a-vis it®@mpetitors. Therefore, when
strategic information is sensitive, the processuihes a pilot group composed of
senior regional officials who are guided by bothtimee and domain experts, and the
flexible utilization of the tools ogprospectivas recommended.

3. Mobilizing Local Stakeholders

This type of approach is characterized by strongdpihzation of local stakeholders

and weak impact on strategy. This type of regiqgakpectiveleads to changes in

perception about a region through the appropriadioiniends concerning the region.
Such an approach responds to a clear and uniqeetidgj and prepares the minds of
those involved for possible and desirable changé® process responds to the
widest expression of ideas and can therefore hmakd to numerous working

groups coordinated together.

4. Transformative Change

The approach leading to transformative changeselgon the strong mobilization of
local stakeholders and directly impacts strategiiak two objectives. The first is to
define a plan of strategic action based upon thibatations of the group. This step
essentially is a pro-active one which aims to @pdite the feared changes and seeks
to provoke desired ones. This phase clearly dautgs to organizational learning
through the creation, distribution, and sharingkabwledge within the regional
organization, and the projects which ensue areompiated by local stakeholders.

The process set in place in this particular apgroacvery comprehensive. It
includes a piloting committee, a technical comreittend several individual working
groups.

The approaches which lead to transformative chategel to lead to more
organizational learning.  Through the re-evaluatioh habits and regional
representations, they lead to a significant modifon of practices by the local
stakeholders and a marked evolution of the regidine organizational learning
taking place within this context is called “doudt®op” learning as it mobilizes
innovative strategies and ultimately changes titer@ by which an organization is
judged (Bootz, 2001).

Regional strategic perspective must be as partmipas generigprospectivesince
contrary to the case of prospective applied torpnse, the strategy for a region will
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be ultimately revealed to the public. Thereforegamizational learning, be it
individual or collective, is an indispensable stapmaking choices in a regional
context. Organizational learning is also one df ftrincipal goals of regional
prospective and is often the very reason for doing the stindthe first place. The
management of knowledge becomes a sort of toolugirovhich knowledge is
transferred and gained (Pesqueux, Durance, 2004).

IV. A FEw TRAPS TO AVOID

In order to understand and to think about the &utarits entirety, you need to start

familiarizing yourself with the concepts, the goalsd even the meaning of certain

words. Regionaprospectiveis often confused with other popular terms such as
governance, sustainable development, planning,omayi management, projects,

participation, democracy, etc. It is therefore ukéd clarify some of these terms in

order to avoid any confusion.

1. The Risk of Participatory Tyranny

Let’s start with the worgrospective Prospectivels certainly about anticipation in

both the pre-active and pro-active sense of thewis goal is to clarify action in the

present by considering possible and desirable dgatuiOf course, preparing oneself
for foreseeable changes does not preclude one &cimg to provoke desirable

changes. Within the logic of strategic perspectiven, anticipation can only be

transformed into action through appropriation b thctors concerned. Let's

consider two symmetrical errors here that one shaubid.

The first consists of imposing the advice of thpearts on stakeholders without first
appropriating the solution. It's a bad idea to wantnpose a good one.

The second consists of favoring "yellow" inputstsas the consensus of the group
and participatory process at the expense of exgubrice and other rational "blue”
inputs. Without a good measure of rationality aaflection, participatory process
yields nothing. Change requires the kind of courthgé groups often find difficult to
muster. Consider the case of sustainable develapm€urrent generations will
always place their own concerns before those ofréugenerations, and are therefore
reluctant to make sacrifices and change the staios even if they understand that
they are simply transferring the burden to futuemerations. Courageous decisions
are rarely consensual. Therefore, pifospectivemust be participative, then the
strategic decisions which follow must be left tongmetent and courageous
executives or elected officials, so as to avoidttap of "participatory tyranny".

2. Don’'t Confuse Government from Governance

The Commission in Brussels prepared a White Pagkmgd the principles of good
governance applicable at all levels of governmériiey are; openness and
transparency of institutions; broader participatiyncitizens at all levels of political
decision-making; greater responsibility on the pdrnstitutions and member states,
efficiency in policies set out by clear objectivespnsistency, and greater
understanding of policies.



However, all these characteristics of good govereashould not obscure the
definition of governance already adopted by inteomal agencies like the IMF,
OECD and UN, where the idea of checks and balaacesthe rule of law are
central. Governance should be a participatory @m®dbat, according to Francgois
Ascher (1995,) “Articulates and associates politioatitutions, social actors and
private organizations in processes which formudete implement collective choices
capable of generating active participation by eiig.” The concept of corporate
governance, with its strong oversight and vestearedtolders, may also provide
some inspiration (Cannac, Godet, 2001).

According to the late Peter Drucker's definitio@3Z; 1973), “Corporate governance
consists of creating and respecting rules thategaiad limit the conduct of those
acting on behalf of the corporation.” In other wardjood governance is a set of
mechanisms designed to ensure that the actioreacidministrators conforms to the
will of the shareholders and their interests. Goaace is not synonymous with
management. Management designates the relatiobsitigeen managers and their
subordinates, whereas governance functions lilgpeetnment for the governors’.

Paraphrasing the definition given already by AlegemKing in a 1991 report

delivered to the Club of Rome, James N. Rosene@@i7jlspoke of governance for
“all stakeholders who employ the command mechanigmexpress demand, set
objectives, distribute orders and follow up on piels”.

Transposed to democratic politics, governance ienofncorrectly understood as
agency—the ability of governments to shape socamemic systems as desired.
Governance is not 'the art of governing’, eitherdascribed by Kimon Valaskakis
(1998), nor even the 'art of steering the procég®weernment action'. Here are some
simple definitions: governance is a relationship pmwer; government is the
operational exercise of that power; and governghgithe measure of that power on
the systems involved. A system poorly monitoredasvery efficient. The Foresight
section of the Economic and Social Council of Heede Franceregion claimed in a
report entitledLiving in the lle de France region in 2026at “indecision among
those in charge [...] insufficient communicationdamansparency lead to distrust
among citizens in terms of their political and adistrative institutions.” To
paraphrase the same report: the quality of govemathat is the rules and
procedures enabling one to 'govern the governmettéry is actually an essential
element to resolve the crisis of governability.

3. Too Many Scenarios and Not Enough Endogenous Pro  jects

The development of a region is first and foremabst tesult of its own dynamism.
Employment and economic activity is the result @tdl initiatives, projects, and
collective action. In this context, globalizationexternal constraints, and
technological change are less obstacles to be @verand more opportunities to be
seized. Participatongrospective utilizing simple and accessible methods, is lilsaw
a powerful tool for regional transformation.

Though scenarios are useful in regional prospecthay are not obligatory. This is
particularly so when scenarios replace thoughtéfiection upon the past, and the
lessons which can be learnt by comparing the sseseand failures of various
regions.
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Scenarios are not a requisite parpafspectiveandprospectiveandscenarioare not
synonymous. Scenarios have little meaning if theyreither relevant, coherent, nor
likely. Of course, creating desirable (normativedrgarios using a group process goes
a long way towards codifying collective goals, I result (the scenarios) is less
important than the process itself and the strasegikich ensue. Considering the
future together is often enough, especially if team asks the right questions,
starting with those which are contentious. Askingls difficult questions has the
power to shake up the existing order and changadds permanently.

The processes of prospective and those of straktegyever related, are distinct and
correspond to two different phases respectively fbinmer corresponds to the phase
of anticipation, that's to say possible and des&rabhanges, while the latter
corresponds to the phase of preparing for actidnghwis to say, the elaboration and
evaluation of possible strategic choices in ordgrepare for expected changes (pre-
activity) and provoke desirable changes (pro-aiyfivi

Furthermore, scenarios should not be confused withtegic options because
participants in scenario building workshops are metessarily those on the front
lines. The anticipation phase should be collecand should involve the greatest
number of people possible for this is participatdgmocracy at work. Indeed, this

phase employs tools to organise and structuredhectve thinking process on what

is at stake in the future as well as the eventualuation of strategic options. On the
other hand, for reasons of confidentiality or lliapj the phase of strategic choices
should involve a limited number of participantgy.ethe elected representatives only
or a company’'s board of directors. This final phasquires less formality and

decisions should be made after roundtable discossand consensus gathering
among the leading participants or those in charge. tools employed here may be
useful in choosing strategic options, but prospectioesn't impose a particular
strategic orientation or limit freedom of choicemerely informs executives around

important decisions.

Finally, the use of scenarios has the potentiddeilcome all the more abusive when
they concern regions which are interested in kngwtlre answer to the question,
“What could happen?”. This quintessenpabspectivegquestion leads regional actors
to enthusiastically recreate their world withousffiasking the prerequisite question
(Q0) “Who am 1?” which would reveal their own idént history, and strengths and
weaknesses. That essential prerequisite questiderlies all else and necessitates a
return to one’s origins, roots or competencieshwiite lessons of the regions’ past
failures or successes.

Regionalprospectivehas a tendancy to forget the essential prereguisiestion (Q0)
concerning self-knowledge, strenghts, weaknessed, hastory. Ironically, this
question remains essential if we consider that fdwors of development are
endogenous. Of course, considering potential faty@®l) is important, however it
has its limits because the future is unpredictaiplé remains to be constructed. All
regions will face the same constraints and oppdrésn The difference between a
successful region and an unsuccessful one is figctig to accentuate its strengths
and minimize its weaknesses. In other words, coangourself. Self-reliance is the
singularly most effective behaviour and also the enthin most regional actors’



reach. Diagnosis and a plan are not sufficienafoggion to take action. The success
of (Q4) How shall we do it?, depends on the appatipn of the solutions by the
actors involved; and for that, nothing is betteartta good dose of prospective in
advance.
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B Chapter 4: Scenarios; Tools for Strategy and
Management

Choosing the best case studies to illustrate tbeas® planning process presents
some unique challenges. First of all, there areersgvinteresting cases which
simply cannot be published for reasons of confiddity. The flip side of the
coin is that many published scenario planning cdsdies are exploratory with
little or no strategic intent or impact.

