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Biography (cont.)
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WHO WE  
ARE

Competences,  
Strengths &  
Weaknesses

WHO WE  
WANT TO BE

Vision,
Aspirations,  

Strategic Intent

WHERE WE  
HAVE TO  
WORK

Scenarios,  
Business  

Environment

The Elements of Strategy
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VUCA World - Accelerating Changes
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• World Population

• Energy Consumption

• Mobile Phone

• Internet

• Genes Sequenced

• No. of Transistors

• Bandwidth

• CO2 Emission

• Knowledge

2000 2020198019601940

• Can we catch up with the rapid changes?
• Are we change as fast as the world change around us?
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Australian Open 2014: play halted 

as heatwave see temperature reach 
43 degrees and rising  

Agility ?



23/02/2021 Dr. Santhi Kanoktanaporn 8

Excellent in 
Productivity

Innovation ?
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Excellent in Productivity

Agility ?
Innovation ?



Future Uncertainty Management
Outside-In Approach

To move you into the area of thinking the unthinkable

23/02/2021 Dr. Santhi Kanoktanaporn 10

Contextual  
Environment

Transactional  
Environment

Internal  
Environment

Unknown_Unknowns
Social  Technological  
Economic  
Environmental  Political

Known_Knowns
Procedure and Processes  

System & Technology  Staff

Capabilities

Staff Numbers  

Communication  

Leadership  

Culture  Capacity

Known_Unknowns
Customers  

Competitors  

Suppliers  Owners  

Partners  

Stakeholders
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Insight or Foresight?

• Known_Knowns

• Known_Unknowns

• Unknown_Unknowns

Insight:
SOP
Internal Audit

Insight:
Strategy Management
Risk Management

Foresight:
Uncertainty Management
(Future Management)



A nineteenth-century organization is simply not
built to handle twenty-first century challenges

Do we continue to operate with a system
designed for an era gone by ?
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It is not the strongest of the species that survive,
nor the most intelligent, but the one most 

responsive to change
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Charles Darwin



23/02/2021 Dr. Santhi Kanoktanaporn 14

• Adaptive Stance
We cannot influence our world so we need to adapt

• Activist Stance
We want to influence and improve our world so we  
need to shape our future

Two Stances Toward the Future
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Leaders will need to answer these three critical questions.

• Is your strategy meaningful and effective?

• Is your strategy Flexible?

• Is your organization missing a critical step in the strategy 
building process?

Creating strategy in the VUCA world
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Advance Strategy Building Process

Assess

Execute

Formulate

Explore

Anticipate

Refresh

Define What are the right questions?

Where and why do we create value?

How do we drive changes?

What is our integrated strategy?

What are the potential pathways to winning?

What futures do we need to plan for?

How do we adapt and learn?

INSIGHT
Predetermined 

issue

STRATEGIC 
FORESIGHT

STRATEGIC 
THINKING

STRATEGIC 
PLANNING
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Application of Scenarios to
Strategic planning Process



React to Acute
Problems

Address Current  
Issues

• Identify and eliminate

the underlying cause

of theproblem

• Learn from past  

mistakes (successes)

Anticipate Future  
Needs

• Proactive approach to  

the future

• Entire organization  

involves in scanning  

and thinking

Shape the  
Future
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• Deals with future as a  

portfolio of opportunities

• Scenario planning build-

in to the Strategic  

planning process

• Continuous  

experimentation

Time Horizon

• Day-to-day perspective

• Treat symptoms of the  

problem

• Focus on the most  

immediate problems

• Neglect risks

Short

S
tr

a
te

g
ic

E
m

p
h

a
s
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Long

D
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fe
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n
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d
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Emphasis on Future Focus



Anticipatory Organization
Advance Strategic Planning Process

SOCIAL BUSINESS

Social Listening

BIG Data  

Cloud Wisdom
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Strategic  

Intelligence  

Scanning

Trend

Driving Force

Scenario

Scenario Based Strategy
Future-proof

Prospection

Interpretation

FORESIGHT 
FRAMEWORK

Analysis

Pattern

Cluster



Description of  

selected  

potential  

emerging  

issues with  

context and key  

signals

for future  

monitoring

Conferences

Text-mining

Social Media

Survey Report

Assessment  

potential  

emerging  

issues

Text-mining

Selection

Selection/  

Clustering
Long list of  

signals
Potential  

emerging issues
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Identification of  

potential  

signals

for monitoring  

emergence  

issues

1. Horizon (Exploratory) Scanning 2. Issue Centered Scanning

Text-mining

Manual Search

Survey

Strategic Intelligence Scanning



Inputs

Analysis

Interpretation

Prospection

Outputs

Strategy

F
o

re
s

ig
h

t 

F
ra

m
e

w
o

rk

Near-Future Context, Events

Strategic Intelligence Scanning

System Thinking, Driving Forces

Causal Layered Analysis

Visioning, Scenarios

Scenario Planning, Backcasts

Strategy Development  

& Strategic Planning

The Foresight Framework

Synthesis

(is about exploring options)

Analysis
(is about making decisions & setting directions)

(is about implementation actions)

Strategic Thinking

Emerging Issues, Trends

Cross-Impact Analysis

Strategic Intelligence

Strategic Options

Expanded Perceptions of
Strategic Options

Strategic Planning
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How an Organization responds to the Strategic Environment

Why Using Foresight Process is Preferable to Not

Inputs

Strategy

Inputs

Analysis

Interpretation

Prospection

Outputs

Strategy

F
o

re
s
ig

h
t

Inputs

Analysis

Outputs

Strategy

Inputs

Analysis

Prospection

Outputs

Strategy
F

o
re

s
ig

h
t

Events

Trends

“Narrow”  

