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	Abstract 

Political change in South Africa, following the years of apartheid, was the resultant of many social, political and economic forces, involving many actors, working through many processes. The whole momentous story has inspired an enormous literature, from the autobiographical writings of iconic figures such as Nelson Mandela and Desmond Tutu, to journalism such as that of Allister Sparks, and of course a plethora of academic books and papers. This paper focuses on one aspect of these historic events: the process whereby, before the arrival of the new government in 1994, diverse groups of people were brought together to review, discuss or develop 'scenarios' of different futures for the governance and socioeconomic development of the country. 
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Scenarios of change in South Africa

Introduction

The author has little first-hand experience of South Africa, but worked for many years, in various countries, as a scenario planner in industry. Moving from that career into the academic field of international conflict analysis, the question arose as to how scenario thinking, developed primarily for use in strategic management, might help to build consensus in circumstances of social and political conflict. Much interesting work of this kind was done in South Africa in the 1980s and early 1990s. Consequently the principal research questions are: did this work make a useful contribution to the enormous changes which took place? What was the nature of this contribution (if it existed), and could similar methodology be profitably employed in other conflict situations?

Scenario Planning

'Scenario planning', or more generally 'scenario thinking', is a practice which has become widely employed in industry and government since the 1970s. In contrast to traditional 'forecasting', scenario practitioners envisage two, three or more possible futures for the entity under consideration, which may be as narrow as the market for a product, or as broad as the future of the world economy. By accepting uncertainty and thinking through the consequences of these 'alternative futures', it is argued, decision makers will be better prepared to deal with the future as it actually eventuates. This approach to thinking about the future is now well accepted and there is a substantial bibliography of books and papers covering the many ways in which it has been developed and used (e.g. Global Business Environment, Shell International, 2003; Ringland, 1998; Schwartz, 1991; Sunter and Ilbury, 2001; Van der Heijden, 1996; Van der Heijden et al., 2002).

In their industrial applications, scenarios have often proved to be of especial value at periods of transition, when there is great uncertainty about the future. The classic example of this is the experience of Royal Dutch/Shell prior to the 'oil shocks' of the early 1970s (Wack, 1985). During the 1980s a number of groups and individuals in South Africa saw the potential of scenario thinking as a means of conceiving and disseminating futures for the country which might be different from the apocalyptic future foreseen at that period by many both in South Africa and abroad. Several projects were consequently undertaken, beginning with that led by Clem Sunter, an executive with Anglo-American Corporation, who was commissioned by the company in the early 1980s to prepare scenarios that could describe different feasible futures for the country. Out of this research came the concept of the 'High Road' or 'Low Road' options for South Africa. In 1986 the research of Sunter's team was made widely available, evoking an enormous response, and Sunter made a presentation to the ANC cabinet before the eventual negotiated political settlement. Later projects, in the early 1990s, studied the nature of the transition which lay ahead, and included scenarios sponsored by the Nedcor and Old Mutual companies, the financial services group Sanlam, and the 'Mont Fleur' scenarios, initiated at the University of the Western Cape.

It seems, some 20 years since the beginning of these projects, that scenario thinking has taken root in South Africa. A Google search on 'South Africa scenarios' produced 139 000 
hits, which suggests that the subject is very much alive and kicking today. 1 As a further endorsement of the positive view taken of the scenario approach, the government, 10 years after the end of apartheid, has produced its own new scenarios for the next 10 years. However, the research and this paper concentrate on the early pioneering work, in order to attempt an assessment of its longer-term significance.2
Research Method

The research began with a study and analysis of published accounts of three of the four principal scenario projects of the pre-1994 period3 backed up by informal discussions with some of those, known to the author, who were directly involved. Some of the literature commenting on the scenario projects was also reviewed and analysed.

As the next step, it is proposed to interview, in South Africa, people who may be identified as having been subject to 'first', 'second' or 'third' order influence by the scenarios. These interviews, it is hoped, will both yield some provisional answers to the research questions, and also identify further published sources of information. The author's contacts in the business and academic community in South Africa and elsewhere, some of them of long standing, will be used to assist in establishing the introductions needed for these interviews. Following the interviews, a further stage of analysis should permit conclusions to be reached.