Below are a few application domains for scenario phning (totally or
partially since 1975)

Bank of France
Video teleconferencing

- Determining factors for aerial

transport

- Demand for long-range passengers
Aerospace construction

The global petrochemical industry
The offshore industry

The European automobile industry
The cosmetics industry

Conferences and expositions in
France

The distribution of
products

The demand for public transport

Public transportation in the
Parisian region

Demand for environmental goods
Nuclear power

Postal Service

Insurance services

industrial

- The evolution of the geopolitical

events

The Sahara region

The Parisian region

The William Saurin company
The aluminum industry
Personal firearms

Tourism and leisure

Catalog and online purchasing
Noise pollution

Electric transmission and
distribution

The Basque country

New information and

communication technologies

On the enterprise side, it's best to distinguisbsé&h scenario planning studies
which are highly confidential and used exclusiveyyexecutive managers (e.g.
Lafarge, de Pechiney, Mercedes, or Nestlé) andetindsch are used as a tool
for group process in order to mobilize the colkeetiintelligence of an
organization faced with a rapidly evolving exterratvironment (Renault,
French Regional Transport, French Ministry of Isfracture, etc.). These latter
studies are highly focused on the communicationsivhtegy as a central
objective; whereas with the former, prospective sigecifically used for
developing enterprise strategy.



To illustrate the former, let’s take the exampld.afarge. Lafarge represents one
of the best case studies where a prospective @md@esshad major consequences
on the strategy of an organization. As early asntfiddle of the 1970s Lafarge
had anticipated the decline of the cement indysipproximately 1% decline per
annum beginning at the end of the 20th centuryjarge decided to make an
investment in a promising sector—biotechnologiesd-atquired the group
Coppée, whose only single common element with #raent was the fact that
both industries typically employ little labor. $&that time, Lafarge has been
focused largely on materials. Companies like Lgdaare always one step ahead
of the curve and have already anticipated the acpreseces of new construction
in Eastern Europe.

In the latter caseprospectiveis used as a tool for mobilizing employees and
communicating strategy throughout the organizatibimis is a process which
implicates stakeholders across a wide spectrunnefotganization and allows
the organization to confront possible changes #irtbperating environment
before they happen. It's quite likely that thetmasturing that took place at
Renault during the 1980s (cutting the workforceayhird between the years
1985 and 1989) had been facilitated by phaespectivenorkshops they had done
during the years 1982 and 1984 under the name GOpeif&lIDES (Mutations
Industrielles, Economiques Et SocigleSeveral thousand executives, managers,
and experts had participated in this exercise.thbse cases, transparency is
critical, and publications concerning the MIDES jecd were distributed
throughout the organization. In addition, therereveseveral publications
circulated throughout Renault concerning the gavemt’s projections for the
auto industry. These publications serve as a sagriabard for the circulation of
ideas.

Between these two extreme types of apppedspective there is one common
theme and several intermediate applications whigst ®n the continuum and
between the poles. The common theme is the cyatiaaure of prospective
which tends to be marked by highlights every figeséven years. In the long-
term, the foundation of the study must be of sidfit quality to last several
years.

With respect to the intermediate casegfspectivewhich are both a tool for
strategy and a means to motivate managers, wedskaal large petrochemical
companies like Shell which have used scenariosfre than 20 years and even
go as far as claiming this practice as one of e ddements of their strategy.
With respect to the Shell experience, we have rkesasimply that the method
they use is less formal than the one usegrimspective Scenarios in these
contexts have been used to bring together geogmphi separate and
decentralized business units in order to createomnmn strategy for the
organization. The success of the scenario planneghod had been largely
facilitated by oil shocks which had been anticipleds early as 1971 — 1972 (see
frame on the following page.)

After reading several publications by managershadllSour impression is that
these exercises are used principally to stimulatagination and allow the
management team to consider the future togethemyhf these scenarios were
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about a technological society where information Moueplace energy
everywhere. Despite their projections, Shell hasatbandoned the energy sector
for information technology. If these scenarios hawrong internal transparence
(useful for communication among managers) and gamterence (intellectual
logic) it seems to us that they are much weakér v@spect to the verification of
the relevance of the questions being posed.

We should also add that much of the Shell scenalaaning experience had
been inspired by a Frenchman named Pierre Wack5j1@®o was in turn

inspired by the founders of the French school aspective. This fact is little

known in the Anglo-Saxon world. Similarly, we shpdint out that management
teams at Shell were not the only ones to anticigsetransformation of the oil
market. Jacques Lacoste (1970) of EDF had also ragmesentation about the
future of energy to the Commissariat General ohRilag for France, of which

Pierre Wack had been a member. This presentatian eméitled, “Petroleum

Abundance — Until When?”.

Pierre Wack had some spiritual disciples such asrFchwartz (who had later
succeeded him in 1984 in the foresight and plangirmyip at Shell). Schwartz
later returned to the United States in 1986 to ébGiobal Business Network, a
group of forward thinking individuals who consulitiv enterprise on a broad
range of strategic issues. Peter Schwartz had aoped scenario planning in the
Anglo-Saxon world and has even succeeded in comgnlkis friend Michael
Porter to canonize the idea of scenarios in Parfarblications on strategy.

I. THE INRA (FRENCH NATIONAL INSTITUTE FOR
AGRICULTURAL RESEARCH) SCENARIOS CASE STUDY

INRA is a public institution of scientific and temblogical research, which leads
research studies in the fields of agriculture, foamad the natural environment.
INRA has approximately 9000 employees of which 4868 researchers divided
among various forms of research (without countihg tlozens of associated
laboratories). In 2002, the president of INRA, tBand Hervieu, launched a
prospectivestudy with a time horizon of 2020. INRA’s budgeadh been
approximately €600 million.

The questions posed in the study were apparemtiplsi What possible futures
would there be for INRA? What was the nature ofutsire missions? What is its

institutional position vis-a-vis other institutichsWhat are its fields of

competencies? What links does it have with econ@mdtsocial partners? These
and other questions where posed. The processhwiad been facilitated by

Hugues de Jouvenel, and then Rémi Barré of Fuagijbas divided into three

phases; debate, scenarios, and strategy.

This exemplary case study for the public sector tes subject of numerous
articles in the magazine Futuribles. The scenaaorpng process started with
four scenarios of the general strategic environm@egnario (S1) Gulf Stream: a
multi-polar world carried by a faith in progresscefario (S2) Big Sky:

innovation towards comfort and security in gatednouinities. Scenario (S3)
Climate Change: global governance for sustainableldpment. Scenario (S4)



Microclimates: a fragmented world sustained by latavelopment. Then there
were five kinds of strategies for INRA (incorrectiyalified as scenarios in our
opinion when compared to the original scenarioghe five strategies were as
follows; 1) Preeminence of general knowledge oflifeesciences; 2) The troika
(agriculture-food-environment) is accepted andraféid in Europe; 3) Food is a
priority; 4) Focus on French agriculture; and 5)waods sustainable
development.

The result of this very participatory approach \itasher agricultural research in
France. The changing of the guard at INRA didseasm to derail this project. It
is nevertheless frequent that an exercise of tmd kvould not be followed

through by any successor. To find out more abdig tase study, see
www.inra.fr

I1. AERIAL TRANSPORT IN THE YEAR 2050

Since 1975, I've been lucky to have been pagpropectivestudies concerning
aerial transportatiof’lg. Most often my clients are Parisian airports, DGAC
(Direction Générale de I'Aviation Civilehich is similar to the Federal Aviation
Administration in the United States), or scoutingssions to find new airport
space around Paris (in 1995), and even in the xbofea prospectiveclub for
aerial transport in participation with a Europelamk tank called BIPE. Most of
these studies have a similar theme; trying to indew airport to serve Paris.
Aerial transport, as with energy and agricultuigs been fertile ground these last
several decades for exemplgmyospectivestudies, and has contributed to the
progress of the methods of strategiospectiveas many of the cases in this book
bear testimony. The following are summaries ofesalvcase studies for aerial
transport.

I'd like to thank DGAC for having accepted, withihe context of this public
mission, to allow us to republish these excerpgtbose who are interested may
find more detailed information on the LIPSOR webgivww.laprospective.fr).
A complete summary of thigrospectivestudy with scenarios and an analysis of
stakes and stakeholders in aerial transport forhibrizon 2050 are available
there.

In order to prepare for the public debate concgraimew airport for the Parisian
area, DGAC organized prospectiveseminar in February of 2001 in order to
explore both possible and desirable sites for a masisian airport using
scenarios concerning the evolution of aerial trartspvith a horizon of 2020
which were defined by the French government. Thacpal issues which
concern the demand for airport capacity have evblpefoundly since; and
aerial transport has also gone through some mbgmges. Therefore, in order to
understand and evaluate the long-term, we neeslégamine these scenarios.

1. Principal Inflexions and Ruptures

8 Here we cite several extracts from a summary of DGAC prepared by GERPA (Nathalie Bassaler, Frangois
Bourse, and Elizabeth Bouffard-Savary) in July 2e808tled "Some clarifications for aerial transpiorthe year 2050".
This summary followed a seminar which we had featiéid in May 2003.
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What are the principal inflection points and poksibuptures which could
transform aerial transport by 2050 and more spdifi in Europe and France?
At a time when aerial transport is undergoing theatest crisis since 1945
(airlines lost $30 billion within two years accandi to The Air Transport
Association). According to certain experts, thisisris structural and therefore a
prospectivestudy that explores possible ruptures througinéoyear 2050 would
reveal possible trend reversals, as well as falsas about the reversals of these
trends. Nevertheless, despite having identifigghiBtant inflection points and
major evolutions, there were no major rupturescgrdied. The growth of aerial
transport--even if it were to be bridled for enwvineental reasons, the
demographic transition, or lack of capacity--sed¢onse promising.

The incapacity of those who participated in gnespectivestudy to think in the
long-term and a lack of collective understandinguabwhat the stakes in the
medium- and long-term produced disappointing resuit the final analysis, it
seems that certain constants, inertia and pregdilends—insofar as we are able
to appreciate them—were all drivers in the evohutio aerial transport. Before
proceeding, let’s distinguish two types of tempibyatoncerning the evolution
of the aerial transport industry.

Long-term (several decades)

Aerial transport is a highly capital intensive seevfor most operators in the
industry including; airplane manufacturers, larg&lires, airports, etc.
Investments tend to be very large (technology tdleiefrastructure, etc.) and the
lifecycle of this capital tends to be rather loRigre are some facts:

-The duration of a typical airplane program (frormeeption studies all the way
to the end of its commercial life) is typically 8550 years.

-The duration of the life of a commercial airlingrtypically 25-30 years, often
extended with a second life as a cargo plane.

-Changing the fleet with less noisy planes; 10-@arg (with the exception of
leasing and swapping jet engines if possible).

-The duration of time for an airport to go from ception to operation is more
than 20 years

-The duration of time to complete a new runwayaporairport (along with
attendant infrastructure) is 10-20 years.

