SCENARID PLANNING IN CRITICAL SCIENCE
RESCEARCH

by
Thomas J. Chermack and Susan A. Lynham

“As long as a society’s image Is posilive and [lourishing, the
flower of culture is in full bloom. Once the image begins to
decay and lase its vitality, however, the colture does not long
survive.” (Polal, 1961) :

The intent of this article s to describe the use of scenarios and
scenatio planning as emancipatory tools with a direct connection to
critical science research. 'The use of scenarios in such a capacily
requires the introduction of normative scenarios, or scenarios that are
value-driven, Polalk (1961) was an early advovate of the power of
positive social images of the future. More recently, Ogilvy (1996,
2002} sujrrested that humans thinking about what the %uture conld
amd should be also have a responsibility to think about what the
future ought to be, promoting the use of value-driven scenarios, This
article incorporates some of Ogilvy’s (1996, 2002) and Polak’s {1961)
ideas, although the overall direction is not to provide the philosophi-
cal ground on which there is overlap between these bwo, ralher, il is
to show that scenarios have the capacity to help individuals and
arganizations transform their situations in practice. In taking this
stemee, the discussion of sconatios turns subjective and the ethical
implications of decisions based on normative scenarios become clear,

Perhaps the most notable example of seenarios used in this way
are those of a free, post-apartheid South Africa. That extraordinary
example will be discussed in detail as well as the use of scenarios in
community and nation building efforts. It will first be necessary to
define what is meant by “critical,” outline the critical science process,
discuss its elements, and provide a rationale for using scenarios ina
critical frame. The use of scenarios and scenario planning in this
fashiom allows considerations about what could, should, and ought
to be while maximizing the diversity of inpul such thal questions
about "who decides” and “according to whom™ can be answered
from a more inclusive perspective.

THE PRORBLEM

Scenarios are being used in increasingly varying contexls, bul
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litte knowledge is being decumented or shared in terms of the sue-
cesses and fallures of scenario planning in those contexts. In
particular, scenarios are being used with increasing relevance in
transitioning societies. Such societies are facing extreme turbulence
and thus, need new ways of exploring plausible Tulures wilh an
emancipatory ainw Scenarios have the potential to play a very helpful
role in such transitioning societies, but the lack of examples and cases
of success and failures leads to an oftentirmes inefficient approeach,
Documentation of past successes and failures can provide important
insights into new projects that attempt to provide relief for struggling
cornmunities and nations, This article intends to make the conceptual
link between scenario planning and  crilical science  research,
advorating for lhe integralion of these two processes to help
oppressed or transitioning groups imagine a series of plausible
futures that could be, should be, and ought to be. Tt is first, however,
important to understand some background and the research
approaches commonly used in oppressed and transitioning com-
minities,

ON THE CONFUSION AROUND “CRITICAL’

Because of intense confusion regarding the differenlialion of
eritical science, crilical social science, critical science research and
crilical theory, the first task of this article is to provide some
discussion around each. It is important to note that, even among
critical social scientists, critical sclence rescarchers, and critical
theorisls, there is no agreement about the precise meanings of these
divisions, and the potential overlap. Thus, this article will not
attempt to pmvide a ::ﬂmpreheus_-:iw view: rather, it will offer r:.urt'ent_
thinking on each, with hopes of allowing the reader lo draw lines of
distinction. In addition, this manuscript provides the challenge for
critical scientists, researchers and theorists to begin the search for
comimon ground, and the specification of points of distinction and
similarity, For the purposes of introducing Lhis crilical view of the
world, the term “crilical school” will be used in reference to a larger
philosophical stance that includes all critical sub-groups.

After providing a frame of the critical school, this article will
discuss its core elements, followed by Iwo documented scholarly
processes commeoenly used to conduct critical science research. In the
interests of evaluation, a section covering the standards and criteria
for E{_}:}d eritical setence research s offered. Onee this view ol critical
svience research is established, the links to the scenario planning
process are discussed with key reference to the use of scenarios in
this very fashion for considering a post-apartheid South Africa.
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A BRIEF INTRODUCTION TO THE ‘CRITICAL SCHOOL'

The major goal of Lhe critical school is to develop more complex
ways of reasoning, facilitating a free society in which people
construct questions and develop shared meanings that affect society,
and uncover misunderstandings about the conduct of life (Carr and
Kemmis, 1986). Further, the critical school seeks to come lo a new
understanding; of social conditions so hat oppressed people are
emancipaled (Carr and Kemmis, 1980; Comslock, 1982). The critical
school is grounded in critical social theory and draws on theories of
German philosophy, feminist lilerature, and largely on the work of
Karl Marx (1887). The 1920s and 19305 saw members of the Frankfurt
Institute of Social Research examining Marx's theory and questioning
why it had not evolved completely. The Frankfurt School {Jay, 1973)
was eslablished as a group of researchers who sought to further the
ideas of Kairl Marx, and also to understand social phenomena that
structure social hicrarchies, Members of the Franklurt School
sugpested several theoretical proposals to explain Marx’s shorl
comings, bul these proposals were met wilh great resistance (Jay,
1973). It was Habermas (1971, 1973} who responded to these critiques
of the Frankfurt Institule, and his responses form the basis of critical
theory (Coomer, 1987).