At a later stage, a comparative study will be made of the features of the scenario approach with other methods of concensus building and conflict resolution.

The 'High Road'/'Low Road' Scenarios

In the early 1980s the Anglo-American Corporation of South Africa commissioned studies on the future of the country, using outside contributors as well as its own staff in South Africa and elsewhere. Outside contributors notably included Pierre Wack, a major pioneer of scenario planning, formerly with the Royal Dutch/Shell group, who remained as a consultant to Anglo-American throughout the period 1982-95.

The studies resulted in a set of scenarios covering the 1990s. In 1986 the company decided to make its conclusions available to a wider audience and, as a consequence, a company team headed by Clem Sunter addressed meetings throughout South Africa, giving a 90-minute talk outlining the scenarios and the national and global background against which they had been developed. The team spoke to “230 audiences comprising 25 000 to 30 000 people from all walks of life” (Sunter, 1987, p. 10) and in November 1986 Sunter additionally gave a presentation to senior politicians of the African National Congress.4
In a short book Sunter gave the text of these presentations (Sunter, 1987). The book sketched the then current global economic and political background to South African affairs, concentrating on the distinction between 'Triad' countries (North America, Japan, Western Europe) and non-Triad countries. It reviewed future population growth (including a reference to the possible effects of AIDS), technology, societal values and the availability of some natural resources. Features of a 'Winning Nation' were identified, drawing largely on the experience of Japan and other Far Eastern countries. These features comprised high levels of education, work ethic, the mobilization of capital, a 'dual-logic' economy (i.e. one in which large and small businesses work in symbiosis), social harmony, and being a 'global player'. 'World-Class Companies' were then discussed, these being companies which display 'Focused Excellence'.

Following identification of the three main actors on the world stage (the USA, Japan and, this being the period of Gorbachev and glasnost, the USSR), the 'key uncertainties' for the future were said to be those arising from the relationship between the USA and Japan (will there be 'Accommodation' or 'Trade Conflict'?) and, from that, between the USA and the USSR ('D[image: image5.png]


tente' or 'Arms Race'?). The combination of these uncertainties led to three global scenarios—'Imperial Twilight', 'Industrial Renaissance' and 'Protracted Transition', which were quantified in terms of future world economic growth rates, these ranging from around 2.5% to nearly 5%, depending on the scenario and the year in question. On the prospects presented by this material Sunter commented, “For South Africans, it shows what an incredibly tough world it is” (1987, p. 82).

Against this challenging world outlook, South Africa (“an average country with an average economy”) was said to have comparative advantages lying in its good infrastructure, abundant mineral resources, cheapish power, its location on an important trade route, being a beautiful country with a good climate, possessing gold, and having sophisticated financial services, the ability to handle large projects, proximity to African markets, and medical skills. Moving on to the political scene, some 'Rules of the Game'—essentially elements which would constrain the range of future political outcomes—were identified. These were an imbalance of military power but an 'equilibrium of violence' in society (taken together, if nothing were to change, these would produce stalemate and a consequent declining quality of life in South Africa), the industrialized nature of the South African economy, and the fact that, while South Africa might not satisfy the change agenda demanded by much of the rest of the world, the apartheid regime would certainly come to an end. These considerations led to three 'key uncertainties' ('Strategies of Power', 'Economic Strategies' and the 'World/South Africa Dynamic') and a model of future political evolution in which one dimension—economic growth—was set against another: the balance of individual and group power.

Two basic scenarios emerged from the above considerations: 'High Road' and 'Low Road', with 'Cautionary Tale' as a case into which 'Low Road' could degenerate. The main features of 'High Road' were that it required minimal international sanctions against the country, small government, decentralized power and “joint negotiation and synergy”. 'Low Road' had the opposite characteristics to these. The growth rates seen as associated with these scenarios were startlingly different, with 'High Road' leading to annual growth rates approaching 10% per annum by the middle 1990s, while 'Low Road' led steadily downwards towards economic stagnation.