-The progression of urbanization within proximitfyasrport networks is slow.

-Certain types of planes will still be in operatiorthe year 2050, and these
planes are for the most part those which are odiieing boards today.

Change in Demand and Consumer Behavior in the Long-  Term

As changes in the demand for aerial transport @voler the long-term, there is
a slow and regular progression of penetration ofab&ansport in Europe and
impressive increases in passengers (both busimesplaasure). Furthermore,

9 Certain Boeing 737s will still be in operation retyear 2020. The cabin was designed in 1950, itplaae was
launched in 1965, engines were swapped in 1981thengdlane was renovated in 1997.



there is much development in terms of routes batwates as well as the
development of relationships with emerging coustri®ownturns in the
business cycle do not necessarily jeopardize thg-lerm viability of the airline
and aerial transport businesses.

Strategies for Companies in the Short-term.

In the short-term, strategies for the airline irtdpswith very small profit
margins is highly competitive and very sensitiveeernal evolutions (business
cycles, regulations, geopolitical problems, etc.)

-The life and death of an airline; it only takefew years to transform an airline
into a major player, or conversely from a majoryplato bankruptcy.

-Various economic models, for example in the Uniates at least three
different models were imposed on the airline indust he first was a cartel
prior to 1978 which was broken up by the AirlinerBgulation Act. Then, the
sector was characterized by individual competitiatil 1988 which resulted in
a lack of hubs, and then finally, the developmératlitances and low-cost
airlines since 1990.

-Economic downturns, since 1970. We have obsehethree major economic
downturns seriously affecting the airline indusapproximately every 10
years.

The greatest uncertainty for the future of aerahs$port is linked to the issue of
regulation at the local and global level which wdeek to reconcile the
development of commerce and the preservation of eéindronment. Three

aspects were considered; changes which will pldgtarminant role on demand,
parameters of supply, and issues of regulation.

2. Changes Which Would Play a Role on Demand and Be  havior

Economic Growth, International Commerce, and Extrem e Mobility are
All Related

The relation among these three factors is verifigdnany experts, and as long
as statistics have been available. We know thaheoa growth leads to an
acceleration of international commerce, which imtuncreases the mobility of
people. Moreover, elasticity for extreme mobiliith respect to revenue is very
high. With increasing revenues, we can observaamrease in both the distances
and the speed at which people travel. This is @alhe so for leisure and
tourism as opposed to formal business travel.

Global growth will lead to an increase in the weiglf various modes of
transport (larger planes, more high-speed traitts). €Certain participants of the
prospectiveworkshop indicated the possible substitution afibess travel with
teleconferences and videoconferencing, particularlyntercompany
communication. It is generally agreed that infotiora technology is more
complementary than competitive with aerial transpand that any eventual
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substitution will remain rather weak (10-15%) whislequivalent to a few years
of growth in the industry.

The Increasing Role of Emerging Countries in Long-d istance and
Intercontinental Aerial Transport

The demographic vitality and potential for econormgrowth are greater in the
United States, China, Southeast Asia (and the Sowghaneral), than in Europe--
even if we include the Eastern European countriesse active population will
tend to significantly decrease beyond 2020 (-0.9% year according to IFRI,
the French Institute of International RelationsSignificant inflection points
concerning these trends are likely such as; migyatnovements towards
Europe, bottlenecks in emerging countries (poorrastfucture) and the
importance of Asia in the global economy. Thesadsewill thus directly orient
demand for aerial transport and the evolution affit will not evolve uniformly
around the world.

-The development of a middle-class which uses Eeaiasport is emerging in
Asia. In the first phase of this development, nadshe traffic will be business
but then ultimately tourism will develop with greatand greater distances.
This trend will be manifest by a relative increasair traffic among emerging
countries vis-a-vis European countries. The curtremd for passengers
traveling between the European Union and emergmogtcies will go from
150 million passengers in 2000 to 430 million pagees in 2020 (according to
BIPE, a European think-tank).

-European households express uncertainty abowt aramsport due to lack of
disposable income and more pressing demands suwalb, education and
saving for retirement.

-However, the general trend towards greater anatgr@enetration of aerial
transport among the French population continuebatea with only one in
five French people affected by the poor economimimns. According to the
group, the aging population does not pose a probbemerial transport
because older people are becoming more autonomrensngth increased life
expectancy (though there are a few dissenting op@in the group on this
point).

In 2020, passengers from the Asia-Pacific regioly & one of the principal
drivers of growth in the aerial transport sectar2020 it is estimated that 16.4%
of passengers will be North American, 11.5% Europaad 18.4% Asian. With
respect to freight, these changes are already ke

The Growing Role of Tourism in European Aerial Traf  fic

In 20 years, tourism will surpass business travdturope (Europeans traveling
among European countries and also to internatideatinations). Europe will

maintain, and possibly increase its position aesirdble tourist destination in
the world. Non-Europeans remain strongly attrattgduropean culture as well
as recreational opportunities. France and Parisbhwth remain highly desirable

destinations.



The stumbling blocks we’ve discussed thus far werteseen as jeopardizing the
trend towards the development of sedentary tourjfdmme parks, tropical
“paradises”, etc.) or virtual tourism (less seguiit cities, eco-tourism, etc.).
Participants also considered the behavior of ctiraexd potential tourists from
emerging countries, notably from China, who arenpréo whirlwind tours of
large geographic areas in just a few weeks.

Accelerating Growth of Aerial Freight

Increasing international commerce of high addedwal goods, the
internationalization of companies, as well as ghrdgad times in business have
all led to an increase in aerial freight (replacetmgarts, components of very
high added-value, express freight and packages)glfirtraffic (in number of
packages) is even higher than the number of passenghough aerial freight
represents a very small fraction of world freight3¢o) it also represents 25% of
international commerce from the European Union wdth average value of
€60,000 per ton transported.

The following are all very favorable to the devetmmt of aerial freight; the

trends for international exchange, the organizatiagstructure of companies,
growth of consumption of expensive products or figgh products, the decrease
in the average size of lots, shorter lead timesefmch exchange of important
products, the need for more flexibility, markets grifeater geographic size,
integrated management of intercompany supply chaims expectation of

logistics adapted to e-commerce.

After scanning the horizon and assuming continueddwide growth, it seems

possible that the potential demand for aerial partsin Europe will remain

strong, with a landscape which will change aggwesdgi There will also be

strong development of business relations with emgrgcountries, the

importance of tourism and the increasing importammfe non-European

passengers, strong growth of freight traffic ofthiadded-value, among other
factors.

3. The Evolutions of the Supply Parameters

Energy Resources for Aerial Transport

If certain participants of the study were concerradmbut the procurement of
hydrocarbon resources in the year 2050, two argtsnseem to contradict this
thesis. With respect to limited resources, theeeveho seem to be oriented towards
the use of high added-value, and thémewhom substitution is weak. In the case
of aerial transport with respect to other transpdhe estimated global
consumption of aerial transport in 2050 may be Gigatep as opposed to 0.2
Gigateps todayhich is 50% of the total consumption of transpather than 12%
in 2000. Ground transport and maritime transpatp@ojected to consume 2.9 Gtep
in 2050, down from 18 Gtep today.

-The availability of abundant hydrocarbons appeary likely and at a very
acceptable price.
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-An increase in the price of energy resources woemdain economically viable,
keeping in mind that fuel is approximately 11% &%d of the operating costs
of a company.

Airport Capacity Is Saturated in Europe.

In the medium term, there is general agreementaerongy a very high usage for
airports in northern Europe with the exception otigsels. Certain European
cities are equipped with reserve capacity (Munigtgnsted, Milan-Malpensa,
Zurich, Amsterdam, Rome-Fiumicinghich allow them to deal with increased
volume up until about 2020. Other airports must | dedth a difficult
environmental context (Heathrow, Frankfurt, Gatwialich makes ramping up
capacity rather difficult. Increased lead timeg fihe gestation of new
infrastructure projects which is notably due to esaV phases of feasibility
studies which must be undertaken at the local amitbmal levels is also a
prevailing trend.

Increases in capacity from 5% to 10% at airpores possible with current
infrastructure given the increased efficiency dfffic turnaround takeoff and
landing. Likewise, larger planes and denser seatimgngements will enable
airports to deal with greater numbers of passengatisout expanding their
runway infrastructure or compromising the environine

France today is the only one of the larger Europsamtries to envision new
airport infrastructure projects on completely netgss Other countries such as
Spain and England are barely in the embryonic stdgeich consideration. The
rational use of European airports by airlines teild®inforce the hub and spoke
model. Furthermore, passengers coming from the itteanean can take
advantage of smaller low-cost airports and incréasetes towards the south.
The participants in the study did not mention tlipaat capacity issue in Europe
which will triple in demand by the horizon date P02

European Airspace Becomes Saturated: A Serious Prob  lem to Consider

Faced with difficulties of likely congestion of Eapean airspace, several
elements of developing more capacity were broughirothe study. First of all,
the management of airspace should be easier ifutbee as military airspace
yields a part of their airspace to commercial icaffAlso, European airspace will
be managed by a single air traffic control systéwaivances in aerial navigation
including such technologies as satellites, autopilakeoff and landing and
automatic radar will be significant in the upcomiyears. Will this increase in
airport capacity allow airports to respond to aling in traffic by the horizon
date 2020, according to the growth projectionsdtemand?

Some Useful but Not Revolutionary Technological Inn ovations.

The interest in several new concept-planes reminbe demonstrated, for
example the famous flying with or next generatiopessonics, or planes with
vertical takeoff and landing. For the participariteese new concepts, even if
they were to be developed, only concern a very iBpemarket segment.



Therefore the classic configuration with runwayd araditional fixed-wing
aircraft seems to have a bright future.

Among the changes presented, there was an absktemhoologies which might

completely revolutionize the industry. However, tpesparation of several
innovations concerning airplanes and related systesnwell as those technically
viable and economically justifiable innovations Iwdll participate in the

reduction of problems and lower costs. This willoal for more mass

consumption of aerial transport with security aafkty.

Among the most interesting innovations were aeradyin which will likely be
produced by new materials which reduce frictionikelvise, changes in the
structures of airplanes such as wings which areagkipting, and recalibration
for turbulence, as well as decreased noise. Maithi®innovation will be done
with the use of superlight and super-strong composnaterials (20-65%
composite use by 2020), distributed propulsiontaleenotors, or hydrogen fuel
cells for electricity needed for the cabin.