CRITICAL SOCIAL SCIENCE AND CRITICAL SCIENCE
RESEARCH

An examination of Fay (1982, 1977), Coomer (1987, 1989),
Comstock (1982}, Freire, (1970), and Carr and Kemumis (1986) yields
Lhe conclusion that there scems Lo be no obvious distinetion between
critical social science and critical science research. Critical social
science has been used as a general label for interventions and
processes that begin by exposing a value system and that aim to
establish equality or justice in a social systern (Fay, 1987, Comslock,
1982). Critical science research has also become a standard title for
such intervenlions, as they require a historical and philosophical
understanding of the conditions that have led to the oppression of
some group of people (Tay, 1987; Comstock, 1982). Critical social
science and critical science research require that several elements are
present in the social situalion to be addressed. These elements will
be discussed in detail along with some documented methods for
conducting eritical sorial srience and/or critical science research,
From this point forward, the terms critical social science and critical
science research will be considered interchangeable, although this text
will favor the latter label,

Paule Freire (1970) is considered by many lo be the father of
critical science research. He worked primarily in South America and
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was directly involved with the communities he intended Lo provide
with the abilities and vision to change their oppressive conditions.
11is methods of conducting critical science research focused on an
outcome of action and transformation with a crisp focus onoap-
plication, Freire also explicitly developed the method of dialogue or
dialogics as the primary means of praclicing freedom {1970).
Alternatively, Habermas (1971) focused on the development of critical
theory, or explanations of social systems that are set up lo privilege
some groups and oppress others, Fay (1987) provided an analysis of
the elements of a critival soclal science and essentially brought the
active and theoretical clements together to form a basic scheme of
critical soclal science, or critical science research,

The Elements of Critical Science Research

Fay’s (1987) analysis provided that the conditions for a social
theory to be critical and practical are: {1) that there is a crisis in the
social systern; (2) that lhe crisis is caused, at least in part, by a false
consciousness of those experiencing it; (3) that the [alsc consciousness
is amenable to the process of enlighlenment; and (4} that enlighten-
ment lead ko an emancipation in which the group in crisis alters ils
social position and alleviates its suffering, In his construction of what
makes for a critical theory, he argrued that a lully developed critical
theory would consist ofi (1) a theory of false consciousness; {2) a
theory of crisis, (3) a theory of education; and (4} a theory of translor
mative aclion, These four theories, according to Fay, are made up of
10 sub-theories when unpacked. However, definitions, or in depth
discussions of terms—maosl importantly the term ‘theory’'—are nol
offered.

Given this description of a critical or social theory, the extent to
which critical science is scientific scems guestionable—althougrh
clearly some critical science rescarchers disagree. For example, Fay
argrned for the lollowing definition of ‘scientific’: “those explanatory
endeavars which seek to account for a wide range of phenomena on
the basis of a few theoretical principles, and which do so in a way
which is responsive to public, empirical evidence.” This definition of
scientific seems very similar to Dubin's (1978) notion. Clearly,
however, the interpretations and the rigor of lhe interpretations are
quite different. For example, Dubin’s theory building process is
intensely rigorous, relies on the specification of units, laws of
interaction, system states, houndaries of the theorelical model, and
all of this precedes any form of testing, The construction of 10 sub-
theories according to Dubin’s methods is simply impractical and
puints to differing interpretations of the given definition ol ‘scien-
tifie.” Given these kinds of discrepancies in definitions, it scems that
the more explicit critical science researchers can be about their terms
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and their methods, the more powerful and accepted their argumenls
will become. Most critical science research is not defined or described
at a level of detail that replication could be completed and, while
some critical science researchers agree that “explicit procedures may
be of value at some point,” (Strom and Plihal, 1989), we sulmit that
point has arrived. Critical sclence asks very important questions and
many researchers would support the explicit development of the
lools vsed to answer them.