Finally, a 'common vision' was presented which might help to launch South Africans into the clearly more desirable 'High Road' scenario. The elements of this were “to put South Africans first” (i.e. “looking beyond the categories of colour and groups”), to negotiate the future, to make South Africa a 'Winning Nation' and to set an objective for future income per head which could be achieved through negotiation. The need for future 'negotiation' among social and political factions was, indeed, a feature of much of the exposition of the scenarios.

The 'High Road' and 'Low Road' futures were both scenarios (in the sense of sketching feasible but different futures) but also 'options', in that they were presented as choices open to the South African community as a whole to make. Also, 'High Road' was normative, being put forward as a future which was more desirable than other possibilities, including especially the gloomy future foreseen for 'Low Road'. In this respect, Anglo-American was undoubtedly engaged, as some commentators have observed, in an “influential endeavour to shape the terms of the debate” (Taylor and Vale, 2000, p. 408).

The scenarios have become very widely known, and all South Africans of the author's acquaintance (as well as many non-South Africans) have heard of them. Those who attended the 'road-shows' seem mostly to have been enthused by their message. The studies commissioned by Anglo-American were probably among the first South African futures studies to focus on factors like education and the other requirements for economic success, in contrast to the prevailing view among most external observers in those days that the ending of apartheid was all that mattered. The author was especially impressed by this feature of the scenarios on hearing a presentation of them in London fairly early in the process of dissemination.

he Old Mutual/Nedcor Scenarios

Some three years after publication of The World and South Africa in the 1990s, a major signal for change in South Africa came when President F. W. de Klerk, on 2 February 1990, made his “historic speech … launching South Africa on the path of a negotiated transition to a new political system”, subsequently asking business leaders to involve themselves in “helping to articulate what the new South Africa might look like” (Tucker and Scott, 1992, p. xv). In response to this request, Nedcor and Old Mutual decided to set up a specialist scenario team of some 23 members, comprising academics, consultants and company employees, and chaired by Bob Tucker, of Perm. (Nedcor, Old Mutual and Perm were all large financial institutions: subsequent mergers have changed some of the corporate structures which existed in 1990.) The team included “a member who had been exiled for over twenty years, one who had been banished for about six years, and a third who had been jailed for five” (Tucker and Scott, 1992, p. viii), as well as others who were much closer to the position of the government. Another team member was Professor Bruce Scott of Harvard, who provided comparative political analysis and a framework for comparing economic strategies. Professor Scott also contributed material on the US experience with desegregation, published in an appendix to the book.

The team's work was presented to company management in December 1990, and a book was published in 1992, based on a write-up by Bruce Scott (Tucker and Scott, 1992). Presentations of the material were given to over 45 000 South Africans between January 1991 and June 1992, those who attended these presentations including the State President, cabinet members, and members both of the ANC executive committee and of the KwaZulu cabinet (p. xxi).

The Nedcor/Old Mutual team built on the earlier work of Clem Sunter and his team at Anglo-American, acting on suggestions from Sunter, using much the same methodology and, indeed, also invoking the help of Pierre Wack, as a team member, in structuring their thinking. The 'High Road/Low Road' scenarios had concentrated on expressing a general vision for the country within the world economy, together with the identification of necessary conditions for it to be realized (especially the need for widespread negotiation among social and political groups). By contrast, Bob Tucker's team focused in much more detail on the economic and political conditions for 'successful transition' to the new system, and on the processes which would have to be adopted if conditions such as those identified by Sunter's team were to be satisfied. The team's thinking was influenced by work such as that of O'Donnell and Schmitter on the means by which a successful transition to democracy from an authoritarian regime could be achieved (O'Donnell and Schmitter, 1986).

