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Natalie Brookes: 

Welcome, everyone, to today's How to Future-Proof your Business Post-COVID webinar, and happy 
small business month to everyone as well. So this webinar is brought to you by the Entrepreneurship 
Facilitator Service delivered by Business Australia, and today co-presented with Steve Tighe. So who's 
an author, futurist, and strategist. So if you're starting out in business, or if you have an existing 
business that you'd love to have a crystal ball in these uncertain times, then stick around and stick 
around until the end, because we've got a bit of a surprise in store for you, which can really help you 
improve your strategic decision making outcomes by up to 30% just by watching this webinar today 
and applying the techniques that we've shown you. And it's all based on behavioral economic theory. 
But before we kick off with today's webinar, I'd just like to cover off a few housekeeping rules. 

Natalie Brookes: 

So you'll just notice that everyone has been placed on mute. And all video has been turned off with 
the exception of your presenters. If you have any questions to ask, please feel free to do so as we're 
going along. Simply write it in the chat box down to your right. And we'll address questions as we go 
along if we have time. So we do have a lot packed into this one-hour webinar today. And we hope to 
address your questions as we go along. So if for any reasons there are technical glitches, sometimes 
this does happen, please bear with us and we will be forging ahead with the presentation. Finally, 
this webinar is being recorded and is available to watch on-demand at www.Business Australia.com. 

Natalie Brookes: 

So hello, [foreign language 00:01:55]. We'd like to commence this webinar by acknowledging the 
traditional owners and custodians of the land in which we're presenting today. So that's the 
Ngarahgwal people of the Bundjalung nation here in the Northern Rivers of New South Wales. And 
we welcome and acknowledge other First Nation people from other communities who may be 
joining us for this webinar today. So we'd like to pay respect to elders past, present and emerging 
and acknowledge that this land is, was, and always will be Aboriginal land. 

Natalie Brookes: 

So the Entrepreneurship Facilitator Service is a federal government initiative that provides free 
business advice and support to anyone with a business idea and trying to get their start-up off the 
ground. So if this is you, please feel free to get in contact with either myself or any of the facilitators 
in your region. I will just also say that any advice that we provide today is general in nature and the 
opinions and topics discussed are of our own and do not necessarily express the opinions of Business 
Australia. So just a quick introduction from me before I introduce you to my co-presenter today, 
Steve. So I'm Natalie Brooks. So welcome. I am a degree-qualified accountant with a professional 
background as a financial and business analysts across many different industries and global regions. I 
have owned my own business, I owned and run my own business in the past as well. And I'm one of 
23 entrepreneurship facilitators in Australia delivering the service within the Richmond-Tweed 
region, so in Northern New South Wales, for Business Australia. 
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Natalie Brookes: 

So the next introduction I'd like to make is obviously Steve Tighe. I'm really so pleased to have Steve 
joining us today. Steve is one of Australia's leading advisors in business strategy innovation. Steve is a 
form of foresight manager at Foster's Brewery. He has a master's degree in strategic foresight from 
Swinburne University and completed the Oxford scenarios program at Oxford University. Steve is also 
the author of Rethinking Strategy and you'll see that in a few slides later on in the webinar. And he 
really helps anticipate the future and slowing down change and improving decision making. And his 
book was launched in May of last year. So I'm really grateful to have Steve with us today. Steve, 
thank you. I'm going to hand over to you now. 

Steve Tighe: 

Well, thank you, Natalie, for the opportunity and for the introduction and hello to everyone tuning in 
and participating in today's webinar. Look I am going to talk about four macro-scenarios that could 
eventuate over the next four years in the post-pandemic world. I guess the objective for the next 20 
minutes is to give you a taste of what scenarios are. A lot of people hear the word and there's a bit of 
misunderstanding about what scenarios are and how they can be applied in business. And I just want 
to make the point that, traditionally, scenarios have been used in big business. And so the challenge 
has always been how do you take this really valuable tool for thinking about the future and for 
future-proofing you business and apply it in small business? And so what I'm going to give you a view 
of four macro-scenarios, I'd really encourage you to watch the second half and to really participate in 
the second half of this webinar, because I've never seen a scenarios applied so effectively, in a small 
business context, as Natalie will take you through. 

Steve Tighe: 

So it's a fantastic opportunity for any small business operator to see how scenarios can be used in a 
practical way and effective way in their own business. So given that long preamble, and given the fact 
we've only got an hour, let me go through these scenarios. So four future scenarios in a post 
pandemic world. Scenarios are always driven by two key uncertainties. So these scenarios that I'm 
going to show you, the two uncertainties have been the impact of technology on day-to-day 
interactions and behaviors. And, as we have converted to an online lifestyle over the past six months. 
So really, this uncertainty is how much of these behaviors and interactions will persist in a post-
pandemic world. So kind of that uncertainty. You've got the spectrum there between the low impact 
of technology and the higher impact of technology. That's one of the spectrums. The other axis, or 
the other uncertainty, we looked at were the extent to which attitudes and behaviors reflect a local 
or global outlook. 