Fay's (1987} proposed elements of critical science research
mclude: (1) crisis, (1) false consciousness, (3) enlightenment, (4)
smancipation, and (5) dialogue, Bach of Tay's elements of critical
science rescarch will be examined, and Freive's (1970) notion of
dialogue has bBeen included as the primary means of linking them
topether, Freire also advocated that dialogue was a method of
practicing frecdom—an limportant distineton and discussion in its own
right. FFay’s core contenlion was that, in order for uny endeavor to be
considered truly critical, these conditions or elements must be
present.

Crisis. Fay delined a crisis as “the felt dissatisfactions of a group
of peaple” showing “both that they threaten social cohesion and that
they cannot be alleviated given the basic organization of socicty and
the sclf-understandings of its members.” Comstock (1982) expressed
that a level of discontent is reached in some group in society in
which “groups are progressive insofar as they cxpress inlerests,
purposes, or human needs which cannot be satisfied within the
context of a social order characlerized by material and ideological
domination.” In short, a crisis occurs when a group of people realizes
that its needs are not and cannot be met by conditions as they are,
and that group collectively seeks some resolution or change in social
conditions that will allow them to meet their needs,

False Conscfousness. Fay explained Lhal, in critical science research,
a false consciousness refers to the “ways in which the sell- understan-
dings of a group of people are false {in the sense of failing to account
for the life experiences of lhe members of the yroup) or incoherent
{because internally contradictory), or both.” Burr (1995) equated the
nolion of false conscionsness to that of ideology, stating: “T'his is the
view of ideology as ‘lalse consciousness’.” The basic assumption
underlying this view is that there is a real, malerial state of affairs
but that people do not recognize this reality because it is obscured by
widely accepted ideas and beliefs. In the critical view, a falsc
congciousness is a sel of beliels that masks contradictons in society
between manipulative economic forces and Lhe needs of those who
are disadvantagred.

Enlighlenment. Fay described enliphtenment as “raising the
consciousness of the oppressed” (1987). Enlightemment sees the
alteration of the false consciousness, and leads to the reliel [rom
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oppression. While providing such enlightenment is one core aim of
critical science research, enlighlenment refers to the education that
must take place in order for a group in crisis to realize their
liberation from oppressive social order (Held, 1980). Enlightenment
is thought of as the educational componenlt (Fay, 1987) that provides
oppressed or disadvantaged groups with the insight that their
situation may be unjust and that they can take action to provoke
change.

Feencipation,,  Enlightenment leads to emancipation, or the
situation in which “a group, empowered by its new-found self-
understanding radically alters its social arrangrements and thereby
alleviates its suffering” (Fay, 1987). Emancipalion is [reedom from
once oppressive condilions thal instilled deep suffering in a group of
soclally disadvantaged people.

Diglague and Dialugics. According to Freire (1970), “dialoguc
carmat ooeur between those who want to name the world and those
who do not wish this naming—between those who deny others the
right to speak their word and those whose right to speak has been
denied them.” Freire emphasized lhe view that dialogue is the
primary means through which the world can be transformed and
humanized. Freire also proposed that several elements are required
for authentic dialogue to take place, including commilment, humility,
faith in uthers, and hope.

Summary

These elements, namely, crisis, false consciousness, enlightenment,
emancipation, and dialogue, are all required for a social situation to
be labeled as critical and to {it the need and scope of a critical
respunse (Fay, 1987). These components form the basis of critical
science research and include the assumptions required for defining
a situpbon in which a critical frame, examination, or response is
appropriate,

CRITICAL THEORY

The key distinction to be noted for critical theory is that it stops
short of action. While critical science research certainly makes use of,
and sometimes develops, critical theory, the critical theorist is oflen
found quite detached from the oppressed group of people about
which a theory is being constructed (Lorkheimer, 1972). Habermas
{1971) was considered a formidable critical theorist, although be did
not work directly with any oppressed group of people in allempts lo
work toward emancipation. Put simply, critical theory follows the
same process as critical science research, but requires no action, only
a theory aboul the oppressed, the evolution of their condition, and
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sometimes recommendations for action, even though the theorist
does not engragre the social group in action (Lather, 1591).