At the outset, the team agreed on the minimum criteria for a 'successful transition'—that there should be “a stable democracy, based on a stable social fabric with rising incomes which are reasonably distributed” (p. 1, team's emphasis). They then sketched a 'Business as Usual' scenario, based on the “two commonly held assumptions” (in July 1990) that President de Clerk's political initiative was sufficiently based on consensus that future governance of the country could be negotiated and not fought over, and that economic reforms could wait until the basic political issues had been resolved and a new government elected. Looking at the existing social and economic conditions of the country, and considering the experience of other countries making the transition from authoritarian rule, the team's first conclusion was that a successful transition could most likely not be brought about under this scenario. Consequently, it was decided also to investigate a 'Change of Gears' scenario, in which an effort would be made to “transform both the economy and the social environment while the political leaders were busy with the political transition” (p. 4).

Looking at international comparators, the team initially reviewed “voluntary transitions which were decided upon by an incumbent government” (p. 15) (i.e. excluding transitions occasioned by warfare or by a coup). It determined that these require three stages—liberalization, democratization and socialization—noting that economic decline and social violence are both negative indicators for a successful transition. Unfortunately, both these latter elements were a feature of the contemporary South African scene. The implications for South Africa to be drawn from this review were that “no country in modern times has made a successful transition starting from a position like South Africa” and that, consequently, “success should not be taken for granted: it will have to be achieved” and “the time for economic and social transformation is before the transition to democracy, not after” (p. 29).

A short chapter in the book on the political context included a review of some of the implications of Anglo-American's 'High Road/Low Road' scenarios, making the point that the existing situation of national economic decline could be a negative influence on the transition process which, via the 'Low Road', might eventually lead to a return of authoritarian government, either white or black. This led on to two chapters on South Africa's economic strategy and performance within the world economy, noting that poor performance over some 30 years had been fundamentally caused by “an inward-looking strategy oriented primarily towards investment in capital-intensive import substitution industries” (p. 94). The team consequently decisively rejected the 'Business as Usual' scenario, concluding that “ 'Business as Usual' would not be prudent in any context, let alone one of transition and rapidly rising expectations. It would be a recipe for continuing stagnation in a favourable world environment, and for accelerating decline in an unfavourable one. It would also be insensitive to the need to transform the apartheid system” (p. 94). Successive chapters on the social context and on the potential derailment of the transition process confirmed this conclusion.

These studies led the team to the conclusion that “South Africa's transition should be marked by: the interrelatedness of political, social and economic dimensions; and the interdependence of political actors, the private sector (business and labour), and the institutions of civil society (e.g. churches)”. Consequently, the team decided to look at what might happen if “all or most of the key actors were to motivate their behaviour in a positive and co-operative way”, thus beginning to define the 'Change of Gears' scenario (pp. 125, 145).

The three components of the 'Change of Gears' scenario were “outwardly oriented manufacturing, investment in the black community and social compacts” (p. 129). Fleshing out these elements produced a number of specific proposals, in industrial policy, electrification, housing, education, land, healthcare and governance. Nevertheless, “the 'Change of Gears' is a 'vision' or broad concept, not a comprehensive plan, let alone a blueprint. Much more work will have to be done if something like it is to be attempted…But we wish to repeat that it is essential to see the 'Change of Gears' in holistic terms” (p. 157). Accordingly, the team assessed the scenario in economic, social and political terms—economically, it was thought that per capita income could begin to grow again (following steady decline since the mid-1980s) passing the 1980 level in 1995 and exceeding this by nearly 20% by 2000.

In a concluding chapter the team presented a rather complex diagram indicating the different ways in which they saw their two basic scenarios working out in the period 1991-2000 (p. 187). 'Business as Usual' could, depending on political developments and the state of the world economy, lead to a 'Siege' situation, or an 'Authoritarian' or weak 'Populist' government. 'Change of Gears' was regarded as “essential for achieving the high road” (p. 189), while, under 'Business as Usual' “even the highest projected level of performance was unlikely to sustain the transition already in progress” (p. 175).

Like the Anglo-American scenarios these scenarios represented 'options' for South Africans, and were also to a degree normative rather than just descriptive. As far as can be judged from the published material, the study was taken to a more rigorous level of analysis than was the case for the Anglo-American study or for the Mont Fleur scenarios to be discussed below. Anecdotally, however, these scenarios appear to be less well known among professional planners, in spite of the fact that they were presented to more people (45 000 as against 25 000-30 000 for Anglo-American).