Among the limits brought up during the process tees profitability of airline
companies and the slow evolution of fleets. Threnen 2050 those innovations
which will be available would only allow companiesreduce the sound level of
airplanes on takeoff and landing. This, of coursepntingent upon the financial
capacity and profitability of companies, which wab@nable them to update their
fleets with these new airplanes.

A Medium-term Vision for the Organization of Indust ry Stakeholders

Contrary to received wisdom, the aerial transp@tta in Europe remains
highly fragmented (a legacy of national paviliorisirdernational exhibitions).
There has also been a doubling of relative powelowfcost carriers due to
decreased profit margins in the industry in general

In the medium-term, principal strategies for agbnwill be motivated by
economic rationalism and consolidation of profitrgias. Several structural
reasons might explain these trends;

-The optimization of processes
-Short- and medium-term routes served by homogefieeis

-Long route traffic of low to medium prices with neodense planes and reduced
costs. These two approaches are complementaryaarespond to the
configuration of new airplanes notably the A380susrthe 7E7 which is a
smaller plane of similar range.

The image most often evoked in the medium-term umoge are three major
global companies (relying on capital partners apidomly commercial alliances)
plus one or two low-cost operators and the continpaof tour operators
(charters), and business jets.

This particular configuration may be accompanied thg strengthening of
European international hubs, corresponding witheakening of regional hubs.
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Likewise there should be the development of difeghts between European
cities, and the coupling of international hubs witter-European routes.

The configuration mentioned above is the most yikal the medium-term. In
the long-term however, several hypotheses canWisiened:

-A weakening position of airlines in the value e¢hand a corresponding
increase in the position of tour operators. Is #genario, airlines have very
little control over prices and their margins areyvaim.

-Inversely, there is a risk that the airline busgenay become less competitive
as cartels form. Ultimately, this scenario mayuregjthe intervention of the
public authorities to break up the cartels (as thhasase in the United States in
1978).

-There is also the possibility that new entrant @ame along with strong
regional coverage and links between non-Hub Européees.

-Faced with a necessity to find more profit makaogvities, companies in
aerial transport will have to turn towards vertioahorizontal integration,
diversification of services, including the constrac of new airplanes, renting/
reselling existing planes, creative maintenanceices, etc.

Supply Trends for Freight

The growth of freight traffic is greater than thaft passenger traffic. The
increase in freight traffic should continue inclogliall kinds of cargo. Likewise,
the weight of planes which carry both passengealdraght could be reduced.

However, this trend is not manifested by the speeaiion of certain European
airport regions at least in the medium term fortgles of cargo and mixed
cargo-passenger flights, which represents modtetraffic. Mixed flights will
remain an asset for all of these European platform§he question of
specialization of integrators in terms of airpor&snains an open one. One
hypothesis was brought up which essentially usg®ds, first as freight, then as
passenger traffic, complemented by a second relgtiglose airport which is
dedicated to pure freight (integrators, expresglite and express mail). This
hypothesis however ran up against the reticencemadagers of airports with
respect to integrators and the dedicated airports.

4. Regulation

Debate Concerning the Environmental Stakes, Global Warming and
Related Regulation

There was no consensus on the impact of aeriabpgoah in 2050 on the
production of greenhouse gases. For some, thé dévemissions is similar to
land-based transportation for developed countmdsle for others the level is
much lower.



Is important to note that according to Europeareetspirom I'’Acaré’, European

lawmakers have fixed themselves ambitious objestieencerning carbon
emissions. These emissions must decrease from 580% per passenger-
kilometer by 2020. These special rapport of 199BIRCC>* estimated that by
2050, 5% to 13% of the climactic warming due to huamactivities may be
attributable to civil aviation.

The white paper from the European commisiam September 2001 proposed
to reconcile growth of aerial transport with thevieonment. To this end, one of

the measures envisioned is the cancellation ofetemptions on kerosene for
flights within the European Community. Another gagts changing the rebates
for aerial navigation taking into consideration #evironmental impact of the

airplanes.

The Local Environment

The issue of noise pollution for the local popuatwill remain a determining

factor. For large majority of participants in theudy, this issue will become

critical. The environmental capacities of airponsl increase slowly but the

perception of noise pollution will increase condlan If technical advances will

allow airlines to reduce their average noise, thearcive measures may be
needed to convince those who live within proxinafyairports.

At a time when the number of European airportsf@iats are closing down, i.e.
Switzerland and Belgium, airports which operatehddrs per day constitute an
asset for France, not simply for the airlines. §,laonserving this advantage will
assume that France create new collateral vis-aexites to other large freight
and passenger airports; for example Charles del€sauBecause of these
limitations the environmental capacities of airpontill be much less than their
physical capacity.

Multi-modal and Inter-modal Solutions Such as Rail to Air.

Europeans tend to favor the development of rait, dan it scale in order to
respond to various environmental stakes. This was frequently brought out
during the debate. At the European level, even wéiwv countries and at the
horizon of 2050, the substitution of air traffia fiail traffic seems rather limited
and not economically viable in this case. Much pesg of multi-modal
transportation is expected to take place, includoagling, general logistics and
the management of space within the aircraft. N&edess, keeping in mind the
traffic of passengers, the multi-mobile forms o&nsportation in Paris is a
maximum of 1% to 2% today.

%0 With respec to noise, the reduction gaols wertherorder of 10 dB at the margin, which correspdods

halving of the noise generated today, accordir.tRioli (DPAC)

51 .
Intergovernmental panel on climate change.

2 The European Policy of Transporation in the yedr®2@me to choose. COM 2001. This docuument carecemork
which presented a programe for the decade. Theopitigns that it contains had served as foundatfiondiscussions
undertaken in 2003. This docuement should not bsidered the position of the European businessutixec
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European countries seem to be engaged in diffgrathis of regulation (United
Kingdom, Switzerland, France). These disparitieseigulation could determine
different outcomes for aerial transport dependimgruthe country in 2020.
Beyond 2022 to 2030 the existing platforms seenbedoready for technical
saturation thus beyond environmental capacitiesaBf, new regulations will
have to be established.

111. TwWo AGRICULTURAL SCENARIOS

To better understand the stakes and to imagine thietchoices which are
possible in the agricultural and food industry, tl&&ercle prospective
(prospectivestudy group) lead by BASF (already cited above) beeated two
extreme scenarios between 2001 and 2002 using wlogbal analysis (the
identification of major uncertainties and key quest) various hypotheses and
ultimately scenarios which are the most probabiegughe method Prob-Expert.
This process is detailed in Chapter 2. The follgns a public version of these
scenarios edited with the help of a journalist.

1. Scenario One: Unbridled Free-market Capitalism D  estroys Rural
Life.

It's happened. The most economically liberal adtisal countries (The Cairns
Group) have done away with all agricultural tariffsr France, such a measure
quickly turns into a catastrophe for the Frenchcadpural business.

Winter 2010

John scratches his head, perplexed and a litttpppd@nted. For the first time in
his life he wonders whether it's worth sowing tleeds this year. 2009 had been
the year of the dog. Not because of the weather, |d$t year's harvest had been
rather bountiful. The heat and corn yields had bgeod. It was more like the
economy which was doing poorly, and John was sglidh a loss. There are
millions of euros that farmers see disappear eaeah yith their seeds. Since the
World Trade Organization had imposed a moratoriumalb subsidies for export
and the disappearance of any protective or contdolsn sells his cereals at the
global price. Prices are extremely low, and theepof 100 kg doesn’t cover the
costs incurred in growing the crop. The global kears in fact aligned with
several large countries whose cost of productioexsemely low or simply
results in the clearing price for surplus withouty arelation to the cost of
production.

The Storm Raging off the Coast

John believed to be well-equipped to confront tlmenpetition from large
agribusiness farms covering thousands of hectar&south America, Africa and
South East Asia as well as in Eastern Europe. rAile John had 250 hectares
right in the middle of the most arable land in FE@nextremely high performing
combines and tractors, more and more sophisticatgatultural and seeding
techniques, and sophisticated antifungal and hiedsc All of this should have



assured John a profit. Furthermore mechanizatwuld have allowed him to
do without employees; and he had done everythinketp his operating costs
down. Of course buying land represents large Girmnnvestments which need
to be amortized with every harvest. However, \atlge silos for storing grain,
John hoped to be able to avoid selling when theketawas at its lowest. He
believes that he covered all his bases. With grefas at their historical best in
France, agriculture should’'ve been a viable wagnéke a living. But even the
large farms are suffering. It didn’'t take long fdohn to realize that he was
facing a juggernaut. Large agribusinesses in ctingpeountries were using the
same sophisticated techniques, only using labor dtaction of the cost.
Furthermore, their crops were genetically seledtedhe highest yield. Farms
across the developing world have been effectivalgdformed into efficient and
low-cost food factories. A worker earns less tha0G@D per year and produces
more than 1,000,000 kg of cereal each year. Labsts less than 10 cents per
100 kg and the cost of wheat is even lower. Wheatiirently about €10 for 100
kg on the world market. Weather it had been ragoerd in Beauce, one of the
most arable regions in France. However the weallaer also been rather
favorable in other regions of the world, and thkegl been a huge surplus of
wheat this year; and the price was dirt cheap. dlodimt stand a chance. During
the previous season, his harvest could not findyebat break-even. He simply
had to sell at a loss in order empty his silos.rEsugce, meetings at the Chamber
of Commerce for Agriculture have taken place redylayoung farmers talk
about returning to ancient practices. All throughowral France graffiti marks
the roadsides; “Farmers has been sold out!”

A Miserable Europe without Borders

In the space of a few months France realizes that with 70,000 modern farms
which are among the most highly performing in tharld, she cannot resist the
global agricultural market completely free of temif Last night John saw
politicians on television warning of a recent dibing phenomenon. Food
provisions in France now depend on 70% of produoceitside the European
Union. Food independence is something of the pake promise that the State
would do everything possible to ensure that evesybas access to sufficient
guantities of food is one of the fundamental aspetitthe social contract of the
French Republic. However this contract has justnbaullified!” one of the
deputies on television said.

Survival of the fittest.