Steve Tighe: 

And so that said, we've embraced globalization over the past 30 years, and certainly over the past six 
months has been an increasing conversation about perhaps just retracting from globalization a little 
bit and focusing more on the local economy and local resilience. So those are the two uncertainties. 
If you then combine those two uncertainties, it gives you four axis for the four scenarios. So I'm going 
to talk you through four scenarios. You've got the global outlook and high impact of technology, 
that's the resource wars scenario. At top right, you've got the combination of high-impact of 
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technology and that local outlook. Bottom right, you've got local outlook and low impact of 
technology. And then bottom left, the global outlook and low impact of technology. So I'll briefly go 
through these four scenarios very quickly. 

Steve Tighe: 

So I'll start with resource wars, which is very much a business-as-usual scenario. So just starting with 
resource wars. Next slide, please. Okay, I'll just keep talking. Okay. So it's a business-as-usual 
scenario. So, to me, this is the scenario that the United States has chased since April. So they have 
had the haste, the government, to get things back to normal. Okay, so it's a scenario characterized by 
rising international competitiveness, mistrust, which is really been amplified because of the virus, 
and international tension. So the global stage is characterized by fracturing relationships, if you like. 
It's a winners and losers scenario. So scarred by the pandemic, nations look to secure their economic 
future. So it's very much a realization of, there's only limited access to resources and we need to 
accumulate as much as possible. So short-term economic growth is prioritized in this scenario. With 
the priority on economic growth, the world continues to sleepwalk towards environmental collapse 
and sustainability policies that are perceived to get in the way of economics, those policies are 
wound back or pushed aside. Okay. 

Steve Tighe: 

From a technology perspective, you see the ongoing transfer of intelligence from humans to 
machines. So a continuing trend over the last 10 years, attention spans continuing to decline, IQ 
levels are beginning to drop or decline. Privacy and freedoms are slowly and surreptitiously eroded, 
whether it's through bio-security measures, surveillance, and surveillance at both a domestic level 
and also internationally with countries spying on each other. I think one of the key points here, one 
of the key drivers of this scenario, is that the U.S.A. will emerge from this pandemic in a weakened 
state, and many will be bitter having had a pandemic seemingly thrust upon them. So certainly, I 
think in the way that the pandemic has been handled in the U.S., the myth of American supremacy 
has been shattered in the eyes of many. And therefore emerging wounded, it will look to re-exert 
authority, and its positioning around the world. So one of the things you look for there is an 
increasing presence, particularly in the Asia Pacific region, which escalates the possibility of future 
conflict. So that's a very quick summary of the resource war scenario. 

Steve Tighe: 

The second scenario is Independence Day. So with Independence Day, it's characterized by global 
retraction, so a retraction from the global economy, if you like, economic contraction, and 
technological expansion. So this scenario is characterized by a term of constricted capitalism. And 
what I mean by that is, governments will be looking to exert greater control over their borders, over 
their supply chains, placing greater restrictions on foreign ownership, foreign investment, trade, 
integration, tourism, etc. Okay, so the emphasis is on building a more resilient and more self-
sufficient economy. So the emphasis is on those, resilience and self sufficiency, over efficiency and 
just-in-time design. So I think this is interesting, because one of the key aspects of a self-sufficient or 
resilient economy is one that is diversified. And so one of the winners in this scenario could be the 
investment in renewables, as Australia looks to diversify its economy. 
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Steve Tighe: 

As we retract from the global economy, it gives countries an opportunity to get their house in order, 
okay, to modernize their, their economies with the skills that are necessary for the 2020s. Investment 
in innovation, education, etc. It's a scenario characterized by severe cost cutting. Okay. So we 
emerged from, over the last 10 years, a bloated lifestyle, and we merge into a much more frugal 
culture, frugality at a household level, a business level and at a government level. Okay. So in a 
scenario characterized by frugality, there will be sustained high unemployment, and therefore the 
government emphasis will be on jobs, jobs, jobs. There'll be support. Yeah, the push is to support 
local production and local businesses. And I think there's two pushes there. One is this sense of make 
sure you're supporting fellow Australians in a time of crisis and we've come through drought, fires 
and now the pandemic, and now we're going to enter a sustained period of economic contraction. 