Forward View

Suspect Perceptions  

of Strategic Options

Strategy Development  

Strategic Planning

F
o

re
s
ig

h
t

The Generic Foresight  

Process Framework

• Foresight has done its  

real job – the  

generation of an  

expanded perception  

of strategic options  

available

A Purely Reactive  

Approach to Strategy

• No foresight work  

and no distinct  

outputs from sucha  

foresight capacity

A “Shallow”  

Foresight Process

• This produce thin set  

of outputs based on  

the clear and  

obvious present

• They believe that  

understanding the  

future is simply  

about “reading” the  

trends

A “Shallow/Narrow”  

Foresight Process

• Forecasting based  

on trends analysis,  

extrapolation of the  

present, visioning  

exercise

• No attempts is made  

to address the  

question of what  

really happening,  

either inside or  

outside the  

organization
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Transformative 
Strategic Planning Model 

Dr. Santhi Kanoktanaporn, 2015

Strategic Challenges
Anticipate competitive position in the 

future

Strategic Objectives
Articulate to address the organization 

Strategic challenges & Advantages

Strategic Advantage
Future Competitiveness: 

Core Competencies + 
External Complementary Resources

Intelligent Risks
If we do not explore the opportunities for 

which the potential gain outweighs the 
potential harm or loss to your 

organization’s success

BIG Data
STEEP, Turning data into knowledge and 
knowledge into useful strategic insight, 

focus on data analytics, 
data integrity, and cybersecurity

NO

Strategic Intelligence Scanning

Foresight Framework
Analysis; Interpretation; Prospection

Scenarios 
Strategic Insight

Strategic Options/Issues

Case for Change
From – To Analysis

Strategy Development

Strategy Map

Scorecard

Strength & Weakness

Strategic Opportunities
Prospects that arise from imaging different 

futures (Outside-of-the-Box Thinking)

YES

Business Model
Who, What, How

Risk Management
Effect of uncertainty on objective

Change Management 
Manage by Themes, 

to implement, fully deploy, and sustain 
changes (preferred organization culture)

Risk Management
Identification, Analysis, Evaluation, 

treatment, monitor & Review

Strategic Destination
Organization Purpose Review

Stakeholder Engagement
Segmentation, Insight

Innovation
Incremental, Breakthrough, New Venture

New Business model
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Contextual  
Environment

L3

Transactional  
Environment

L2

Internal  
Environment

L1

Unknown_Unknowns
Social  Technological  
Economic  
Environmental  
Political

Known_Knowns
Procedure and Processes  

System & Technology  Staff

Capabilities

Staff Numbers  

Communication  

Leadership  Culture  

Capacity

Known_Unknowns
Customers  

Competitors  

Suppliers  Owners  

Partners  

Stakeholders

Risk Management
Risk = Effect of Uncertainties on Objective



23/02/2021
Dr. Santhi Kanoktanaporn 25

Risk Management

• Known_Knowns

• Known_Unknowns

• Unknown_Unknowns

Insight:
Preventable Risk

Insight:
Strategic Risk

Foresight:
External Risk
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Measurability Understanding
Risk Mitigation 

Objective
Control Approaches

Risk Management 

Approaches

Office of Risk 

Management: 

Contribution

Office of Risk 

Management: 

Relationship

Category 1:

Preventable Risks

(Operation)

High:

Can measure probability 

and impact

L11

“Known Knowns”:

Risks arising from within the 

company that generate no 

strategic benefit to take the 

risks

Drive incidence of 

occurrence to zero;

seek to eliminate these risks

Internal control; boundary 

system; mission and value 

statements; internal audit

Insight

Rule-based risk 

management:

Control self-assessments; 

diagnostic controls; 

near-miss data collection; 

operational loss databases

Coordinate or oversee 

common controls with 

internal audit function

Independent oversees

Category 2:

Strategic Risks

Medium:

Can estimate probability 

and impact

L12, L21

“Known Unknowns”:

Risks voluntarily accept to 

generate superior returns 

from its strategy

Reduce likelihood and 

impact in cost-efficient way 

though some residual risk 

always remain (cannot be 

reduced to zero)

Key risk indicator 

scorecards;

Risk mitigation initiatives;

Risk review at strategic 

review meeting

Insight

Risk management system:

Risk maps with nominal 

scales;

Statistical risk estimation 

model;

(Risk-based performance 

measures)

Run risk workshops and risk 

review meetings;

Help develop portfolio of 

risk initiatives;

act as devil’s advocates and 

integrators (system 

thinking)

Independent oversees 

and/or embedded risk 

managers

Category 3:

External risks

(uncontrollable)

Low:

Cannot measure or 

estimate likelihood;

can only envision

L33

“Unknown Unknowns”:

Non-controllable external 

events that can cause the 

strategy or the entire 

enterprise to fail and 

disrupt the operation 

(company cannot prevent 

such events from occurring)

Reduce impact should risk 

occur (company cannot 

influent the likelihood of 

such risk events)

Contingency planning;

Insurance and hedging 

programs (limited)

Foresight

Focus on identification and 

mitigation of their impact in 

advance

(Risk envisionment, 

Anticipation and planned 

for):

Tail-risk stress tests;

Scenario planning;

War gaming

Run scenario planning and 

war game exercises with 

management team;

act as devil’s advocates and 

integrators (system 

thinking);

force people to stretch their 

thinking

Embedded risk managers

Advance Risk Management Framework
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Q & A

Email : skaposg1619@gmail.com

ดร. สันต ิกนกธนาพร