The Nedcor/Old Mutual team makes the following interesting and important statement in respect of its methodology:

To support sweeping changes which are in their own long-term interest, people need to see and feel the connections between carrying on with 'business as usual' and a steady decline into the abyss. This is where scenario analysis appears to have something very positive to contribute. The scenarios we developed were a way to think through a complex set of circumstances in advance, and perhaps to see more linkages and consequences than any single individual or organization might accomplish alone. The scenarios were also a way to bring out implicit assumptions and their implications, a way to promote analysis, dialogue, and perhaps movement toward consensus on some of the issues. (p. 173)

The Scenarios Compared

In analysing scenario work, an approach often adopted is to identify the 'driving forces' at work, the main actors, and the 'key uncertainties', the working out of which will define the scenarios. It would then normally be possible to sketch a matrix permitting consistent comparison between the scenarios.

This is not easy to do in the present case, possibly due to lack of (published) information, and partly to the complexity of the Old Mutual/Nedcor scenarios. The only example which is relatively straightforward to present in this way is that of the Anglo-American 'High Road/Low Road' scenarios.

However, a highly simplified partial comparison of the scenarios is attempted in Table 1, which indicates some of the principal features of each.

	Comparison of scenarios

	Project
	Main global actors
	Key global uncertainties
	Global scenarios
	South African scenarios
	Socio-political consensus?
	Economic growth
	'Vision'

	Anglo-American
	USA

Japan

USSR
	USA/Japan relationship

USA/USSR relationship
	'Imperial Twilight'

'Industrial Renaissance'.

'Protracted Transition'
	'High Road'

'Low Road'

('Cautionary Tale')
	Yes

No

No
	Up to 10% p.a. to 1995, maintained in the 21st century

Higher than 'High Road' at first, but falling much lower
	X

	Old Mutual/Nedcor
	Not specified
	Nature of transitions from authoritarian rule
	'World Scenario 1' (2.5% annual economic growth to 1995)

'World Scenario 2' (4% annual economic growth)
	'Business as Usual'

'Change of Gears'
	No

Yes
	GDP per capita static or declining

4-6% p.a. 1992-1995
	X

X

	Mont Fleur
	'The global community'
	Investor confidence
	Not specified
	'Ostrich'

'Lame Duck'

'Icarus'

'Flight of the Flamingos'
	No

Delayed

No

Yes
	Not quantified for any scenario
	X


Responses and Reactions to the Scenarios

Not all this scenario work was uncritically admired. For instance, the following comments appeared in a review article written in 1993:

'Scenario planning' brainstorms have become commonplace in the new South Africa…What is of great interest to the casual observer is the evolution of the scenario plan from corporate survival strategy to social contract parable…it is here that pernicious social myths are born and bred…increasingly the scenario exercises reflected the desire of the masters and carefully handpicked participants to come up with a deal—rather than with good analysis. As a result the universal characteristic of scenario planning is a failure to grapple with problems which are going to be very hard indeed to resolve … Clich[image: image6.png]


-ridden scenarios have become increasingly stylized and niche-marketed. (Bond, 1993)

This view fails to take into account an important feature of scenario work, namely that, irrespective of the quality of the associated economic, social and political analysis, it provides a process for what has been called “strategic conversation” (Van der Heijden, 1996, pp. viii, ix), and can help to develop a common language among people of widely divergent views. In these ways it can sometimes lead to previously unexpected visions of the future. As one commentator observed of Sunter's account of the 'High Road/Low Road' scenarios, “The book allowed South Africans to see what would happen if they continued down the path of apartheid. It also included an alternative scenario that many South Africans had not considered before—a path in which apartheid could end without the blacks taking over and driving out the whites” (Schwartz, 1991, p. 210).