Steve Tighe: 

So supporting local businesses through that sense of [inaudible 00:13:12], but also you'd expect a big 
push by governments at all levels to buy local, to buy Australian made. Domestic tourism would 
obviously boom in this scenario. And I think also, in an unintentional way, the environment wins in a 
way in this scenario, through the drop in international trade, and through the investment in 
renewables. Okay, the third scenario, which is green horizons, now in green horizons, it's 
characterized by a spirit of international cooperation. So this is where we take a step back, and we 
say, "You know what, let's treat the pandemic as an entree to a far bigger challenge that is on our 
doorstep. And that being climate change." So a wake up call is heeded, if you like. So the purpose of 
the virus, it's reminded people, it has reminded nations and leaders of our vulnerability to larger 
forces, that being nature. And it also has reminded us of our interdependence, our dependence on 
others, other nations etc. 

Steve Tighe: 

So, as I said, it's a scenario that is born out of this realization, this wake up call is heeded. There is a 
renewed vitality and leadership from global governing bodies. So whereas the United Nations or the 
European Union have been on the nose over the last few years, and we've seen with Brexit and so 
forth, we now see a renewed vitality in leadership from these organizations because to confront a 
macro-challenge, such as climate change, you almost need that macro-governing body, if you like. In 
this scenario, investment in renewable energy rises sharply, generating millions of jobs. So a whole 
new economy emerges. And there's record divestment from fossil fuels. International tourism is 
obviously impacted by increasing consciousness of the consumer about climate change, and also bio-
security in positions. And I think there's a shifting sentiment in environmental policies such as carbon 
taxes, etc. So that the shifting consumer sentiment, social sentiment, and the imposition of 
environmental policies really expedite the shift to much more sustainable practices across the globe. 
So that's the green horizon scenario driven by the wake up call is heeded by the pandemic. It has 
reminded us of our vulnerability, and therefore we heed that call. 

Steve Tighe: 

And then, finally, there's a scenario called let's get physical. And that's really characterized by a 
reconnection with our local community, our local environment, and our personal and local health. 
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And this scenario was really born out of my experience through March, April, and May, that first 
period of lockdown where it seemed to me there was so many more people enjoying their local 
environment, whether it was walking, cycling, running, etc, and re-engaging with their local 
environment. So that lifestyle pause, if you like, that was enforced upon us, has, in fact, provided an 
opportunity for a rethink and a reset. And that really provides a gateway for more progressive social 
and political outlooks to emerge. So I guess with this scenario here, the good habits that were 
formed during the lockdown, those good habits persist. Greater personal focus on health and 
wellbeing, a greater sense of community spirit, looking after your neighbors, which then leads to a 
more sustainable local circular economies. So supporting local production, sourcing local products, 
buying local, etc. 

Steve Tighe: 

So they're the four scenarios, if you like, so we had resource wars, Independence Day, green 
horizons, and let's get physical. And so as you look forward with scenarios you're not trying to predict 
the future, and you're not saying, "Well, one of these is more likely than the other." You're just trying 
to understand, "Well, what are the boundaries of possibility?" Because reality is really likely to be a 
blend of all four futures. And I think that the key for any business is to consider, "Well, what might 
the next few years look like and what are the different dimensions? Okay, so get away from the 
singular forecasting. Because the problem with designing your strategies around a single forecast, is 
that more often than not the future does not turn out how you foresaw. And that's exactly what 
2020 has reminded us of. And that's a real pair of scenarios. You create this broad domain set of 
uncertainty. Now, within those four contexts, what does it mean for my business? And that's really 
what I'd like to just close up by talking about. So what does all this mean for business? 

Steve Tighe: 

Next slide, please. Okay, so what does this mean for business? Okay, starting with resource wars. 
Next slide. Okay, resource wars. Okay. It's a scenario with higher economic growth, but I think it's 
also characterized by a lack, or a greater business uncertainty, if you like. And where's that 
uncertainty come from? Yeah, the increasing environmental degradation, okay, which means more 
extreme weather events. We also saw the deterioration of international relations in this scenario. 
Okay. Political stalemate. Yeah, we still get that diverse political thinking, where issues tend to get 
bogged down in the politics and no progress is really made. It's also a scenario with higher interest 
rates. In this scenario, there's an increasing transition to online operations. And the focus here, it's a 
very much an economic scenario, so the focus is on profit versus purpose. And this might be a dark 
way of thinking about it, but one of the things to consider here is what are the implications for 
business if a new Cold war begins to escalate, but the Cold War this time is in our region, what does it 
mean for exports to Asia? 

Steve Tighe: 

So what might that mean for your business? Remember, it's a business-as-usual scenario. So modern 
diseases, stress, mental illness, loneliness, they persist and grow within this resource wars scenario. 
We flick over now to Independence Day. Okay, so remember, this is characterized by constricted 
capitalism, so opportunities for investment overseas become more limited. Okay, so investors look 
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inwards for opportunities. So in this scenario, industry consolidation would be a feature. It's also, I 
spoke about, it's a frugal economy, a frugal culture. So it's characterized by cost cutting at the 
household level, government level and also the business level. Okay, so that means that puts 
pressure then on meeting customer-service demands. How do you differentiate yourself from your 
competitor chicken teat in a frugal economy? Okay, so one of the things you'd look at, what are the 
things that I can do as a business to improve efficiencies, such as converting operations online, or 
whatever they may be? 