For purposes of clarity, this important distinclion is drawn
between critical science research and critical theory, That is, linking
critical theory and scenario planning is a relatively useless endeavor,
as there is no cause or outcome of acton, Critical sclence research,
however, is roofed in social change. The application of scenarios in
this context is advocated with a focus on action and is discussed in a
later section that attempts to bridge the academic discussion offered
here and provide ils relevance for practice,

OUTCOMES OF CRITICAL SCIENCE RESEARCH

There are two aims of critical science research: (1) fostering
nonexploitive relations among people; and (2) discovering the central
place of morally responsible people in the development of society
{Comstock, 1982). Critical self-reflection brings about enlightenment
and freedom from social control (Inglis, 1997). Knowledyre produced
[rom the critical perspective is emancipative, Knowledge is used to
free individuals from oppressing forces in order to develop full
individual potential. Critical science tackles two key ideas: (1) power
and (2} action. Power is seen to be maldistributed and used improp-
erly, and action is stressed as an outcome of the process (Lukes,
1974). Given these core aims, the critical science research question
often focuses on moral and political justilication, and these questions
ate often phrased in precisely this way: What morally and politically
justified action should be taken with regard to X7

The Critical Science Research Frocess

Comstock (1982) provided a seven-phase method of critical
science research: (1) identify movemenls in social groups; (2) develop
an interpretive understanding of the group and the intersubjective
meanings, values and motives; (3) study the historical development
of the social condilions and current social structures; (4) construct
models that determine relationships among conditions, interpreta-
tions, and participant actions; (5} make explicil the fundamental
contradiclions; compare conditions with understanding, critique Lhe
ideology, and discover possibilities for action; (6) participate in a
program of education or a planned activity lo help the group see
another way; and finally (7) return to stepy 2

Comstock clearly intended [or eritical science research to be an
iterative process in which the rescarcher relurns again and again to
the group with which he or she is working to develop an inlersubjec-
tive understanding of the situation in question. Although there is a
subjectivity required in transilioning from each step to the next,
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Comstock provided a basic guide within which the critical science
researcher can begrin to work thal incorporates many of the re-
quirements for crilical theory discussed by Fay (1987).

Fay argued for a general three phase process of critical science
research, namely, (1) enlightenment, (2} empowermenl, and (3)
emancipation. This general process ol critical science research is not
precise enough for replication to any specific outcome ends; however,
il does provide the researcher with a general frame, useful, perhaps,
as a base on which to found other, more delailed methods.

Ideologry critique is one tool used within the critical science
research process that intends to establish and define the biased social
situation in which one group of people is granted a social advantage
at the expense of another, A diagnostic tool of sorts, the general
process of critiquing an ideology follows four steps, namely, (1)
identification of the ideology under examination; (2) development of
the norms around the ideclogy; (3) idenlilication of the consequences
that follow from those norms; and (1) examination of the actual
exislence of the ideology and practices pertaining to it {Jay, 1973).

A critique of ideology as offered by the Frankiurt School was
intended to expose and disclose the hypocrisies, inconsistencies and
contradictions that so many Frankfurt theorists saw in empirical
approaches to knowledge. A critique of idenlogy is commonly used
in critical svience research as a means of determining the biased and
non-objective social system that is operating.

As a eore tonl of cribcal science research, Burbules (14495)
examined five forms of ideology-critique. The first and most commaon
form is a scientific or rational critique. In this form, ideologies are
evaluated o the basis that they meet features of ralional discoursc
such as factual information, logical arguments, and distortion of the
truth, amonyg athers. The second form, immanent critique, challenges
a belief system by comparing it to itself and checking for consistency
between what the belief system purports to be true, and lhen
evaluating it against its own criteria. A third form is deconstruc-
tiomist, in which the notions of lruth, fact, evidence and objectivity
are rejected. In this view, it is unclear, as even Burbules admits,
“whether this stance can support a notion of ideology-critique.™ A
fourth form of ideology critique is called an argument from effects,
in which belicl syslems are viewed in socio-political contexts and that
“have consequences within the dynamics of that context.” Finally, the
fifth form of ideclogy critigue examined by Burbules is one in which
the researcher must provide a counter-ideology with which tn
confront the ideology that is being critiqued. The counter-ideology
approach has been viewed as potentially manipulative as il proclaims
that one way of thinking is superior to another,
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Criteria for Good Critical Science Research

In critical science research, reliability, internal and external
validity, and t"t-‘T'lFT‘H!!/dhﬂﬁ‘,-' are Ef@npraﬂv considered inadequate and
inappropriale measures for sucecess (Smith, 1993; Turnbull, 2002;
Denzin and Lincoln, 1994), and are replaced with the notions of
trustworthiness, credibility, transferability, and confirmability
(Turnbull, 2002; Guba and Lincoln, 1998). Standard  measures of
success in critical science rescarch include intersubjective validit
established through dialogue with subjects—engaging them in selr}
comscions action {Comstock, 1982), and of course, emancipation and
social change are considered resulls of sell-conscious action.

Intersubjective validity is a term that has implications for the
issue of evaluation criteria at three levels. “That s, a valid stody
must accuralely depicl how people understand Lheir own silualions,
assess those understandings for correchiess in terms of objective
historical conditions, and, if they are distorted understandings,
inspire people lo empower and emancipate themselves” {(Smith,
1993}, According to Smith, there are four general criteria:

1. rellexivily

2. collaboration

3. the elucidation of historical conditions
4, transformation.