The paradox is that free agricultural markets déw@lp developing countries.
Producers there are less efficient and are quiskigpt aside by the large agri-
food corporations. Employment and economic devekaq take a turn for the
worse as soon as these new rules are in effectieysloping countries, prices
increase and the most poverty-stricken among theimuggry. When the selling
price for food decreases it's the weakest thatejebehind. John wonders if it's
not too late. Ever since John’s father left themfao him in 1979, John has
consistently modernized the farm and increasediyielJohn considers himself
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more of an entrepreneur than a farmer. Throughoeitrégion people look at
each other with distrust and wonder if their neighlwill try to consolidate
neighboring farms. Certainly there must be a @itimnass where French farmers
can compete with the global market. The latestrég from 2009 demonstrate a
brutal increase in the number of farms up for ftosare. 300,000 farms have
been boarded up this year alone. John is despgralah he wants to give up.
Due to this year’s crop yields, John would havddable the size of his fields. In
order to do that he’'d have to buy his neighborsmf&rone of whom has a son
studying agriculture. Those in the region wonderthéy’ll live to see the
impossible--Beauce without farmers.

2. Scenario Two: France’s Farmers Become Horticul  turalists

In 2006 the (CAP) Common Agricultural Policy hadbsrdinated its subsidies to
follow agricultural practices principally concernedith maintaining the
environment. Rice production is linked to the glblmarket but this policy
makes up for the lack of earnings by subsidiziregytimintenance of the natural
environment.

Today, John “is working for the government”. In apgse that's what he
grumbles when he trims the bushes which surrouachbuse or plants shrubs
along the creek which runs through his fields. nJah rather reticent about
working under highly subsidized conditions whers Wwork is and not directly
productive. His job is to grow wheat, not brightae landscape or leave the land
more hospitable to wild animals. But John doesjvweay — his very existence
depends onit.

Either Submit or You're Finished

Either submit for you're finished. The common agtiural policy (CAP) no
longer pays for wheat or corn by the ton. Over balhe subsidies are allocated
for the “agro-environment”. John had been watchsuptle shifts in policy
among international institutions from a distancke World Trade Organization
(WTO) grappled with the CAP, where the United Stataired off with Europe,
and the developing countries battled the develammeohtries. Europe accepted
the end of subsidies for produce and significantelong of trade barriers.
However, Europe continues to help its farmers. ppease the Americans, for
whom the use of agricultural subsidieslesrigeur European farm subsidies are
allocated for such services as the maintenancehef rural environment,
ecotourism, protecting water tables, protectingaeigered species, etc.

Is This All Too Excessive?

The job of a farmer has changed significantly sidoan took over from his
father. In 1979 the objective was crop yield. We farm cooperative, we used to
brag about incredible crop yields. John’s grardfgtJohn’s father, and in the
beginning John, all profited from agricultural irMadions such as increased seed
quality, better fertilizer, and better pesticidesl ather crop protection. Urban
pollution has also had a deleterious effect on bla¢ghphysical environment and
agriculture. Polluted industrial effluent has sigrantly decreased the quality of



the water in rural areas. Also, competition for evais fierce and water tables
have been drawn down significantly, and intensigeicaltural practices are
often cited as among the chief culprits.

Agriculture Is Rationed

All of that is finished now or at least almost. dplas a “sustainable” farmer
applies “rationed” fertilization techniques. Frorawon, fertilizer is used only
directly after seeding when the crops have thetgstaeed for mineral nutrition.
A vast array of ecologically sensitive productsedigo protect crops, is now
available and highly optimized to farming practicd3uring the summer, corn is
watered on the meter. Every effort is made to endbat the water is not
wasted. It's a lot of extra work but John doesnihdn and the profession of
farmer has just become much more technical.

A Green (CAP) Common Agricultural Policy

John would have definitely adopted the green CAPhef didn't have to
participate so often in community work projectseBwhough he recognizes the
utility of these community projects, he lives lika indentured servant because
his farm is his only financial collateral. Todayghd learned on the television
that the world price for cereal grains is particiyldow. Developing countries
continue to fight worldwide agricultural subsidiegiich allow their agricultural
producers to stay afloat. However, negotiators @ WTO and other
organizations are moving towards the creation alwestve agricultural trading
blocs. With these trading blocs, Africa could skelits population from the
agricultural dumping practices of developed cowstnvhich often render their
efforts useless.

Some Plum Trees

John thinks about the youngest son of his neighlmis and can’t help but
ridicule their situation. The kid is still in agukural school, and he was
supposed to take over from his father. When heJaha meet, they talk about
the quality of the water and the need to replarawst The kid even knows the
names of endangered insects, and he’s full of idedke kid thinks he’ll
continue planting wheat and corn, but a part offgren will be converted to a
bed-and-breakfast for Parisian tourists and maybdaman museum for
schoolchildren. The kid is also going to plant adga, and perhaps a few plum
trees which used to be indigenous to the regioe. Kiti's future wife will take
care of all that. John shrugs his shoulders and balp to think that all of this is
going to pass. Pretty soon planet Earth will hav®llibn people with one third
suffering from severe malnutrition. The most umderished 800 million
belong to poor peasant farmer class. John dreamsday or returning to the
intensive practices of farming. In the meantime,tiieks that it's probably a
good idea to support those living in the countrgsity diversifying, offering
wholesome farm products direct to the consumer, @naking an effort to
connect with those who live in the city. It's nowger enough to do just farming,
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but rather multiple jobs at once. The most impdrthimg, after all, is to be able
to continue to cultivate his golden fields of wheat

B Conclusion: The Keys to Excellence in Corporate and
Regional Foresight

Whatever uncertainties loom on the horizon, evergaoization and region is
confronted with the same trends and must deal thithsame ruptures in the future.
Thus, as always, it's the behavior and qualitiesdividuals which will ultimately
make the difference between winning and losing mzgdions in the future. This is
also the reason why there are enterprises whiclperferming well in a so-called
declining industries, and conversely, why therearerprises which are performing
poorly in a boom industry. Thus, when a companinigouble, it doesn't do any
good to subsidize it, nor to make a scape-goatobuechnology or unfair foreign
competition. Most often the failure is one of magrmgnt, who are simply incapable
of anticipating, innovating or simply motivating efih workforce. The same
observation may be applied to regions in difficulbefore handing out subsidies,
consider changing the leadership.

Innovation: Technology is Not Essential

Should an enterprise focus on innovation or prafBsisiness tends to focus on one
of these dimensions while neglecting the other. elmv, these dimensions are both
complementary and necessary. Business must batis fot profits and always be in
the process of innovating in order to stay aheati@f competitors.

Innovation is not synonymous with technology; ratitss knowledge that is the

driver of innovation. Of course, we're not advongtithat businesses do away with
R&D. However, innovation is much more than justitealogy; it includes business
processes, services, and innovative financing, gnotimer things.

Let's stop equating hope for the future with R&Dperditures. The greater the
expenditure in R&D, the greater the effectivenesthe expense must be. Scientific
studies from a sample of international companiemarty show that the highest
performing businesses are those which have an gevd®&D budget, and therefore
do more with less expenditure on R&D. Booz Alle®@3) surveyed the fortune
1000 and discovered that there is no direct linkwben R&D expenditure and
success, which was measured in terms of annualtlyrgsofitability, and ROI for
their shareholders. The same observation can be wat regard to States. For
example, Ireland has a small R&D budget, but anadte GDP.

The key to competitiveness is not basing one’stesisaon technology, but rather
integrating the best available technologies int@eerall strategy in order to achieve
the desired objectives with motivated teams of eyge#s. However, management of
personnel is not a determining factor; after aljomd R&D department needn’t be
gigantic. The R&D department must simply be ableirteent new ideas, and

assimilate the far more numerous ideas emanatong @utside the organization. To
achieve that objective, researchers must be ireaosatact with the marketing team



who often understand the expectations of theintdi@nd suppliers. Serving clients
and suppliers in new and creative ways makes upitabwo-thirds of new
innovations.

Towards Community Projects

Beyond the technological mirage, other clichés emdurhe critical mass of
enterprise is yet another myth we ought to disppak an oft-ignored fact that the
smallest businesses in any given sector are atsbeht performing. In the last few
years, the critical mass myth has found renewsdifigagion in globalization and the
mega-mergers of large multinational corporationsese events give one the false
impression that there is a battle of titans talptaxe on a global scale, yet now that
some of these giants with feet of clay have cod#dpst is useful to recall that in
reality, more than one out of two, perhaps evenawoof three, mergers fail. This is
essentially due to the incompatibility of formesdgparate and distinct corporate
cultures. Indeed, only about one out of ten mergeeate value for the acquiring
firm.

This same myth has currency among regions as Retlional management policies
favor urban concentration with the idea that geplgi@agglomeration creates jobs.
However, we are unable to determine whether the jobre the cause or the
consequence of such policies of concentrationadn, this urban concentration myth
is belied by the facts. Certain regions in Frarmgh as Choletais Vendéen or La
Mayenne have succeeded by relying upon a netwonkraf towns. Furthermore, the

youth of the region have remained since there wask wo do. These regions

composed of rural networks have some of the higpbestcapital business creation
rates in all of France.

Whatever happens in the future depends less oraiprey trends and possible
ruptures, and more on the initiative of people e tface of these changes.
Prospectivethinking is ultimately less important than endoges factors such as
self-knowledge and self-mastery. To realize ongjsrations, one must know one’s
own strengths and weaknesses — this is the keyvitog | passionately. Neither
globalization, technology, nor reduced working Hurmre required to create a
community project. Simply put, we must promote camity projects and those
involved in order to promote regional growth.

The Magicians of Growth

Henry Ford is quoted as once saying: “Take evemgtlaway from me, but leave me
the men and | will start all over again.” The maition of creative intelligence is
even more effective when it is exercised within fiteanework of an explicit project
known to all. Projects succeed when those invohae intellectually and
emotionally invested. Internal motivation and ergdrstrategy are therefore directly
related and cannot be attained separately.

Competitive growth over the long-term requires watton and risk-taking. The real
key to development is entrepreneurship. Entrepmsnaevho are often the formerly

3 We should include a reference here explaining3te work week idea to anglo-saxon readers.
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unemployed, are the real magicians of growth. Pnéreeurs stand out because of
their personal dedication to their project, thagion, and their ability to lead. The
lack of entrepreneurs is also one of the fundanhexhtaracteristics of the “French
Exception.” The political elite in France ofterartsition to established industry,
however management mustn’t be confused with styateg former minimizes risks,
while the latter optimizes them.

Rather than reacting defensively within existingrkess, entrepreneurs ride out to
conquer the future. They do not limit themselves réacting; instead, they
deliberately take offensive action inspired by pteéy (preparing for expected
change) and proactivity (provoking desired changa}) the aid of anticipation and
innovation. In fact, an innovative entrepreneurcegcls by changing the rules rather
than submitting to them. We already know entrepueaé activity is what creates
employment, therefore, the entrepreneurial spivduéd be encouraged even within
existing firms (intra-preneurship).