Steve Tighe: 

There's an emphasis here on local supply chain. So what does that mean in terms of, perhaps you 
have to substitute efficiencies that come from global supply chains, and perhaps there's an increase 
in cost there for local supply chains. It's characterized by an investment in education, training and 
innovation. Now, often, innovation has been dismissed in this country. Innovation is is the concern of 
inner city, latte sippers. But in this scenario, there's a recognition that Australia needs to equip its 
economy with the skills necessary for the 2020s and beyond. So there's a real reframing and 
appreciation, I think, around education, training, and innovation. There was an emphasis, of course, 
on the local economy and supporting local economy, which obviously provides support for local 
branding initiatives. 

Steve Tighe: 

And we're we are up here in the Northern Rivers, there's a lot of work being done around how do we 
create a Northern Rivers brand and that type of thinking you could certainly say becoming popular 
throughout Australia. Okay, it's a low economic growth, low immigration, low population growth 
scenario. If we go to green horizons on the bottom left there, so, again, it's a low-growth economy. 
So one of the terms that would become mainstream over the next 5 or 10 years within this scenario 
would be de-growth, okay, which would be quite a challenge for many politicians as we stand here in 
2020. But the de-growth movement would become mainstream in this scenario. The focus is on 
sustainable renewable products and outcomes and there's pressure on all industries to conform. 
Where there is reluctance to conform, governments will intervene through the implementation of 
taxes which will ultimately push prices higher in the short term to drive more change to more 
sustainable habits. 

Steve Tighe: 

And I think also, there'll be a greater sense of collaboration between businesses, who even perhaps 
have been traditional rivals, to deliver successful outcomes within this scenario. So collaboration at 
an international level, but also at a business level, would be a strong theme within the green horizon 
scenario. And, finally, with the let's get physical scenario, it's very much a post-materialistic scenario. 
So with post-materialism, people move beyond the desire for more and more possessions, and have 
a greater appreciation for experiences. So the appreciation, if you like, for accumulating more, that 
would diminish in this scenario. And it's not due to a lack of money, or credit. It's very much about a 
perception shift in people's desire, or people who desire to have less clutter in their life. So 
ultimately, you're talking here, there would be reduced per capita spent. Activities, mindfulness, 
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meditation, yoga would become more popular. Herbal teas, etc, would be more popular in this 
scenario than what they are today. 

Steve Tighe: 

But, ultimately, I think it's a very resourceful scenario. Okay, so repurposing stuff that we already 
have. So it's a movement from a disposable culture to a much more resourceful repurposing culture. 
And I think, ultimately, it's a very optimistic content, happy scenario. So, but there's a summary of 
four macro-scenarios. And some of the implications there for business equity. Really, that session 
there was really just designed to give you a taste of what we mean by creating scenarios and, 
ultimately, there are no facts about the long-term future. Okay. And if there are no facts, there can 
be no experts. And so in the absence of facts, all we really have are stories, okay, and as long as that 
story is logical and plausible, then you say, "Okay, I need to consider that because it has implications 
for my business." 

Steve Tighe: 

And the key thing here with scenarios, we're not saying that one or the other is a prediction and 
we're not saying that "Look, resource wars is more likely than the other three." That's not the point. 
You give equal consideration to all for them. And you say, "Okay, now if that scenario was to occur, 
what would it mean for my business? What might it mean for what I do? And how might I do things 
differently to still achieve the goals that I have, no matter which scenarios eventuate." So the whole 
purpose here is to improve the resilience of your organization by giving consideration to the future. 
And I think scenarios are a very powerful tool for doing so. And as I said, whilst they've traditionally 
been used primarily in large businesses, the challenge has always been, can we apply this thinking 
and extract this value for small business? And that's really, I guess, the segue over to Natalie, who 
has got the most impressive tool that I've seen in my experience. So thank you. 

Natalie Brookes: 

Aw, thanks, Steve. Yeah, your scenarios blow me away. So they're really, really helpful. Different 
scenarios that give a pathway of widening our horizons when it comes to scenario planning. So I 
thank you for that. Look, I just want to open this up to questions now. So please, don't anyone go 
anywhere. But I am just going to ask you, if you don't have any questions coming through on the chat 
line, I just want to ask you, maybe just at this point, just so don't go anywhere, but maybe stand up, 
stretch, take a few deep breaths, in and out slowly. I really want you to be alert for what's coming up 
next. I'm going to walk you through an exercise. So I just want you to be alert. So yeah, those deep 
breaths, stand up, have a stretch. In terms of questions coming through for yourself, Steve, we just 
had Katie asking us about the dental industry and whether or not it was wise to open a brand-new 
business during this time. Did you want to address that? I've responded to Katie in the chat box. But 
did you want to specifically say anything to that? 