More fundamentally, some commentators have seen much of the scenario work as part of a programme promoted by large companies, some of them multinationals, which was:

aimed at formulating an economic strategy that would be business-friendly and would perpetuate its position of power and privilege in a fully democratized South Africa … A core element of all these scenarios was to emphasize the vulnerability of the South African economy after almost two decades of stagflation, and to spell out the grave dangers of macroeconomic populism if a new democratically elected government were to be pressurized by its impoverished constituency into increasing social spending and the rapid alleviation of poverty. (Terreblanche, 2002, pp. 80, 81)

There is undoubtedly some truth in these observations, and whether one regards them as critical or simply objective will depend on one's political point of view. Certainly, it seems that the scenario programmes were part of a wider campaign to introduce neoliberal ideology into the 'new' South Africa (Desai, 2003; Williams and Taylor, 2000). This, it is asserted, has benefited 'conglomerate (white) business, the aspirant black bourgeoisie and black professionals', but has worsened the economic position of the poorest 40 per cent of households (Desai, 2003).

The first book on the 'High Road'/'Low Road' scenarios became a bestseller in South Africa and was followed up by other books in which Clem Sunter monitored progress against the scenarios (Sunter, 1992; 1996). In the second of these he concluded that the country was indeed on the 'High Road', but that it had reached a significant economic (but not social or political) fork in the road along it.

There appears to be no published sequel to the Old Mutual/Nedcor scenarios, and little information generally available on the nature of their reception. By contrast, the Mont Fleur scenarios have been widely cited, notably in accounts which assert, not always with approval, that the Mont Fleur experience helped significantly in bringing about a change in the thinking of some major players with responsibility for the formation of ANC economic policy (Sparks, 2003, pp. 180-183; Marais, 2001, p. 130). Interestingly, the Mont Fleur work was taken up by the United Nations Development Program (UNDP) as part of its 'Civic Dialogue' activities. These activities are focused on Latin America and the Caribbean, but the UNDP, choosing to select 'scenario methodology' as the topic for its first sponsored research on the subject, commissioned researchers from the Society for Organizational Learning to write up 'learning histories', not only of two Latin American examples, but also of Mont Fleur.

The Mont Fleur 'learning history' makes interesting reading (Pruitt, 2000). The researchers, basing their work primarily on interviews with Mont Fleur participants, concentrated on an attempt to describe the influence the scenarios had, distinguishing between influences on “individuals who later occupied national positions”, “macro economic policy”, and “informing the national debate and the transition to democracy”. They classified these influences as “first order” (on the people who participated), “second order” (on those with whom the participants engaged) and “third order” (“Footprints” on later ANC fiscal policy), concluding:

It can be said that the Mont Fleur project was a spectacular success. But it can also be argued that this kind of exercise—dialogues, 'bosberaads', and forums of all kinds—constitute a prototypical South African experience, and that it was no accident that South Africa was the country that first adapted scenario planning for a national agenda, and in effect gave this kind of process to the world. (Pruitt, 2000, p. 14)

Perhaps in part as a consequence of the work carried out in the 1980s and early 1990s, the present-day South African government appears to be committed to the use of scenarios. President Thabo Mbeki has contributed the Foreword to a long-term scenario study of sub-Saharan Africa (ALTPS, 2003). And, at the end of the first decade of the 'new' South Africa, the government is not only reviewing the performance of its policies and programmes but has also commissioned a set of scenarios for the second decade:

S'gudi S'nais is based on assumptions of South Africa existing in a more accommodating and accepting world, but failing to take advantage of this positive environment.

Dulisanang ponders what our future might look like in a much more hostile, unilateralist world, unfriendly to developing countries, but where South Africans none-the-less manage to create a more inclusive society.

Skedonk combines assumptions about the emergence of both a very unfriendly outside world with an internally divided and dispirited society.

Shosholoza assumes an accommodating world and an inclusive society here in South Africa.7
With their snappy titles and straightforward structure, these scenarios seem, over 10 years later, still to bear the 'footprints' of Mont Fleur and the 'High Road'. It will be interesting to follow the extent to which, and the ways in which, the South African government makes use of these scenarios in its policy planning.