For businesses who want to take on internationapetition, there is no other way
but specialization, innovation, and a high degreaduled-value. There are neither
condemned sectors, nor insurmountable problemse tiseonly poor managers or
entrepreneurs who have failed to innovate in a avevhich demands perpetual
change. Businesses who are content to sell only thleg have previously produce
are doomed. To conquer markets, business must @eodhat is currently selling,

that's to say, goods and services which respondheolatent or real needs of
consumers today.

Economic evolution is not fatal. Everything dependspersonnel and their capacity
to understand possible futures and work togethecréate their common desired
future. Events in the external business environmeire the enterprise or region to
react both quickly and flexibly according to theans with which they are disposed.
Furthermore, since change is constant, managers awesd radical structural
changes which would render the organization reiralti to subsequent adaptation.

To Govern Is to Anticipate; To Comply Is to Underst  and

When faced with challenges, people will only mdalif they're motivated. In the
same vein, people only do well what they truly ustind. In the words of Henri
Fayol, “If governing is anticipating then complyimgunderstanding.” Similarly, the
ideal manager of pioneer management writer Marykd?aFollet does not issue
orders but rather encourages initiatives which lgongthe same lines as the orders
that could have been given. (1924 ; Mousli, 2002).

A manager who understands how to base his authaomitilis competences and his
leadership can simply allow his subordinates te tddeir own initiatives. He or she
needn’t even bother negotiating objectives, they$y arise naturally. In France, we
are farther away from this business model thanwlsee; perhaps because of the
way we train managers or select them from largénlesses.

Managerial fads may come and go but they always bae common denominator—
people need to be motivated through new challen@éscourse, the process of
getting people involved is considered the objectovbe obtained no matter what the



outcome. In this way, strategic analysis can géeeea synthesis of collective
commitment, contrary to the ideas expressed by Heimtzberg (1994). Indeed, the
real difficulty lies not in making the right chogeut in making sure that each
participant asks himself the right questions. Relmanthe adage, "A problem well
stated (and shared by those concerned) is alrealflgdived.” This is exactly what
Michel Crozier meant when he said,He problem is the problefn

Beyond managerial fads, there are certain givetisarbusiness world. As we know,
if the world changes, problems related to humamreaare curiously recurrent. To
deal with these organizational problems, nothingn@e useful than returning to the
fundamentals of management theory (Fayol, TaylogryMParker Follett, etc.)
Perhaps returning to the source of military strateguld also prove useful (Sun
Tzu, Clausewitz, Beaufre, etc.) in order to consttie organizational models which
have stood the test of time. Let's take the Cathohurch as an example. The
church’s longevity may have several explanatiomstividual engagement in the
service of a collective project, obedience to dlyigtructured community with local
authority, and a limited number of hierarchicaldksv

The Virtues of Ruptures and Changing Habits

If the principal factor of competitiveness and dbagee in business is the human and
organizational factor, then implicating personneld aeliciting their motivation
should be the primary focus of the organization.e Tduestion remains why
managerial processes change over the course of déintefrom country to country
with varying degrees of success. The observatianttie keys of excellence for any
given organization are contingent upon other ekigaetors might give you reason to
despair. However, it is indeed possible to dramctgsions about certain managerial
principals which stand the test of time.

The idea that good management is contingent upoer goften elusive) factors has
arisen in the management literature since the beggnof the 1960s. Lawrence and
Lorsch (1968) wrote “There is no one best orgaiopal structure, but rather several
ones which work better under varying conditionsgykKfactors for success that are
universal and valid under all circumstances singaynot exist. Just-in-time supply
chain management techniques are profitable foraicettusiness, but may be too
costly to others. Management theoreticians shoddpkin mind the lessons of
statistics and not confuse correlation with catgaliherefore, we must accept the
principal of contingency and admit that variousasrigational structures which work
well under certain circumstances and are not apjatepn every situation.

We may advance yet another managerial principat, dh diversity. We know that

boredom is born of uniformity and that variety isdispensible to motivation.

Without diversity organizations are simply inefiget conversely we clearly know
that diversity increases productivity. Let's comsidhe case of General Electric
whose Elton May (1933) was able to measurably asmeproductivity simply by

alternating the internal luminosity of the factory.

The only conclusion we can draw about cookie-cuitesiness formulas is that they
don’t exist. Enterprise must continually reinvetseif in order to adapt to changing
business conditions, and to always guard againsplay which often becomes
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terminal. There are a thousand and one keys tdlemce in business (the principle
of contingence) and we must always be willing taraye (principal of diversity).

A motivated workforce requires challenges; and uistbe continually challenged to
remain motivated. The unpredictable successiomofess and failures keeps people
on their toes. Good managers are those who intaiho introduce their
subordinates to challenges. These challenges Kempwvorkforce motivated and
stimulated; and such challenges are as much aesairaovelty as they are the
impetus for action; and they are even more relevfatitey are introduced with a
coherent trajectory.

Such trends explain the succession of managemésit &l of which have their pros
and cons. The motivation which attends a new maneagefad always fades once
the project has been achieved. Therefore, one ourstantly be looking for new
ways to motivate the workforce—for example, susthia development which is a
wonderful new project to get the workforce motivhate

Sustainable Development, a Lever for Innovation

Sustainable development is often erroneously peedeas singularly environmental.
The changes with which we are confronted are wedkn; globalization, an ageing
population, economic and social disparity, globarming, exhaustion of natural
resources, etc. These challenges require businesdaggions to press forward with
growth and employment.

All of these problems are related to sustainableeld@ment, which dates back to the
1980s and whose definition is; “development whiesponds to the needs of the
present generation without compromising the capacit future generations to
respond to theirs.” (Bruntland, 1987). So, as vathspective humankind is at the
heart of sustainable development. There is no isiadtie development without
children and no economic growth without offices.

Sustainable development is an extraordinary oppiytiwhat business should seize;
every constraint is an opportunity. All the chalies of recycling, of retreatment,
reducing energy consumption, etc. have innovatimg) @rofitable solutions. In the
agri-foods business, as with manufacturing, traitigalwill likely be imposed and
lead to the localization of production and supphaias, particularly those supply
chains which travel from producer to consumer. kbgal efficiency means that
sustainable development promotes localization irerevsense (why produce
elsewhere what can be produced locally and thezefmcurs little or no
transportation costs and associated, @D Transportation costs act like a barrier to
entry to distant, low-cost producers in developtegntries without ever imposing a
single tariff.

The Question of Direction and the Principle of Mutu  al Recognition.

People require projects to give meaning to theiedi By following their desires,
they ultimately find their essential path. Socialations and mutual recognition
implicates common projects. The Germans haveiadifiroverb; “der weg gist das
ziel” or the journey is the goal.



A global vision is necessary for local action; a@th one of us at whatever station
in life must be able to understand the meaning wf actions; which is to say
resituate them in a more general project in whiwytare implicated. However, it's
better to start a business project with discusgjnfan to discuss a business project
without acting on it. Smaller, realizable concrptejects are better than grandiose
projects which will never likely see the light ohyd The process of appropriation
(emotional investment) is more important than th@qzt itself. The vision of any
enterprise must certainly be ambitious and communal it must also be realistic
and within reach of all those concerned. Creatingrandiose project which is
imposed upon others in an indiscriminate way dagdaad to productive results.

Organizations will have more and more need to fglaheir actions in light of
possible and desirable futures. Decision will bketain a more efficient way.
Wealth, problems and their solutions are all maren&trategic analysis has now
rediscovered the importance of the famous Socradimonition (know thyself).
Before asking yourself where you want to go, or idwauld happen, or what you can
do about it, you need to know yourself. As Vauvegnas points out; “Considering
our strengths makes them stronger, while consigedar weaknesses, reduces
them.”

Management must also consider individual growththa workplace and in life.
Though everyone is different, we are also inseparalmn many aspects, the
accumulation of quantity has led a reduction of liggalLet’'s consider human
relations; ever more sophisticated communicati@ehriology has not kept people
from behaving in an anti-social way, nor has ittkggople from isolating themselves
from society. In fact, the trend tends to be thpasgite. A higher quality of economic
growth must mean a more humane economic growth. ®Vio said that in order to
increase your well-being, you need to consume rgooels? A responsible enterprise
can not simply be content to creating material teat also has responsibilities to
contribute to the personal growth of its persorarad of those who consume their
goods and services. Business excellence is intijnaied to environmental
excellence. In order for employees to be productihey must live in a clean
environment. Likewise, for humans to be happy ia tity, he must grow both
personally and professionally at work. Thus hapgsnds inseparable with
productivity and good business. Business must densill of these factors; it’s all or
nothing.
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B Appendix A: How | Became a Futurist

Philippe Durance: Prospective or foresight as it is sometimes translated, isryo
passion, one that has been your career for ovgea. How did you discover this
vocation?

Michel Godet: In 1971, | was 23 and developing rigorous scientiiethods with
mathematical probabilities. This was before tHeosis. | was working then at the
CEAb54. Later at SEMADS5, | had the chance to trawehd the world as a member of
various missions. One stop was North Africa. €hdrrealized that the keys to
industrialization in Algeria were agriculture, edtion, mastery of urban
development and demographics. Soon thereaftdQ78, in the Far East, | saw that
Confucius had got it right long ago: Teach peopldish rather than to give them
fish. In other words, good ideas are not thosewleahave or give but those we elicit.
The word is appropriation. The French all know sha&y of the Parmentier potato.
Only by creating an elaborate set-up and havindie@ guard the field did people
want to appropriate, or steal, Parmentier's powtd@t from a more basic point of
view, we need to ask a few questions. Besides @wt How? we need to ask Who
am |I? We need to remember the ancient Greek adkitew thyself, thyself. We
often forget to ask or forget the actual questiduet's get two things straight. First,
what will happen is not written down somewhere.ddel thinking about the future
does not eliminate uncertainty. Instead it prepar® better. Everyone will face the
same changes; the real differences lie in how eaehof us reacts. The elements of
both success and failure lie within. All in alkarning how to maximize your
strengths and minimize your weaknesses is moretaféethan trying to change the
world.

Philippe Durance: Let's backtrack to how you started out.