The extent to which these four criteria are demonstrated are the
extent of the validity of the study (Smith, 1993), Brown (1989) offered
another sel of standards for Pvﬂ]lldllrlh critical science inguiry,
namely, (1) the rescarch addresses a question of how cerlain
individuals or groups can be freed through reason and evidence from
a particular systematic misunderstanding (ideological belief), (2) the
research identifies an observed syslematic misunderstanding (which
cxists in fact) and documents its existence, (3) the rescarch presents
a criticism- of the particular misunderstanding by showing how, as
ideclogrical belief, it supports a certain unjust social situation, (4) a
coberent explanation of the particular misunderstanding is provided
in the historical-social situation that initially caused the distortion, (5)
the research constructs an alternative to the misunderstanding for
consideralion to its intersubjective validity, (8) suggestions are made
as to how the individuals or groups involved can act as a possible
(but not the only) alkernative to change the frustrating social reality,
and finally (F) the research reflects the researcher’s competence in
communication,

Two evaluative techniques for critical science research have been
provided and discussed in brief. The nature of critical science
research requires that the phenomenon direct the evaluative effort in
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conjunction with the secial group involved in the research process,
Further, the uliimate bhasis of judging the effectiveness ofp critical
science research is in the alleviation of the false consciousness, and
thereby the suffering of a group of people.

THE PROPOSED LINK 1O SCENARIO PLANNING

The core argumenlts presented in this paper are that scenario
planning can be an emancipatory process, and that scenario planning
can be used as a critical science research tool, Ogilvy (1996) posited
scenario planning as the fulfillment of critical theory, ciling a
paradigm shift in the human sciences away from a predictive and
value-neutral method of inquiry, and arguing “1 would like to enlist
the tools of alternalive scenario development in the service of moral
vutrage at past and present social conditions.” This article is intended
Lo go one step further, and acknowledge thal scenarios and scenario
planning can play an important role in the critical science research
process by addressing Fay's (1987) elements of critical science
research, namely, (1) crisig, (2) false consciousness, (3} enlightenment,
(4) emancipation, and (5} dialogue.

Scemarios have been defined as “a tool for ordering onc’s percep-
tions about alternative future environments in which one’s decisions
mighl be playved out. Alternatively: a set of organized ways for us to
dream effectively about our own future” {(Schwartz, 1991). Scenario
plunning has been defined as “a process of positing several informed,
plausible and imagined alternative fulure environments in which
decisions aboul lhe future may be played out, for the purpose of
changing current thinking, improving decision making, enhancing
human and erganization learning and improving performance”
(Chermack and Lynham, 2002). Scenatios are also used as building
blocks for designing strategic conversafions—dialogue within the
organization that leads to continuous organizational learning about
key decisions and priorities (Schwarlz, 1991),

Mormative Scenarios

It is important to acknowledge a shill in the type of scenarios
employed in a process with such goals as those thal have been
described in the critical [rame. For example, computer generated,
algorithmic scenarios are not likely Lo aid in establishing an intersub-
jeclive understanding (Georgantzas and Acar, 1995) amongr any
group of individuals. Thus the scenarios that are likely to be helpful
in this situation are inherently normative, i.e, they are value laden.
Ogilvy (1996) provided three key philosophical links between
scenario planning and the critical school. The critical school provides
a frame in which moral values and passion are considered re-
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quirements for viewing the world in a holistic manner, In addition,
the critical [rame provides a bias toward action, which is appreciated
in strategic contexts and linally, the fact that the Frankfurt School
sought to provide a voice for all of humanity implies a resulling
sovial change “not for the sake of narrow, special interests” (Dgilvy,
1996). Conlrary to the use of empirical scenarios in business plan-
ning, normative scenarvios reguire the inpul of human values for the
consideration of what the future shonld be.

Scenario planning is also being increasingly applied in settings
other than business planning (Ringland, 2002; Ogilvy, 1996; Kahane,
1994, 1992). Schools, communities and nations are making use of this
valuable tool to explore potential futures and cope with alarming
uncetlainly. For example, Ringland (2002) reviewsd case studies of
scenatio planning applied to Turkey at a national level, and Lo the
healtheare industry. Sagar (2001) conducted a scenario project around
the potential developments in bistechnology. Further, Elkingrton and
Trisoglic (1996) explored potential futurces of environmenlal concerns
and shifts through scenario planning. The Global Business Networlk
is constanlly applying scenarios in a variety of settings and openly
shares descriptions of ils projecls al www.gbnorg, These diverse
settings particularly lend themselves to wviewing scenarios and
scenario planning from a critical perspective because they imply a
power dilferential in which a group of people makes decisions that
will atfect many.

