Scenario Planning: During Uncertain Times,
One Thing Is Certain, You Need To Plan
June 23, 2020

Tech Norms
• Presenter video and audio
on/off as needed
• Attendee video and audio
off, except during breakout
session
• Use “chat” function to ask
questions and share ideas

• Use ”participants” button
to raise hand during Q&A
• Sheamus is our tech wizard
today

Webinar
Objectives

1

2

Understand
current trends
and the impact of
COVID-19 on the
nonprofit sector

Learn how to
create and use
scenario plans for
your organization

3
Access tools and
resources to
prepare for an
uncertain future

Webinar Flow
Data and Trends

Breakout Session
Uncertainty and Scenario Planning
Case Study
Tips to Get Started
Tools and Resources
Ask Denise!

SeaChange
and La Piana
Reports

• 93% of respondents have been forced to curtail
services or adapt how they have provided them
thus far.

SeaChange
and La Piana
Reports

• 83% have moved their operations to a work
from home arrangement.
• 79% have moved some or all of their
programs/services to an online or other digital
delivery method.

• 44% indicated a loss of revenue between 0%
and 49%.
• On average, respondents have had to lay off or
furlough 19% of their staff.

SeaChange
and La Piana
Reports

• 56% expect additional reductions in staff.
• 66% expect more cuts in services.

Poll #1
What has been the biggest impact of COVID-19 on your organization?

10-Minute Breakout Session
What is your organization doing to prepare for uncertainty and 2021?

Uncertainty

“All change is subject to change as the situation changes.”
~ Me

Cantor’s Five Suggestions
Nonprofit leaders need to…

1. Grow more comfortable not
knowing
2. Create various scenarios for how
the pandemic will develop and
how our organizations will react
3. Be realistic
4. Be nimble
5. Focus on our missions

“The goal is not necessarily the survival of our individual organizations but
ensuring ongoing services and support for the communities we serve.”

The Goal

“We need, as best we can, to be farsighted, measured, humble, pragmatic,
transparent, inclusive, respectful, thoughtful, and, at the right moments,
decisive.”
~ Alan Cantor

Scenario Planning
• Construct narratives about the future
• Identify how your organization will
respond

• Prepare for the future before it arrives
• Write out cost-saving and creative
actions
• Create three scenarios max
• Plan for 6-12 months

Poll #2
Since the onset of
the pandemic, has
your organization
engaged in some
type of planning or
forecasting?

The Management Center Tool
Construct Your Scenarios
Assumptions
Key Assumption
(e.g., Timing: When do we think the
restrictions resulting from the pandemic
will end?)
Programmatic Impact: How deeply would
our programs be impacted (and how)?
Financial Impact: How will our finances
(especially revenues) be impacted?
People Impact: How would this impact our
staff, volunteers, clients, partners, other
stakeholders?
Scenario Summary

Scenario 1: Best
Case

Scenario 2: Worst
Case

Scenario 3: Most
Likely

The Management Center Tool
Action Plan for One Scenario
Scenario Name & Description

Our Strategy

Include name and brief description of scenario.

The overall approach you’ll take if the scenario comes
true.

Immediate Next Steps, Timelines & Owners
List the actions you’ll take to pursue the strategy.

Ideas for Future Consideration
Keep track of things you want to do eventually as the
scenario becomes more likely to happen. Use this
section as a parking lot for ideas.

Indicators to Track
Note metrics to track. These could be metrics that indicate if a scenario is coming true and/or that help you see
if the steps you’ve taken so far are successful.

Case Study: Telluride Historical Museum
Assumptions

Scenario 1: Best Case

Scenario 2: Worst Case

Scenario 3: Most Likely

Key Assumption

Positive test rate continues
to decline both locally and
statewide.

The virus rebounds and
local test rate booms while
capacity of medical
facilities dwindle.

The virus isn’t going away,
but we aren’t being
overrun again either.

Programmatic Impact

Gradual upscaling of core
programming, events, and
visitation.

Some summer
programming takes place,
mainly outdoor tours. In
the fall, programmatic
engagement shifts back to
digital/virtual sphere.

More incremental
upscaling of program,
events, and visitation
capacity.

Case Study: Telluride Historical Museum
Assumptions

Scenario 1: Best Case

Scenario 2: Worst Case

Financial Impact

Minor impact to budget.
Significant impact to
Overall budget reduction of budget. Overall budget
5%.
reduction of 35%.

Fairly minor impact to
budget. Overall budget
reduction of 10-15%. Minor
people impact.

People Impact

Minor people impact.
Office staff operating at
near-normal or normal
capacity. Staff shifting for
distance requirements.
Periodic work from home
likely to continue. Reduced
need for volunteers.

Fairly minor people impact.
Increase in program and
front desk staff hours
consistent with capacity
increase. Volunteer need
and engagement increases.