Steve Tighe: 

No, nothing specific. I like the way you've answered that. Dentistry is an industry that is future proof. 
People will always need dentists. And I have no more advice than that. 
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Natalie Brookes: 

Excellent. No, that's great. So does anyone else have any questions for Steve? I can't see any. I've got 
Christina just commenting, obviously, on the dental question there. So look, I think that we're 
probably good to move on to the next stage, which is this pre-mortem exercise that I've got for you. 
So, again, look, thank you, Steve, for breaking down those key scenarios that we're likely to face over 
the next couple of years. The one thing that I actually take away the most from what you cover and 
the different scenarios that you pose is that although there are many challenges that business 
owners face, there are so many opportunities as well that we can celebrate. So next up, I'm going to 
be walking through a scenario-planning exercise that anyone can use for their business. 

Natalie Brookes: 

You may all be familiar with economic theory, which is based all upon rational thinking and rational 
behavior. So think your supply and demand. But the exercise I'm about to walk you through is based 
on behavioral economic theory, which is all about irrational thinking, irrational behavior. And it's 
extremely useful as we don't always act in a rational manner. And I think COVID has definitely 
highlighted this for us. Because if you cast your minds back to earlier in the year, when there was a 
rush on toilet paper. I think that just paints the perfect picture for what completely irrational 
behavior is, and why it's so applicable in the times that we live in at the moment. So using this pre-
mortem exercise, it is proven to positively change outcomes on an average of about 30% if you apply 
this exercise. 

Natalie Brookes: 

So everyone, I'll just get you to flick over to the next slide there, Chelsea. We've just got Chelsea 
[inaudible 00:29:25] in the background. She's our angel in background looking after all of the slides, 
so thank you, Chelsea. So the screen that you're looking at here, you will have all received this three-
page handout. So when you registered for this webinar, on the email that you receive from us, you 
are able to download this particular handout, this three-page handout, which I'm going to work 
through with you, because it's the exercise we're going to work through now. Also I believe that 
Chelsea is also putting the link in the chat box, so feel free to access it that way as well. So what is 
this pre-mortem exercise. So who should use it? So anyone. Anyone from a single, sole trader. If 
you're in a partnership, and you're two partners. If you have a project, or you're part of a 
management team, executive leadership teams, not-for-profit boards, big corporates, you name it. 
Anyone can use this. 

Natalie Brookes: 

This exercise is completely scalable. And I'm going to show you a demonstration of how. But I will 
just say this, the more people involved in this process, I found the better, as you have the benefit of 
gaining different perspectives from different people. So why I'm sharing this particular planning tool 
with you today is because I genuinely want businesses to succeed. And this is a tool that I have been 
working with now, constantly over the last couple of months, and it is my go-to through COVID. And 
as the old cliche says, "Failing to plan is planning to fail," and I really couldn't agree more with that 
cliche. And I think this exercise really goes to show that you do need to plan ahead to come out 
winning. So why should you use it? Well, because in these unpredictable and chaotic times that we're 
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living through, it is almost impossible to plan ahead with any certainty. However, this is a business 
tool that is simple. Anyone can use it, and it is the closest thing to having a crystal ball. 

Natalie Brookes: 

So how does it work? So this exercise is broken down into four steps. If there are only one or two 
people completing this exercise, ideally, it should take a couple of hours to complete. And I'd hoped 
that you'd probably do it in one sitting. But if you have a team of people, this could turn into maybe 
like a half for a full day's team workshop. So today I'm just going to give you the overview, and you 
can work on your own, customizing it to your own project or your own business. So this next slide, so 
I just want to address the elephant in the room here. Yes, it's called a pre-mortem exercise. And yes, I 
know it sounds all doom and gloom, but planning for the worst whilst hoping for the best can 
produce a proven 30% positive outcome that we talked about earlier. So there is a positive side to 
looking at the worst-case scenario. So it allows you to identify and mitigate any potential risk before 
the death or failure of your project or, dare I say, your business. 

Natalie Brookes: 

So, firstly, we start by identifying the project or business that scenario that you want to apply it to. 
And what you're seeing on screen is an exercise I'm going to walk through with you. This is a real-life 
exercise that I have used myself. I'll give you more details over the next couple of slides. But I've also 
been using it with my clients and using it as a 12-month scenario planning exercise. So hence, this is 
what I'm going to be showing you now, but you can use it for a variety of different scenarios. So, like I 
said, this is a real-life example of how I have used it for a not-for-profit organization that I sit on the 
board of and how in real-life terms this 12-month scenario planning exercise has helped us navigate 
our way through COVID and beyond over the next 12 months. So you'll see that it's just not some 
useless behavioral economic theory, it actually has real-life merit. So just flicking over to the next 
slide there, Chels. Thank you. 