AN EXAMPLE—S5CENARIOS OF A FREE SOUTH AFRICA

An example of normative scenarios and scenario planning used
in a national sething, and from a critical frame, were those scenarios
used in South Africa prior to the end of apartheid, In 1992, a diverse
team of exceplional thinkers gathered in South Africa to comsider the
future of the country. The exercise was sparked in 1991 by concern
over the future of virtually all aspects of the country’s operation.
Economist Pieter Le Roux suggested the organization of a conference
exploring Soulh Alrica’s [ulure economic options in lyght of con-
siderable change. At the Hme, Le Roux was the Director of the
Institute for Social Development at the University of Western Cape.
Considering several recenl conlerences covering similar topics, e
Roux decided it was time for a different approach.

Twenty-two people from various disciplines were gathered to
construct seenarios for the future of South Africa, The team included
business people, academics, polilicians, and unienists, among others.
This team bhecame known as the Mont Fleur scenario team, Adam
Kahane, then the head of planning at Royal Dutch /Shell oil company
and a recognized expert in scenario construction, facilitated the
project. The team mel for three sessions, the final one in March of
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1992, The team analyzed the social, technologbical, economic,
envirenmental and political crises and compiled 30 possible “slories™
about plausible courses of events over the next decade. The scenarios
offered descriptions of plausible futures for South Africa and were
intended to stimulate debate, The 30 stories were checked repeatedly
tor plausibility and internal consistency. Nine of the 30 were sclected
and then further refined, scrutinized and collapsed into four final
scenariod. The team emphasized thal the future of the coontry would
be shaped by decisions that might be made as a result of intensc
dialogue elicited by the scenarios, The title “Mont Tleur Scenarios”
was adopted to indicate the meeting location of the group instead of
a specific instilulion or organizalion.

Scenarios and the Elements of Critical Social Science

Each elemenl of critical science proposed by Fay (1987) has links
and implications when coupled with scenario planning. Those
plements are inherently  addressed  through  scenario planning,
particularly when using a normaltive approach. In Lhis seclion, how
scenario planning incorporates or addresses each element will be
discussed, with reference tor the application of normative scenarios in
South Alrica.

Crisis, Scenario planning addresses crises by ils very nature.
While increasingly being advocated as a tool that is most effectively
applied continuousty, most writings that deal with the process of
scenario planning indicale a cenlral conecern, issue or problem to be
addressed {(Schwartz, 1991; Shoemaker, 1995; van der 1ejjden, 1997).
It could be arpued either way that business issues fulfill or do not
futfill the proposed definition of crisis—a group of people finding
that their needs arc not being mel due Lo social posilioning —how-
ever, some have labeled the constant state of change itself a crisis
{Fahey and Randall, 1998).

Other contexts, for example, the shift to community and national
settings, almost always incorporale issues thal could be delined as or
could quickly lead to the status of a crisis {l*ahc,}r and Handall, 1995),
Scenarios applied in South Africa to examine a pusbap’xrthmd nation
were most certainly coneeived In a position the participants would
have labeled a crisis (Kahane, 1994, 1992). A number of experts have
advocated utilizing scenario planning as a form of contingency
planming in hopes of purpesefully avoidings crises.

False Copsciansness. Scenarios allow  participanls le explore
multiple sets of assumptions about the world and its possibilitics
{(Senyre, 1994). Given this, a core aim of scenario planning has been
stated as follows: “the most important purpose of the scenario
building process is to shift the thinking of the leadership inside the
organization about what might happen, in the future, in the external
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environment” [Wack, 1985a). The American Herilage Dictionary
(2002) defines an ideology in the following two ways: (1) the body of
ideas reflecting the social needs and aspirations of an individual,
group, class, or culture, and (2) a set of doctrines or beliefs that form
the basiz of a political, economic, or olher system. And, if crilical
science allows the equation of ideology and false consciousness (Burr,
1995), a core aim of scenario planning is to provide alternative
ideologies about how the world might be. This is particularly so wilh
the use of normalive scenarios driven by the values of those
constructing them.