Conclusion

All the scenarios discussed above had one important feature in common: they were indeed 'scenarios' of futures for the country, but at the same time 'options' in respect of which the South African community had a certain degree of choice. This is an important methodological distinction. Industrial and commercial companies, however large, when preparing scenarios, are generally dealing with an environment for business over which they have very little, if any, control. Their scenarios describe the various business environments they may have to face, and they then proceed to develop 'options' for coping with these environments. By contrast, scenarios prepared for a whole national community, or for an entity as powerful as a national government, can contain within themselves some of the options needed to bring them about. This was certainly the case for all of the scenarios discussed above which, although they had to take the world outside South Africa as 'given' (just as an industrial company has to do), could present options for actions to be taken within South Africa which might be seen as necessary conditions for the scenarios to eventuate. For example, all three scenario teams concluded that acceptable future economic growth would not be achieved without what the Nedcor/Old Mutual team called a 'Change of Gears' in the economic, social and poltical fields.

There are two questions to ask about the scenarios and the processes used to develop them. First, what exactly was their value to the South African community? And second, in what circumstances and for what purpose (if any) might this approach be employed in other communities?

The first question has some obvious and simple answers, in that books based on some of the scenarios have been bestsellers, participants in the teams have expressed enthusiasm for the experience, etc. But is it possible to probe more deeply than this? Did the scenarios actually contribute before 1994 to building a political consensus of a consociational or similar nature, through the processes which were adopted and/or through the content of the scenarios, which in some cases came as a surprise to the participants (Lijphart, 1985)? Or were the scenarios, as some commentators have suggested, no more than an “ideological bombardment from neoliberal management gurus” aimed at the “destruction of progressive economic and social policy aspirations”? (Williams and Taylor, 2000; Bond, 2000). These are the issues on which further research will initially be concentrated.

The second question may be easier to tackle once the first has been addressed. The scenario process is only one among many processes which may help to build consensus in a community. But it does have some special characteristics, and if one could understand exactly how those characteristics contributed in South Africa, one could more easily prescribe its use elsewhere.

There are certainly many other examples of entrenched social and political conflict in the world, and perhaps the Society for Organizational Learning was right to conclude that South Africa, through its several scenario exercises, “gave this kind of process to the world”.

Scenario thinkers see scenarios as 'stories' “based on intuition, but crafted as analytical structures. They are written as stories that make potential futures seem vivid and compelling” (Global Business Environment, 2003, p. 8). The High Road/Low Road and Mont Fleur scenarios were archetypically stories in this sense, achieving over the years an almost mythical quality. And while, as the reviewer quoted above asserted, myths may indeed be 'pernicious', they are also essential, since “A people without a full quiver of agreed-upon statements, accepted in advance through education or less-formalized acculturation, soon finds itself in deep trouble. For, in the absence of believable myths, coherent public action becomes very difficult to improvise or sustain” (McNeill, 1982-83, p. 1). The scenarios discussed in this paper—'stories about the future'—may indeed have helped to provide the myths which South Africa, like all other societies, needs, and continues to need.
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Notes

1 'Google' search made 10 January 2004.

2 The Sanlam-sponsored scenarios are not further considered in this paper, since little detail appears to have been published. They are sketched briefly in Bond (2000), pp. 63-65.

3 The Sanlam-sponsored scenarios are not further considered in this paper, since little detail appears to have been published. The scenarios are sketched briefly in Bond (2000), pp. 63-65.

4 Private communication to the author by Clem Sunter, 20 June 2003.

5 Apart from the published sources cited, this account is derived from conversations and other communication by the author with Koosum Kalyan (now with Shell International, London) and Adam Kahane (now with Generon Consulting, Beverley, MA).

6 The following brief descriptions of the scenarios are paraphrased from Le Roux et al., 1996, pp. 93-101, and accompanying quotations also come from those pages.

7 Taken from http://www.10years.gov.za/review/statements/10dec03.htm, accessed 28 January 2004.

8 Bond (2000) cites Pieter le Roux, The Mont Fleur Scenarios, Bellville: University of Western Cape, 1993. I have been unable to locate this text.
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