Fairly significant people
impact. Reduced staff
hours particularly to hourly
program and front desk
staff. Creative repurposing
to keep staff onboard.
Minimal need for
volunteers with significant
loss of engagement.

Scenario 3: Most Likely

Case Study: Telluride Historical Museum
Assumptions

Scenario 1: Best Case

Scenario 2: Worst Case

Scenario 3: Most Likely

Scenario
Summary

We have managed to find a way
to live and operate functionally
despite presence of the virus.
While mask-wearing and
physical distancing entrench
themselves as part of everyday
life, programs and services are
largely back to normal capacity
by the end of summer.
Minimally reduced staff
resources grow to normal levels
by end of year. We only dip into
our operating reserve at less
than $5,000. It’s a new normal
with certain precautions firmly
ensconced, and it feels good!

The virus is back, and we’re
launched in the world’s worst
time machine to March of 2020
when things looked particularly
dire. With some experience in
the shift to digital engagement,
instituting remote programs
should come more easily, and
we should be able to adapt
more quickly. This, in turn,
allows us to garner enough
goodwill to viably compete for
donor resources. We dip into
our reserve at $25,000. Should
have worn masks and kept your
distance, folks!

Things progress as they have for
the past several months.
Restrictions evolve month-bymonth in projectable manner.
The easing of restrictions allows
us to better slot our events and
programs for maximum
engagement and revenue
generation as season rolls
along. Our programs and events
experience some level of downscaling, but we have time to
adjust the experiences to
ensure high quality programs
and events. We dip into our
reserve at $10,000.

Case Study: Museum Action Plan
Scenario Name & Description

Our Strategy

The Scenario 3 - Most Likely: Virus isn’t going away,
but we aren’t being overrun again either. While group
size and capacity increase, they increase at a slower
rate achieving a maximum of 50-75 people indoors
(with masks and distancing) and 100-125 outdoors by
end of September with further increases possible for
winter. Some pauses on the evolution are possible,
but we are not pushed back towards stricter
restrictions or guidelines.

• Explore and institute expense cuts to help offset
potential lost revenue
• Focus more intensely on donor appeal and
membership campaign
• Hybrid of restricted in-person and online
engagement to serve the broadest array of
constituents
• Restricted visitation and program/event audiences
gradually scaled up as summer progresses and
restrictions ease, but remain restricted for balance
of the year

Case Study: Museum Action Plan
Immediate Next Steps, Timelines & Owners

• Craft/distribute publicity on reopening – June 22,
Marketing Coordinator
• Implement infrastructure upgrades to allow
restricted reopening – July 1, ED
• Create set of procedures to allow outdoor
hikes/tours – July 2, Program Director
• Launch new/recurring outdoor tours and hikes –
July 8, Marketing Coordinator & Program Director
• Brainstorm new programs/rescaled events – midJuly, All Staff
• Craft membership/donor campaign – Sept 1, ED,
Marketing Coordinator & Board FR Committee

Ideas for Future Consideration

• Simulcast relevant programs and events via
Facebook Live or similar?
• Online tour of Museum to help provide access to
people who are unable to get to town/get into
Museum?
• Explore feasibility of December fundraiser?

Case Study: Museum Action Plan
Indicators to Track and Owners

•
•
•
•
•
•

Positive test rate – local, state, regional, and national levels – ED
Evolution of group-size restrictions – ED
Community-wide visitation/accommodation numbers – Marketing Coordinator
Museum visitation and program attendance numbers – Front Desk Staff & Program Director
Membership renewal rate – ED
Gift shop revenue – ED

Questions?
Comments?

Scenario planning is a team effort.

Outline all three scenarios at a high level.

Develop financial projections for each scenario.

Tips To Get
Started

Decide on your degree of disclosure and who needs to know.

Keep your board in the loop and seek their input.
Reframe as process for identifying new, unanticipated
opportunities.
Monitor and refine ideas and pull the best from each
scenario.

Tools and Resources
Impact of COVID Report, La Piana
Tough Times Call for Tough Action, SeaChange
Nonprofit Leaders, Get Used to the Uncertainty and Focus on the Big Picture, Alan Cantor
Scenario Planning Tool, The Management Center
Crisis Response Planning Tool, Category One Consulting
From Sustainability to Survivability: How Nonprofits Can Manage Uncertainty Amid Crisis ,
Steven Zimmerman

Ask Denise!
• What burning questions do you
have for me?

• What do you need to create
scenario plans for your
organizations?
• What proactive step you will
take after this webinar?

Poll #3
For the next webinar
in this series, which of
the following topics
interests you the
most?

Thank you for all that you do!
https://telluridefoundation.org/nonprofits/

Next Webinar: Tuesday, August 4, 2020, 12:00-1:30 PM
3rd webinar will be held in September.

Resources and Support:
denise@deniseclarkinc.com