Logically, scenarios are also safe places o experimenl with
changing ideologies. For example, racial relations in South Africa
woere based on an ideoclogy that was, for many, instilled since birth.
Right or wrongr, South Africans of all races had no idea what to think
or feel about the upcoming changes and power shifts in their
counlry. Scenarios gave them a place to explore what it might be like
and how they might cope with a radically altered social belief
system,

Eulightenment. By providing a view of the future in which
oppressive conditions have heen changed, scenarios allow people to
imagine worlds in which their situation is dramatically differenl. As
educational tools, (van der Hedjden, 1997) scenarios allow participants
lo identify their false consciousness and examine how things might
be different, Chermack and van der Merwe argue thal scenarios
allow individuals and organizations to construct their own futures.
Enlightenment is “the means whereby the members of its audience
can come to see themselves in a radically different way from lheir
current self-conception” (Fay, 1987). As such, scenarios arc an
important means for people o do just that. Understanding the past
heelps us to understand the present, as does understanding plausible
futures.

The scenarios used in Seuth Africa allowed participanls and the
nation to experience, if only in their imaginations, radically different
conmceptions of lhemselves in a nation free of the once strict boun-
daries they knew only too well, South Africans were encouraged o
learn from what ﬂw_\, imagined, and the lalse consciousness of so
many was made Llerribly obvious.

Emancipation. A core assumption embedded in the scenario
planning process is that participants will make decisions differently
as a result of what they learned through playing out different
plausible [ulures (Schwartz, 1991). Chermack and Lynham (2002)
advocated that one key outcome of the scenario planning process is
improved decision-making capabilities. Implied by this outcome is
the notion that conditions and environments will also improve. In
normalive scenarios that explore contexts broader than those used in
business, these conditions and environments are ollen communilics,
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nations, and sometimes even the entire globe (Ogilvy, 1996). It is
through improved decision-making that individuals and groups can
take actions that improve their condilions (Ogilvy, 2002).

Scenario planning is inherently an educational process (van der
Hedjden, 1997). With a core aim of altering current ways of thinking
about the future, or mental models, learning is required for the
necessary ransformation in thinking to occur. Wack (1985a) stated:
“Slrategies are the product of a worldview, When the world changes,
managers need o share some common view  of the new world.
Otherwise, decentralized strategic decisions will resull in managg-
ment anarchy. Scenarios express and communicate this commaon
view, a shared understanding of the new realities to all parts of the
organization.” This new waorld view can be one in which suffering
has been alleviated and emancipation realized.

South Africa is currently in turmoil, While some scenarios posited
a radical power swing in the previously unfavored direction, the
extent to which the current situation was explored is unclear.
However, those who were once socially disadvantaged by nalional
policy are cerlainly nol in the same position. Currently, poverty tops
the list of prevalent issues in South Alrica.

Doy wnd  Dialugics, The primary medium through which
scenario planning takes place is dialogue. Scenario planning requires
extensive interviews, brainstorming, discussion, debate, and conver-
sation. In addition, the process hrequently makes use of “remarkable
people” or those without stock in the issue under consideration, oflen
people unrelated lo the domain of the issue (van der Heijden, 1997).
The use of such people challenges the mental models in operation
and provides insight from very diverse backgrounds. In addition, van
der Heljden discussed the notion of a “strateyric conversation,” which
portrays the essence of an ongoing dialogue longs after the project’s
conclusion, about common experiences of lhe future through
SCETATINA,

Scenarios and the Critical Science Research Process

A core intent presented in this manuscript is the notion that the
critical science rescarch process and the scenario planning process
can be combined. Scenario planning is increasingly applied in more
diverse settings according o more diverse methods {(Chermack,
Lynham, and Ruona, 2001; Ringland, 1997; Georgantzas and Acar,
1995). This state of practice displays a general lack of consistency in
applying the scenario planning process. Given this, there are no
documented studies or cases that follow the critical science research
processes described herein,

o Fulures Research Quarterly » Summer 2004




Scenarlo Planning . .. ..o oo i i ininnans T.l. Charmack and 5.A. Lynham

LEvaluating Scenarios Applied in a Critical Frame

Seenario planning is nol well-evaluated in any of the contexts in
which it is currently applied. Considering the high costs associaled
with this intense planning process, a thorough scheme of evaluation
is recommended, focusing on changes due o altered  thinking,
improved decision-making and improved financial performance
(Chermack, Lynham, and Ruona, 2001). However, scenarios used in
the critical frame should also incorporate the elements advocated in
critical science research, Smilth's (19493} criteria of (1) reflexivily, (2)
collaboration, (3] the elucidation of historical conditions, and (4)
transformation are all within the scope of the practiboner to evaluate
amd some are inherent in the process itself.