Michel Godet: | started as a research engineer at SEMA in 19¥4ear late?®, |
was promoted to senior engineer and headed a -pmaktng center within the
SEMA. In 1976, | became head engineer, and thel®i8, | led theProspective
department that | had initiated. Only then couldeally apply and develop the
prospectivemethods and systems analysis that | had studiad astern in the CEA

* CEA is a French acronym meaning Atomic Energy Cission

%5 SEMA: Society of applied economics and mathematidse SEMA was created in 1954 by
Jacques Lesourne. It was a research group for &oiem and administrators. SEMA focused on
economic problems including future studies, operatiesearch and cost comparisons for different
solutions, to name but a few specific topics. MicBodet met Christian Goux there in 1970. Goux,
the ‘master of conjecture’ of that era later inggh Godet inprospectiveand supervised his French
State PhD in economics.

% That same year, Michel Godet received his doatoirateconomics (Paris |, Pantheon-Sorbonne).
Much of his doctoral research would appear in thekbCrise de la prévision, essor de prospective
(2977).
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programs from 1971 to 1974. During the same peliedyried out vast projects on
the future of energy, industrialization in develapicountries, and air transportation.
It was around this time that | began leading teant going further afield; literally,
on missions in the USA, Algeria, Egypt, and mosSoltheast Asia, a geographic
area really taking off then.

At age 29, | became SEMA'’s youngest director and wacharge of its second
profit-making centre. At that time, | began woridgr how useful all those
interesting reports that usually ended up liningvers wer?. | answered an ad in
the newspaper Le Monde and found myself workinglegsuty project leader of an
EEC program on the future from 1979 to 1980: Riodpetrella had recruited me to
launch the FAST prograth Already then, almost a quarter of a century ago,
computerized communication technology and the médron society were our main
interests. At this time, | wrote a report calléBurope en Mutatichor “Europe in
Transition” in English. Over 10 million Euros wespent, but little remains for our
collective memory and the general manager of tlseareh department launched
Technology Foresighwithout realizing that the same questions askeddyy teams
are not necessarily better.

Back from Brussels, | tried to get into the CNRSaaprospectivist, often called a
futurist in English, but to no avail. Why? Theresn@o department and there is still
no such department. | tried the same thing atPdla®, another French government
planning centre, with the same result. From 19801981, | worked alongside
Jacques Lesourne as a full-time lecturer at thétuhg\uguste Comt.

For six years, until 1987, | served as scientifigisor for theCentre de Prospective
et d’Evaluation (CPE) at the French ministry of research. Therdahdled
international relations. My duties enabled me tdipi@ate in several missions and
exchanges related to technological change and atondevelopment in Japan,
Canada, and the USA, as well as Europe, of coGmme missions were carried out
further to requests from the foreign affairs mines of the American and Canadian
governments. This was the case in 1984 and 199&nwhr focus was technological
change and its impact on growth and employmenl9B6, | also led a mission on
the Japanese model, both in society and busindss. niission would lead to
Radioscopie du Japopublished in 1987.

From 1982, | was also an assistant professor aEM&M. In 1987, | became a full
professor and the holder of the chair in industitaiesight. This chair had been

> This situation would become the subject of archrtby Michel Godet and J-P Plas, “L’Entreprise
sur le divan” that appeared lie Mondeon October 14, 1978.

% FAST (Forecasting and Assessment in Science amthribébbgy) was a program directed by
Riccardo Petrella from 1978 to 1994. The FAST missvas to study the links between science,
technology and society. The focus was on the sec@miomic consequences of scientific and
technological developments in the short and longite

¥ |n 1972, Giscard d’Estaing founded thestitut August Comtewhich sought to train managers
from large corporations or very large administnagicco solve complex problems by treating all
dimensions: legal, economic, social, and intermatio The Institut Auguste Comtéas had five
research directors including Jérdbme Monod, nowhm Erench government, and Michel Crozier, a
well-known sociologist. Jacques Lesourne introdukkchel Godet, who was bored by the situation
in Brussels, to the institute.



created with me in mind when | came to the CNAMLB82. Concurrently, | had
served as a consultant prospectiveand strategy for major corporations such as
Renault, ELF, Pechiney, Electricité de France,&@p{Chanel, Bongrain, Lafarge and
AXA. | have also acted as a consultant to naticarad regional administrations.
During the same period, | managed to maintain &rnational perspective through
regular missions to North and South America, a$ agkeveral European countries.

Philippe Durance: Many people consider the 1970s as the golden fagespective
in France. They also lament the fact thedspectives little taught at the university
or post-graduate level elsewhere. What do you think

Michel Godet: Personally, | do not see a declingonospectiveor foresight. On the
contrary, | find the field more open and less splered than when | began. The
golden age was actually the work of a handful dividuals 0 Bertrand de
Jouvend, Pierre Massé, Jérome Monot and Gaston Berg®r They did not try to
fit this soft science into the academy nor did tedycate the next generation.

Prospectivehas a broad crosscutting nature that is a handacagpmpartmentalized
organizations. However, the cognitive sciencesestids breadth and have received
research funding from the CNRS and ministry of aesie. Prospectivecould be
considered within this same category. All in alietlearning curve for anything
requires patience, persistence, and preparatitimeeafiext generation of practitioners.
We also need to offer theoretical and practicdlrircsion to those interested so that
they can capitalize on experience and maintairctiiective legacy of the craft. | am
saddened by some practitioners, often the best,cohsideprospectivea profitable
business, and do not try to pass on their knowléddeture generations. They forget
that knowledge is to be shared.

The same applies abroad, especially in the Engligaking world where there the
body of knowledge is poorly maintained, and thereoéiceable withdrawal from

% Bertrand de Jouvenel (1903-1987) served as ardatlgournalist, economist, jurist and professor
at several universities in France and abroad. Deelel ran the SEDEIS, or Society for the study and
documentation of social and industrial economicnfrl954 to 1974. The SEDEIS had been created
by a group of managers. Bertrand de Jouvenel wa®btihe main players in the risembspectivan
France and abroad. He wrdt&Art de la conjectureand founded the international association called
Futuribles (1967).

®1 Pierre Massé became an engineer in public worlisirathe electrical sector in 1928. He was in
charge of building hydroelectric plants. He wa®dior of electrical equipment in 1946, then directo
of economic studies at Electricité de France (EDF)1948. In 1957, he became president of
Electricité de Strasbourg. He served as genemafrassioner of the Plan from 1959 to 1966.

%2 Former delegate at the Datar and president ofSifeeipe Suez, Jérdome Monod is now advisor to
the president of the French Republic, Jacques €hira

® Gaston Berger died in 1960 just before a researuh teaching program iprospectivewas
inaugurated at the school of higher commercialistugEcole pratique des hautes étugjamder the
direction of Fernand Braudel. Fernand Braudel witbe following for a speech:Gaston Berger
should take his place among us today. He was ekiitadvance, happy to no longer be just another
professor. He also had fun, not to excess, thowgh,the reversal of our respective roles. He teght
me with an amused deference, as one would treatianinistrative superior. He proved to himself in
this way that he was once again a free man. (...3 Tragile science called prospective, that he had
created and baptized, he intended to consolidaend enhance its structure here, in our school.”
(Braudel, 1962).
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rational methods. Again, the terms create a proldsiprospectiveis translated as
foresight usually and reduced to participatory scenbuilding exercises during
which group dynamics and communication take oves.aAresult, the questions
covered, and the level of research involved isafitared in the translation. You can
see this phenomenon in France too, with ‘scenarterinment’, which is part of
the ‘future of the present’ trend. We should athesnber pioneer Gaston Berger’s
words of wisdom: See far, wide, deep, and thinlkvai. | have added three more
principals ofprospective ‘see differently’ to avoid preconceived ideasseé group
processes’ to facilitate the emotional investitared reconcile difference among
stakeholders, and ‘use rigorous methods’ to broamimplex issues and identify
incoherencies often present in group processes.

| am glad to see that the past 40 years have baekethby the appropriation of our
prospectivemethods in corporate and regional management, erthin France and
abroad. I'm optimistic abouprospective that is to say, the French version. It has
taken root and developed well in other countrieen@hRomance languages are
spoken. The international expansionpbspectivedoes, however, stem from the
ongoing efforts to disseminate these concepts agithads by French practitioners.
The former have kept the tradition of volunteeringm the sixties alive and well.
They've also promoted the rigorous approaches fuoexg and evaluating ideas
that the RAND Corporatidii and SEMA developed during the post-war boom and
the space race.

The creation of LIPSOR (Laboratoire d’Investigatien Rospective Stratégie et
ORganisation) which has recently been rebaptizedbdtatoire d’Innovation,
Prospective Stratégie et ORganisation) in the early 1990sk®es instrumental in
perpetuating the practices pfospective With the support of Jacques Lesourne,
Yvon Pesqueux and | have trained dozens of doe®i@td thousands of masters in
France and throughout the world. To my knowledgere are around 30 consultants
who now make a very good living strictly peospectivistavho had graduated from
our program.

The publication of my manual in 1985, with the &dition updated in 2007, as well
as translated versions in English, Spanish, Poesgand Italian, have also helped
spread the methods of the French schoopropective Writing a manual is an
author’s effort to help others, although it's marea thankless task than it seems.
Each revised edition represents more than a yeaor. In fact, | spent a year and a
half on the English adaptation in which | was dssidy a translator who worked on
site and attended my corporate workshops. Thisslm#iaon, like those for South
America, received partial funding from the Frenchnistry of Foreign Affairs,
which has a translating tradition. In 1986, the samnister granted funding to help
publish a special edition of the English languagrnal Futures dedicated to the
French school ofprospective Similar projects were launched for the journal
Technological Forecasting and Social Chanigethe year 2000 which had been
dedicated to the methods of scenario planning.

& Cf.infra



During the 1990s, | tried in vain to get the Consioa in Brussels to structure some
form of Europeanprospective | could not generate interest in research through
doctoral scholarships either. These scholarshipsldvbave been funded by the
CNAM, Plarf® and Data. | gave up on these ambitions, as they didn’t aonfto

the academy’s idea of academic research. Nevestela 2005 | launchedl€
Grand Prix de la réflexion impertineritevhich can be translated into English as
“The Grand Prize for Outrageous Scholarship”. Thisative was sponsored by the
Cercle des Entrepreneurs du Futur and is an apmtytfor those in the@rospective
community to re-examine our preconceived ideas.

The status oprospectiveremains fragile, though. Far too much still deggeon the
good will and persistence of a few people. Chara® diways played an important
role in preparing the ground for new projects.dntf this is one of the lessons that |
can draw from my own experience in the field. | eenfber that SEMA’'prospective
department had produced numerous and voluminodsgeston air transportation, the
post office, etc. Many of these studies stand ds¢ of time, too, but lay buried in
filing cabinets. This is much like the academigrtirag in prospectivegiven the lack
of academic recognition, training jprospectivehappens by chance, often at the
whim of circumstance.