Natalie Brookes: 

First, so you all have the download of the actual exercise itself. I've just broken it down over the next 
couple of slides on what those four steps are. Step one is just writing a pre-mortem story. It sounds 
really easy. And it is. And so if you imagine that it's exactly 12 months from today, and whether it's a 
project that you're working on, or you're a new business starting up and you want to plan ahead and 
mitigate any risks. So if you're a new business starting out, you can be looking to the future in 12 
months and really projecting, "What is the worst that can happen?" So taking 5 to 15 minutes to 
write the story of what went wrong. And just a small tip for you, when you start this story, I would 
say that the first sentence you should write is, "It is," and then put the date of what it will be 12 
months into the future. And that really sets the scene so that you can then start to write that story as 
if you're visualizing it, and you're there, and you're seeing it. And it is the worst-case scenario. 

Natalie Brookes: 

So I've worked with many clients and what I tend to find is that some people don't like to go into the 
worst-case scenario. They like the positive and they're saying, "Everything will be fine and 
everything." That's not going to help you in this case. You actually do want to identify any potential 



 
 

DISCLAIMER: The statements, analysis, opinions and conclusions expressed in this webinar transcript are those of the 
Australian Taxation Office and Entrepreneurship Facilitator Service and do not necessarily represent the views of Business 

Australia. Business Australia expressly disclaims any and all liability arising from or in connection with the use of this webinar 
transcript by you or any other person. Any advice provided as part of the webinar transcript will be general business advice and 

will not constitute financial, legal, taxation, accounting or insolvency advice. 

 
Level 15, 140 Arthur Street, North Sydney NSW 2060 | Tel 13 26 96 | contact@businessaustralia.com | businessaustralia.com 

ABN 63 000 014 504 

 

risks, any potential issues that could come up. So what are the things that you should be considering 
in your story? Anything that impacts the project, or the business, or the decision that you're trying to 
use this scenario plan for. And another tip that I would also say to you is think big. So nothing is off 
the table, nothing is too unrealistic, nothing is too unconventional. And you'll see in a moment why I 
say that, because I'm actually going to work through the exercise that I did myself. So now the other 
the kind of things that you'd be considering are external, but also internal. This is why I say having a 
lot of people involved in the process is actually a good thing, because you get different perspectives. 

Natalie Brookes: 

Some people might have a really internal and very detail-orientated perspective, others may have 
very big picture, external [inaudible 00:36:48], perception and perspective. So always good to get as 
many kinds of people in on this process as possible. So you want to look at environmental, social, 
internal policies, weather, the economic impact, jobs, supply change, there's a whole range of things. 
The other thing that I would say about this step one is do not use bullet points. So bullet points are 
not going to help you. This exercise is best when you visualize 12 months into the future, and you 
produce and you weave a story into it. So it really provides context for the issues that you identify. So 
bullet points are not a shortcut, they don't help. And yeah, so that's just one one other tip. 

Natalie Brookes: 

So in the example I will share with you, the board that I sit on, we completed step one in early April. 
And I will talk to you about the the timeline of things in a moment, because it's actually really crucial 
to the point I'm trying to get across about this exercise. But it's great for me to show you this exercise 
because it allows me, with the benefit of hindsight, to show you how this exercise has provided a 
positive impact from my organization using this. Most of us love hindsight bias, that is when your 
project goes wrong, or is unsuccessful. And we often say, "I knew it wouldn't work." Well. in 
hindsight, we offer what we would have known better to be heard with four sides. So it isn't helpful 
after the fact. It turns out that there's just a really simple nudge that you can do and this simple 
nudge is literally this exercise. So this screen that we're looking at now. This is just an example that 
I've provided you, so I know that you can't read what's on this story. I'm just showing you the format 
and I've highlighted on there some of the issues that I had pulled out. 

Natalie Brookes: 

Now, I produced this this document. So, like I mentioned before, this exercise is based around, I sit 
on a board of directors, there's six of us, and I sent this out to each of the directors to complete this 
step one in early April. And so each of us all completed this and they sent back their responses to me, 
I collated it and that's what you're looking at now. So it's a collated version of what I got back from 
six other directors and I made it into a story format and identified the crucial issues that we had 
identified. So just flicking over to the next slide there, Chelsea. So, step two is sharing your pre-
mortems with each other. So like the last slide just showed, that's what I then talk to. So we have a 
monthly board meetings. We actually scheduled a board meeting and it was actually in May. And, 
again, these timelines will kind of, in the next slide, come into play of why I'm mentioning that the 
timeframe. But we held a two-hour board meeting in May and we went over step two and three in 
this two hour board meeting. 
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Natalie Brookes: 