Scenario planning is an iterative process (Ringland, 2002, 1998,
Schwartz, 1991) and, done effectively, it requires reflexivity and
critical thinking about issizes prevalent in the contest and organiza-
tiem participating in lhe process. Collaboralion is also required Lor the
process to procecd past its initial stages because it simply cannot be
completed  through the efforts of a few individuals, Historical
conditions are core to the consideration of organization posilion and
any potential future situation, as is transformation. Lave and Wenger
(1991} demonstrated that individuals or groups thinkings differently
as a result of some experience choose dilferenlly in light of their
gained information. Finally, scenario planning avoids the need for
consensus. By being indifferent to getting the future right, scenario
planners urge participants to explore the possibilities, not conform Lo
the predictions of a few. Thus, intersubjective agreement (Smith,
1993) need only consist of the view that the future can be different
from the present. However, shared mental models (Doyle and Ford,
1998) or comumon views and value systems about the future are
commonly senerated through participalion in scenario planning (van
der Heljden, 1997; Wack, 1485a).

An example of difficulties convincing managers of the implica-
tions gleaned from the scenario planning process is found in scenario
work  at Daimler-Chrysler  (Ringland, 2002; Shocmaker, 1993),
Scenarios used at Daimler-Chrysler Aerospace revealed some key
signs of the merger between Boeing and MeDomnell Douglas, but
higher levels of management did oot take the carly warning signs
seriously. In this case, management was not involved in the project
and project coordinators suggested that the lack of communication
and dialapne contributed to a failure to take action. Thus, a lack of
intersubjective agreement or communication between levels of
management led to the failure of higher-level managers to consider
the improbable—which actually ocourred.
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From Theory to Practice

Thus far, this article has advocated for the use ol normative
scenarios in critival science research. This article can also be viewed
from the perspective that scenario planning in nation and community
building contexts can draw from the tools and approaches used in
critical science research. This article has also provided an almost
purely academic perspective. The conceptual links that have been
made here have multiple implicalions for practice, such as how best
to mnitiate scenario planning projects in settings involving socially
disadvantaged groups of people, and how decisions might be made
within such projects. In addilion, there are obviously ethical
considerations about any researcher working with such a group.
While the primary intent of this article is to explore the conceptual
link between scenario planning and critical science research, some
practical issues and questions must be raised lor discussion.

A prime and relevant situation involves Irag. Scenarios could be
used lo explore the future of the country and its many complicated
affiliations. [lowever, questions about which  government or
povernments should sponsor such an effort, and who, ultimately
would have control of the project are difficult to answer. In lhe
context of the academic discussion offered in this article, the most
appropriate team would include the primary stakeholders and
involve the opinions, concerns, hopes, dreams and fears ol Lhe Iragi
people. Thus, the project would involve politicians, business people,
religious advisors, and those with a stake in the [uture of the conntry
and credibility in the community. The point of using scenarios Lo
explore the future of Iraq would ultimately be a dialogue among
Iragi people about the best future for their own country and explor-
ing their future in a way that helps them shed an oppressive
idevlogy. Therefore, a fundamental shift in thinking would not be
‘told to the [ragis™—rather, they would create it themselves.

A key further question involves the expertisze in conducting
scenario planning. While there arc increasing numbers of consulting
firms offering scenario planning services, few have a leack record of
success in communily and nation building settings. Pewer still have
documented their projects in ways that allow expertise to be
transferred easily. The Global Business MNebwork, however, has
provided reports of ils activities in such contexts, which are available
on its Web site (www.gbn.org) for dewnload. Ultimately, expertise
in scenario planning techniques is required, and thus an additional
problem is revealed for disadvantaged groups or nalions like Trag.
Two obvious solulions include volunteer work by those with such
expertise, and training some of those in the socially disadvantaged
group in contemporary scenario planning techniques.

The fact that that there are no easy answers to these questions
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should serve as testament to the fact that further documentation and
knowledge sharing about scenario planning in critical contexts is
needed. Unly through careful study and dissemination will we be
able to find the most efficient ways of addressing the complex issues
and questions raised by implementing scenario planning in such
situations.

SUMMARY AND CONCLUSIONS

This article has attempted to provide the links between scenario
planning and critical science research. The use of normaltive scenarios
to explore fulure conditions that see the alleviation of suffering and
the granting of emancipalion [or groups of socially disadvantaged
people is a noble effort with ineredible potential, While this article is
in no way a conclusive discussion ufp scenarins used in a crilical
frame, it does provide the basis [or further inquiry into the ap-
plication of scenarios in emancipatory conlexts, Scenarios used in
South Afriea have been highlighted as an example of such polential,
and Fay's (198Y) elements of crilical science research have been
addressed through the scenario planning process. Suggested further
research consideralions include case studies of scenarios used in this
context, and further comparison of scenario planning and critical
srience research as the details and rvigor of method in critical science
rescarch become clear.
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