In the early 1990s, after all the seminars orgahizg Futuribles, and in light of the
development of some form gfospectivan the European Commission, a doctorate
in strategigprospectivewas needed and created at CNAM. Again the sam&tiqoe
which academic niche? Economics, history, or mamag¢? Management actually
offered more possibilities than the others. It isnare open field with an applied
strategic dimension well suited fwospective This relationship with management
enabled us to network with other centers and tlous fcredible doctoral defense
juries. Credibility is important as the jury legiates the doctoral program as a
whole.

Through this program, | was able to create two-tiatle lecturer positions; however,
it eventually became clear that teachprgspective like teaching strategy, required
the practical experience that a young academiacearr have. The academic world
is increasingly compartmentalized. In fact, thendads inherent in a university
career prevent the further developmentpodspective One must publish abstract
theoretical articles in juried academic journalsb® recognized. Wellprospective
does not fit this type of logic. Today’'s practites usually did not follow a
traditional academic path; in other words, they eam the field by chance. This
often makes them excellent ‘deviants’, fresh froenydifferent horizons.

Philippe Durance: You talk about the French schoolmbspective but few people
agree with you that it exists. Can you clarify this

Michel Godet: Let’s start with the scenario method as an exantpiéen American
cultural domination, the Americans tend to selftatite the roots of scenario
thinking. But, after all, we do share with the Amans some common historical
background. To muddy the waters further, we faeelé&xicographical problem of
the word, prospective which does not translate fully into one Englistorek

% Commissariat General du Plan is a French govertahagency.
® The Datar is a French paragovernmental delegétioregional action and territorial organization.
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Futurology is the term that dominates in the Emgéipeaking world. Now you also
find foresight and even strategprospective In any event, the concept of the
scenario remains central to the entire procesgcesfy as the scenario appears to be
less of the rigorous scientific method that it omees in the 1950’s and 60’s, under
the influence of the RAND Corporatidn In those days, the RAND had several
researchers, often European immigrants like Oldmde (Delphi method) and Fritz
Zwicky (morphological analysis in scenario building\t the same time, Gaston
Berger and Bertrand de Jouvenel founded the Frealebol ofprospectiveand the
Plan in France was an official priority. The peak ottldea of a post-industrial
society was the publication of Jantsch’s book 16719

The French school simply kept alive and furtheralieped this legacy of Cartesian
methods of systems analysis. It was inherited @utly from the RAND Corporation,
and furthermore combines broad historical, glolna @oluntaristic perspectives.

Without going into detail, the Vietnam War creataddeep mistrust of rational
methods of systems analysis. The Americans haddfai their effort to analyze
conflict scientifically, so they threw the methodike the proverbial baby, out with
the bath water. You can more or less date a cedtagtine in logical thinking in the
USA from that point on. From one extreme of sciemfipproaches, the Americans
went to the other, intuitive even irrational teajues. This attitude is illustrated
beautifully in what they call ‘New Age’ thinking. Aa result, the English-speaking
world reducesprospectiveto little more than scenario entertainment. | dahink
that gathering a few intellectuals together to @ayleasing or scaring one another
with a concept equals research. It is entertainmenthe Pascalian sende a
distraction really. In terms of content, thoughistiapproach is simplistic, often
binary, so that the future is divided accordingwo hypotheses (yes or no), hence
four scenarios. Scientifically, this comes close smme kind of mystification,
especially when people claim that the strategyumhsand such a big group was
enlightened by these scenarios. As far as | knowellSbuilt scenarios on
communication and information technology but namgested a penny in that sector.
In American practice, scenario building is like gbdilding! The collective and
participatory process of futures thinking, as | @als positive in its own right but all
the more useful for strategy if we ask real questithat are not simply reduced to
two possibilities chosen to suit the latest fashion

Actually, corporate scenario building is an exadllparticipatory management tool
that can get the whole staff involved. Not all ssware suitable to such an exercise
due to their confidential nature. However, it isspible to have people think about
the environment affecting those strategic opti@nsot the strategic choices directly.
If structured properly, this approach implicatesrspanel at all levels of the
organization without divulging sensitive strategitormation which might comprise
an organization’s ability to implement its strategdt Renault, in 1983, | was
involved in Mides, a futures-thinking exercise itwng 3,000 people. The scenario
process has been successfully applied to regions,as seen in the Pays Basque

" Initiated as a military project in 1945, the RANIDrporation was officially incorporated as such in
1948. Its name is a contraction of research aneéldpwment. This corporation became a lab and an
incubator for the tools used prospective Examples include Herman Kahn (scenarios), Oldfride
(Delphi, 1950s) and crossed impact analysis.



(Basque country) 2010 projé&t Nowadays, group learning is an integral part of
knowledge management; however, in management tewhat counts is
involvement. A popular American phrase sums it wgl:.wthe reward is the journey.
The goal is a pretext, almost an excuse, for tharesh experience and the
relationships created amongst the participants.

Last but not least, I'd like to point out that Eisbtspeaking authors and researchers
themselves speak of the French schogrobpective’

Philippe Durance: The future being what it is, primarily uncertaintyow can
prospectiveseparate itself from less scientific forms of spaton like futurology?

Michel Godet: Futurology claims to be a science of the futust as history would
be the science of the past. Although the past m@tifaceted and uncertain as the
future; and although we constantly rewrite histdhg past is gone. On the other
hand, the future is open, thus any form of predictis tantamount to fraud. For
prospective the future is the fruit of desire, in other wardsdream that motivates
present action and drives reality towards a desioégre. And we know that an
action without a goal is meaningless.

Determinism in all its forms does indeed yield te twill and determination of
humankind. As Pasteur once said, chance favorprdpmared mind—when you have
goals and projects, you feel young and alive.

Fortunately, the future is indeed open and unaeriaitotally certain and foreseeable
world would be intolerable. If you knew the exaetydhour and circumstances of
your death, you would be completely preoccupiethtyyo avoid it. However, the

clock is ticking and each minute lived now is oesslto live later. Now you see why
happiness is possible only where there is someedegr uncertainty. Uncertainty is
life; certainty is death.

Philippe Durance: Where would you tell young researchers to foces thttention
in prospectiveoday?

Michel Godet: There are many potential research areas. If we \with the most
difficult, there is the link between game theory atakeholder analysis, begun by
Francois Bourse. There is also the integratiorprfspectivetools in operational
research. More broadly, there are the mathematgpadcialties, such as
diagonalisation, proper values, unknown numberesyst fractals, graph theories,
and many more.

In the soft sciences, there is cognition and ogn learning, something Philippe
Bootz (2001) has already started to develop.

Finally, let's not forget the essentaospectivegquestion, question (Q0), Who am 1?
This dimension allows those who practigespectiveto transform scenarios into

% This regional study has been published as a LIPB®Fking Paper (Mousli, 2004).

% In 1999, the British magazinAntidote produced a special issue on scenarios and fonegast
methods. It included an article entitled “Creatthg@ Future: a French School, Prospective, argues
against taking a fatalistic approach” (CSBS, 199Bjis piece profiled the French school and
described the methods developed by Michel Godet.
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projects which in turn connects individual and eolive desires which in turn
provokes a desired future. We should also deterrthieeprofound links between
prospectiveand psychoanalysis.

Last but not least, we need to bring history panospectivetogether. The past is as
multiple, uncertain and controversial as the futime it affects both the present and
future. History, the novel of perceived reality, Raul Veyné&® put it, is constantly
being rewritten according to the needs of the presehe whole issue of climate
change takes on another light when we are remimdethe past by authors like
Emmanuel Leroy Ladurie in his work on the histofyclimates. Ifprospectiveaims

to enlighten our actions in the context of possihteres, then the goal of history is
to do the same, but in light of past futures.

In the end, good anticipation is not predicting wal happen, but rather that which
leads to action. I'm not terribly pleased to sems®f my own forecasts come true,
such as the shortage of professionals and the oemtwverabundance of graduates,
or the wastefulness of society vis-a-vis energyueses, or the ‘unsustainable’
sustainable development in a Europe well into tla¢une phase of the demographic
transition, etc. Wealth is created by an educatédenry with projects and
opportunities to grow in an optimistic society. \I¢hit may still be possible to give
meaning to lives through the co-construction ofemive projects, the task remains
difficult in a defiant society with poor social aedion, rising crime, and a declining
quality of life.

I only wish that the younger generation of Europeasearchers find concrete
solutions to the problem of integrating millionsfofeigners into the economic and
civic life of Europe. Europe desperately needsseh@anmigrants to drive its
economy and offset its ageing population. | juspéhdhat the politicians have the
courage and good sense to apply these solutior@qusly.

" Author, historian and professor at fellége de France
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PROSPECTIVE « INNOVATION « STRATEGIE « ORGANISATION

Master & Boetora:t

Professionnels et jeunes dipldmés, vous étes intéressés par

la prospective et ses méthodes,

la gestion de l'innovation,

le management stratégique,

les stratégies d'organisation,

la prospective de I'environnement et du développement durable,
la prospective territoriale,

la découverte des grandes tendances de l'avenrr.

Rejoignez I'équipe du LIPSOR autour des professeurs
Marc Giget, Michel Godet et Yvon Pesqueux pour suivre,
en cours hors temps de travail, des enseignements de
haut niveau (3¢ cycle), Master (M2) et Doctorat en sciences
de gestion, mention “Management”, spécialité
“Prospective, innovation, stratégie et organisation”.

| Cours d’octobre a juin. Inscription en septembre.

Pour en savoir plus :

Chaire de prospective stratégique

2, rue Conté — Acces 37.2.56

75003 - Paris

Tél. : 01 40 27 25 30

Fax : 0140 27 27 43

www.laprospective.fr

Email : sec.prospective@cnam.fr
jean-jacques.perseil@cnam.fr
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The Entrepreneurs’ Circle of the Future

The Entrepreneurs’ Circle of the Future, created in 2003, includes some forty member
companies which are represented by their respective logos below. Member companies enjoy
systematic exposure on the Lipsor website, www.laprospective.fr (click on the tab
Entrepreneurs’ Circle of the Future), and within numerous Lipsor publications. The Circle has
three principal objectives; contribute to academic knowledge, support entrepreneurship and
local development initiatives, and share best practices and relevant experiences among its

membership.
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