Post Covid-19
Strategy design
In a world that has become increasingly networked and complex, society and business are all of a
sudden faced with a pandemic that puts enormous pressure on existing models and activities. With the
vulnerabilities that have surfaced it also seems unlikely that we will return to business as usual once the
crisis is over. History shows that winners use the crisis to prepare themselves for the world after, while
losers tend to wait and see, hence losing not only momentum in their current business but also relative
market position.

The main priority today is short-term management of
the acute crisis. This is true for politics, businesses and
society at large. While responses diﬀer and timing varies
by country most parts of the world are now aﬀected by
the pandemic. But what happens next, how long will the
world have to live with a lockdown and what will the
business context look like once this is over? New
collaborations take shape at an unpresedented scale,
across industries and between industry and policy
makers, which might accelerate emergence of new
industrial ﬁelds and how companies interact and what
impact they might have for customers, partners and
societies at large. At the same time, others dig down in
trenches of competitive strategy, and seem to wait out
the storm. The larger drivers at hand, as well as the
actions by business at large, will shape the future
business context. Business needs to understand how this
might play out, and bridge the current crisis
management with a longer term outlook on their
business future, to understand how to prepare well for
plausible post-Covid business worlds.
Scenario-based strategy work uses bespoke scenarios –
tailored to eﬀectively address speciﬁc business concerns,
corporate portfolios, risk proﬁles and investment
assumptions. General scenarios developed without
speciﬁc users and uses should be considered with
caution, since they are just that – general. However,
based on our extensive research and experience of
scenario-based work for global organisations and
corporations, we will reﬂect on some post-corona paths
that the world and the general business context might
take. We believe that organisations will soon need to
start to think, plan and act on winning strategies – and
who to engage with to shape the market development –
for that stage. And what we learn about eﬀective crisis
management in this instance will likely inform our
response to coming crises (potentially more frequent
than in the past, given the current high level of
uncertainty and turbulence), whether these are
pandemics, climate induced disasters or other global and
regional events.

We see a number of fundamental uncertainties or critical
issues, that will likely aﬀect the future worlds for many
businesses:
1. Next power structure
How will inﬂuence and power shift between international
institutions, national or regional governments, and
private entities?
• When the acute crisis is over, who will be perceived as
eﬀective vs ineﬀective?
• Will it be international cooperation that ultimately
resolves the crisis or will more regional or nationalistic
structures gain further inﬂuence?
• Will companies focused on collaborative strategy –
catering to their people, supply networks and
societies and governments in this moment of need –
gain in inﬂuence, or spread their resources too thin
and leave their ﬂanks open for a revival of companies
focusing on short-term competitive strategy?
• What will be the perceived role in the post-Covid
narrative of resourceful companies and individuals?
2. Future role of technology and data
How will the deployment of, and attitude towards,
technology change the strategic context of your industry
or sector?
• Which new practices will remain when the acute crisis
is over?
• What will be the role of AI and automation, in
reducing societal, manufacturing and supply network
vulnerabilities?
• Will data privacy take a back seat to perceived security
beneﬁts?
• Will we see investments in critical technology
infrastructure, and what implications might they have
for business who want to be part of shaping the
post-Covid world?

3. Next deﬁning time horizon
How will nations and business react to the exposed
vulnerabilities of our societies, and what time horizon will
deﬁne how we shape the business world moving forward?
• Will government backed economic stimuli be eﬀective, and
how will it balance next stage economic demands with
long-term economic, social and climate related needs?
• What changes will be required in e.g. informal sector and
the “gig economy”, and what will be the mid- to long-term
eﬀects for employees, consumers and business?
• Where will complex and fragile supply networks be
re-evaluated, with a view to de-risk and create better
resilience, and what will it mean to investments and
partnering?
Are you taking actions to address the business context after
the Covid 19 pandemic?
The scenario-based strategy approach is an eﬀective way to get
ready for diﬀerent futures. It helps business and organisations
to prepare for changing worlds in turbulent times, and deﬁne
strategic actions that are needed to create value – for
customers, shareholders, strategic partners, and society at
large. And ensure that the actions you are taking in these
times of crisis, are well understood in the light of their long
term implications – and how to best adapt to continue to also
deliver on your long-term strategic intent, and be part of
shaping the world you are in, post-Covid.
Strategic options and responses will need to consider
long-term strategic priorities and actions ready-to-go when the
crisis is over. Have we pressure-tested the current strategy
against the new reality to protect return on investment? For
example, can remote working be leveraged to improve speed
of execution and geographical reach? As events will continue
to unfold over a longer period of time, a periodic strategic
review is not just an option but a necessity.

Our expertise
NormannPartners is a world-renowned advisory ﬁrm fully
dedicated to scenario-based strategy development. This
whitepaper is based on research by and insights from
NormannPartners professionals, produced in a spirit of
sharing thoughts with clients, other businesses and
organizations.
For further information on how to work with strategy in
times of turbulent uncertainty, please refer to our website
NormannPartners.com, or contact us directly:
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Per Schiemann Larsson, Managing Partner
+46 70 611 9575
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What leaders need to do
Based on our extensive experience of work with
global clients in changing turbulent conditions, we
believe that leaders who want to create a bridge
between their urgent crisis management and their
strategic agenda and actions should attend to the
following:
Surface assumptions. Clarify what strategic
assumptions about the world your business rests
upon. You might have become painfully aware of
the vulnerability around some of these already in
the current crisis, while other impacts remain to be
understood. This is also true for opportunities that
are not yet acted upon.
Envision plausible scenarios. Develop
well-informed views of how your business context
might be evolving, in stages, from the mid- to
long-term, beyond the current crisis. What can
quickly go back to normal? What structural changes
are possible in boundary condition areas, such as
social values, technology and its use, geopolitics,
economic development, trade and structures,
energy, climate and related issues, including
pandemics?
Stakeholder implications. Understand how
changed business context conditions might aﬀect
your playing ﬁeld and the business ecosystems that
you operate and create value in. Who are winners
and losers? How will it impact strategic partners,
competitors, and other players that we interact
with? What risks and opportunities follow from
this?
Risk proﬁle and options. How well would your
company do in the diﬀerent scenarios? What are
options to do better, and which of these have high
impact on our ability to win and attract the right
customers, partners and employees? Do you have
prepared alternatives that can be modiﬁed? What
is the cost-to-value ratio for diﬀerent options, and
what are eﬀective ways to realise them?
Roadmap your strategy. Strategic actions often get
lost in the “no-man’s-land” between long-term
ambition and short-term priorities. Leaders must
ensure that there is a viable path with clearly
deﬁned long-term objectives that steer short- to
mid-term solutions.
Strategy as a genuine process. Strategic leaders
have to turn their scenario-based strategy
approach into a living process in order to
understand, act on and drive change. This is
achieved by continuously engaging diﬀerent layers
of the organization in real strategic thinking so that
they are able to imagine diﬀerent future
developments, prepare plans, drive strategy
execution and steer on deviations to stay ahead.