So out of this exercise, we shared our original pre-mortems and then this consolidated pre-mortem 
that I put together. And we identified many, many different issues. But from going from the 
storytelling and writing it to actually sharing it, we actually came up with identifying more issues. So 
this step two is really important, the sharing the pre-mortems with each other. And I also just want 
to say as well, before I go over to the next slide, just one more point. At the time we completed the 
first step. So writing out the storytelling to meeting up in May and going through step two of sharing 
the outcomes of what we had identified, we actually thought we were going really over the top. And 
the funny thing with this scenario-planning exercise is the more over the top you are, the better. 
Okay, so we thought, "There's no way that some of these issues that we've identified will come true," 
and low and behold, in the year that we're living in, 2020, we've had some surprising results. So I just 
want to keep in mind a bit, obviously, yeah, we started this process in April, and it was a staged 
effect. So I'll talk about that when we come on to a timeline in a few slides. 

Natalie Brookes: 

So step three was identifying any issues that you cannot control. So when we shared our stories with 
each other, and we identified new issues, we also went through a process where we went through 
each of the items, and we identified whether we could control them or whether we couldn't. So just 
to give you an example here, some of the issues that we had identified were we talked about that 
there was a possibility of at least three waves of infection in Australia over the next 12 months, we 
talked about the impact on transport and movement. Now, keep in mind that this is in April, so this is 
before we've had the rest of 2020 unfolding. We talked about weather. We talked about the impact 
on supply chains. We talked about the internal impact on on staff, government funding, 
telecommunications, political implications. We talked about, obviously, work health and safety, 
because, obviously, COVID and the effects of all of that. So there was really nothing was off the table, 
and we just discussed all of these issues. 

Natalie Brookes: 

So I think you've got a pretty good idea of what step three is there. Chelsea, I'll just get you to flick 
over, right, thank you for that, over to the timeline. So I've talked to you a bit about what we were 
discussing. Now on this timeline that I'm showing you here, so all of those little yellow diamonds are 
just a few milestones that that COVID has produced. So this is just looking at from the beginning of 
the year up into where we're at now. So much has happened. The stars, you'll see I've got three stars 
here. So one in April, one in May, one in July. So this exercise that we conducted was actually done 
over three stages. I would recommend that you do it as quickly as possible, if you can. But obviously, 
this was used at a board level, and we had to stagger it out over many different board meetings. So 
in April, like I said, that was when we did our first step-one storytelling. We then met in May, and we 
went through I believe it was step two and step three is what we did in May. And then we met again 
in in July and finished this scenario planning off. 

Natalie Brookes: 

So the key things here, I guess, that I just want to highlight in this timeline is we identified key issues 
that we thought we were being really over the top. So the transport issue, we were talking about this 
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in April. Well, low and behold, come August we've got states closing their borders. We were talking 
about supply chain issues. Now, I don't have that on this particular timeline, but we have all 
experienced supply chain issues kicking in from May really up until now. And this is affected retailers, 
I don't know if anyone has had been to like Kmart, Big W over the last couple of months. I think they 
probably wouldn't be better now, but they were really having supply chain issues in getting stock 
onto their floor. If you're in the building trade, I know getting resources like tiles and anything that's 
coming in from other countries because of the airlines being down. And, obviously, shipping being an 
issue. So we've really had transport constricted. 

Natalie Brookes: 

But for us as a an organization, we were looking at transport as in for our organization that inter-
travel with state. So those border closures really had an impact for us. So a few other things just to 
identify on here on the timeline. So we've had obviously issues of cyber attacks in June and July. 
We've had economic impacts, obviously, Australia is now being pronounced that we've gone into a 
recession for the first time in 30 years. So that was for the April-June quarter. And, obviously, we've 
just had the the budget released two days ago to try and work out for the Australian Government of 
where we going going forward. But when we did this scenario plan, we were ahead of the game in 
terms of we were trying to identify all these issues that could potentially come up. And so we were 
doing that back in April and May. 

Natalie Brookes: 

So the outcome of this is that we, basically, identified, and this was in May, actually, after the 
storytelling, that we hit miss some issues. Cyber issues were were an issue that we identified or 
telecommunications if we if that went down and then, obviously, in June and July following that 
we've got this that Australia is under cyber attack. So we were really ahead of the curve because of 
this exercise that we'd already rolled out in April and May to be ahead of what has actually already 
unfolded. And there are other things that we had discussed and they could still potentially play out 
as well. So I think I've talked a little bit on this particular timeline. So we'll just maybe move ahead to 
the next slide there, Chels. 

Natalie Brookes: 

Yeah. So this step three that we've got, which is identifying all the issues that are in control, and that 
are not in control. Again, I've just provided an example here. One of these columns I've got, so the 
one with the three columns, we had actually identified that there were 10 issues that were in our 
control. Now I numbered those issues. And I'll talk to you about why I did that a bit later. And then I 
did another column what was out of our control. So I think we identified that there were about 17 
issues that were out of our control. And it's just creating a spreadsheet. You don't really need to go 
into too much. It's just identifying these issues, so you can work with them later. I think that's all I 
need to say on that one, Chels, if you want to flip through. 

Natalie Brookes: 

Yeah, so just going to step four. So it's got three columns here, but I'd actually suggest that you use 
four columns, because you can break out that first column. But also the fourth step is about after 
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you've identified all of those issues that are in your control and that are out of your control, 
obviously, you're not really focusing on what's out of your control. But if you can mitigate any risks, 
then please do. But those that are in your control, that's where you can really start to identify what 
the issue is, what action you're going to take, who will action it and the timeframe of that. So, really, I 
would be suggesting in step four, if you haven't heard of what SMART goals are. So it stands for 
specific, measurable, achievable, realistic, and timely goals. That's what you'd be wanting to apply in 
this step four. And this is why I said I numbered each of the issues that we identified that were in our 
control. 

Natalie Brookes: 

So we identified 10 key issues at board level that we wanted to address. And so those 10 issues 
would be brought over here, and you would go through, and you would make an action of how you 
would address those. What you can see from this exercise is that it really can help you improve your 
decision-making capabilities. And it helps you create a really robust strategic plan for the future. I 
know that we're coming up to time here. So I'll just finish these next couple of slides. But those four 
key issues that we've discussed, they will really help your business or your project. So it doesn't have 
to be a business per se, you can use this strategic-planning exercise for most scenarios. But the last 
slide here that we've got is, after you've gone through those four steps, then you regroup and go, 
"Okay, so we've identified everything that's in our control. We've identified everything that's out of 
our control. Is there anything else that needs to be reviewed before we go ahead with this project, or 
before we go ahead with this business, launching the business or any of the key decisions that you're 
trying to address here?" 

Natalie Brookes: 

So this tool, I think, you'll probably agree with me is the closest thing to having a crystal ball. And I 
really can't stress enough that don't get caught in trying to be too positive in writing the story. You 
are trying to get the worst case scenario and you're trying to mitigate that risk. And nothing is off the 
table. Nothing is too out of this world. Steve mentioned a Cold War scenario earlier. I'm not saying 
that there is, but we're certainly experiencing a lot of supply chain issues at this point in time. At the 
beginning of the year, we just wouldn't have thought of anything like that. Cyber issues. We probably 
wouldn't have thought of that. We wouldn't have thought of borders being closed or half of the 
issues that we've experienced just living through 2020 as we are at the moment. So that's me 
wrapping up on that exercise. Chels, I'll just get you to flip to the next slide. 

Natalie Brookes: 

Look, I can't thank Steve, enough for being part of this webinar today. He is an amazing strategists. 
And if you haven't read his book, Rethinking Strategy, please do. I'm sure that you'll find it in all good 
bookstores. Steve, if you have anything to say there, please feel free. 

Steve Tighe: 

No, look, I just, again, wanted to thank everybody for their time this afternoon. And I hope you got a 
lot of value out of that. And as Natalie said, if you have any questions for myself or for her, the 
contact details are there on the screen. 
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Natalie Brookes: 

Excellent. Thank you, Steve, once again. Pleasure working with you. And so it doesn't all end there. 
Please stick around with us. On the 20th of October, we have another webinar, How to Assess your 
Small Business viability. So this I'll be presenting with the ATO with Linden Regina. If you've joined us 
on many of our webinars before, this is a not to be missed webinar. So really helpful tools that you'll 
get out of that one as well. So just flick over to the next slide there, Chels. And so we're coming to 
the last couple of minutes of this webinar, I just wanted to say before you wrap up, my contact 
details are available for you on the screen on the next slide. But Business Australia is a fantastic 
resource for any business owner. You can access current information, business templates, relevant 
articles. Membership is free and you can register online by going to ww.businessaustralia.com. 

Natalie Brookes: 

Just flick over to the next slide there, Chels. And so, yeah, if you are in the Northern Rivers region and 
you are a startup business, please feel free to reach out and contact me. We do provide free business 
advice under the Entrepreneurship Facilitator Service. And you can certainly get in contact with me 
ww.businessaustralia.com. And, once again, I just like to thank Steve and thank everyone who joined 
us today. We have recorded this webinar session, so it will be available to watch on-demand through 
the Business Australia website. And I really hope to see you on the 20th of October when we 
conclude our October Small Business Month webinar series, which is How to Assess your Business 
Viability webinar. And thank you everyone on the chat line who's responding there. If you've got any 
questions, we've just got a few minutes, but I think we're wrapping up now. I'm not seeing any 
questions coming through. So, look, I think that's it from us today. Once again, thank you, Steve, for 
your wonderful insights and we thank you. (silence) 

 

 

 

 


