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Abstract 
Scenario planning is a set of methods to help enterprises carry out strategic planning in 
a highly uncertain environment. Nokia is a successful practitioner of scenario planning, 
especially in the process of dealing with the market share being surpassed by Samsung, 
the stock price hitting a record low, and Microsoft's listing of Surface computers, etc., 
applying this method to successfully implement strategic transformation. After years of 
practice, scenario thinking and scenario planning methods have become an integral part 
of Nokia's culture. Through the longitudinal case analysis, this article found that Nokia’s 
successful experience in scenario planning includes: 1) To clarify the objectives of the 
scenario planning; 2) To pay attention to the quality of the strategic dialogue process; 3) 
To emphasize the skills and methods of systems thinking; 4) Managers Need to 
experience personal actions and continue to advance. 
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1. Introduction 

Scenario planning is a method of helping enterprises to scientifically formulate strategic 
planning in a highly uncertain environment. As a new type of strategic planning approach, 
scenario planning can not only help decision makers make specific decisions, but also make 
decision makers more sensitive to signals of change. Not only did it emerge and play a role in 
the first oil crisis, but in recent years it has become one of the most widely used methods in the 
field of corporate strategic management. The purpose of scenario planning is to make decisions, 
which can not only substantially improve the quality of decision-making, avoid enterprises 
from making wrong decisions due to insufficient preparation when encountering a crisis, but 
also change the basic logic of enterprise management and help enterprises achieve hypothesis-
driven decisions. 
Scenario planning method plays a key role in businesses facing highly uncertain environments. 
Foreign scholars have explored it as a strategic planning method [1, 2], but the application of 
scenario planning in China is currently mainly concentrated in macro fields such as land, urban 
planning and energy [3, 4, 5]. There are few case studies on the application of scenario planning 
methods in the process of making strategic decisions, and how companies should dynamically 
make strategic decisions based on the scenario planning method still needs further exploration. 
Therefore, this paper takes Nokia Enterprise as the research object and uses the longitudinal 
case study method to analyze its scenario planning application, development process and key 
factors of success, and provides theoretical insights and management implications for the 
development of scenario planning. 
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2. Literature Review 

Scenario Planning is a set of methods to help organizations strategically plan in a highly 
uncertain environment [6, 7], that is, to envision various scenarios that may occur in the future, 
and to formulate a response plan in advance, and once the envisioned scenario appears, the 
organization can quickly implement the plan [8]. Scenario planning was first used for military 
planning and was later used by the Dutch Dutch Shell as a strategic corporate management tool, 
which successfully responded to the 1973 oil crisis. In more than 40 years of scenario planning 
application history, Shell has carried out several scenario construction around geopolitics, 
economic development, scientific and technological progress, social culture, energy and 
environment, etc., integrating the response to future uncertainty into the company's strategic 
considerations, and successfully responding to crises and challenges many times [9, 10]. Shell 
has made scenario planning an increasingly recognized effective tool for dealing with a highly 
uncertain future, being applied to its management practices by numerous government 
departments and commercial organisations [11]. 
In this era of uncertainty and complexity, a considerable number of books and academic 
literature have explored scenario planning as a strategic planning method [1, 2, 12]. Domestic 
research on scenario planning began in the late 1980s and is mainly used at the national macro 
level, such as: agriculture [13], military [14], land use [15], urban planning [4, 16], energy [5] 
and ecological environment planning [3] and other fields, but the application in the field of 
enterprise management is very rare. Domestic scholar Cao Yang (2006) believes that the 
dynamic strategic management method based on scenario planning provides effective ideas 
and tools for enterprise crisis management (especially crisis prevention), and its basic 
application idea is to "analyze the environment in which the enterprise is located - create the 
scenario of the enterprise crisis - transform the scenario into the enterprise crisis response plan 
according to the logical relationship between the scenarios"[17]. In the context of COVID-19, 
more and more entrepreneurs and scholars are finding scenario planning essential to the 
strategic management of enterprises [18, 19, 20]. 
Through the literature review, it is found that the existing research on scenario planning is 
mainly concentrated in the macro field, and case studies on the application of scenario planning 
methods by enterprises in the process of making strategic decisions are still lacking. Second, 
existing research is mainly based on one-off planning of scenarios, rather than longitudinal 
studies to explore the impact of scenarios on the evolution of corporate strategy. Based on this, 
further exploration is needed on how companies can dynamically make strategic decisions 
based on scenario planning. 

3. Research Methods and Design 

3.1. Method Selection 
This study adopts a longitudinal case study method, mainly based on the following reasons: 
Firstly, the case study repeatedly verifies the theory based on the actual situation of the 
enterprise, which helps to accurately propose the theoretical framework. Secondly, this study 
introduces new perspectives designed to answer the "why" and "how." Thirdly, the context of 
this study is that after Situo Li became the chairman of Nokia, it achieved transformation and 
reorganization. Sorting out the causal evidence chain through the case study is conducive to 
clearly presenting the mechanism of action of transformation and improving the internal 
validity of research. 

3.2. Case Selection 
This study follows the principle of typicality, and Nokia Corporation is selected as the research 
object, which can represent the same type of enterprises with the same characteristics and the 



Volume 3 Issue 10, 2022 

DOI: 10.6981/FEM.202210_3(10).0030 

247 

Frontiers in Economics and Management 

ISSN: 2692-7608 

dominant logic of such enterprises. The main reasons for choosing Nokia are as follows. First, 
Nokia is a typical representative of the successful application of scenario planning theory after 
Shell, in view of the huge changes in the market competition pattern, Nokia leaders have 
successfully achieved the most favorable planning for Nokia by judging the situation and 
seeking truth from facts about the various scenarios that may exist in the future mobile phone 
industry. Second, focus on the whole situation at the macro level, and start detailed planning at 
the micro level; While Nokia is actively preparing to sell its mobile phone business, it also began 
to plan various scenarios after the divestiture, and finally formulated a restructuring plan 
around Siemens Communications. After the reorganization, it reappeared in front of the world 
as the world's second network infrastructure provider, achieving a qualitative leap within eight 
years. 

3.3. Data collection and Analysis Ideas 
3.3.1. Data Collection 
This study is based on a large number of second-hand data. Specific sources include: official 
website information of case companies, company annual reports, speeches of senior managers 
at different times, comments by industry authorities, etc., as well as industry analysis reports, 
company research reports, monographs, journal papers and media articles. 
3.3.2. Analysis Ideas 
Firstly, through the collected data, the longitudinal analysis of the case enterprises is carried 
out, and the implementation path and stage of the case enterprise scenario planning are 
summarized; Then, the longitudinal analysis is carried out in combination with the 
development stage of the case enterprise, and the growth trajectory of the case enterprise after 
using scenario planning is obtained; Finally, the conclusions of the analysis are further explored 
with a view to clarifying the evolution of scenario planning and its successful mechanisms. 

4. Case Analysis 

4.1. Case Introduction – Nokia 
Nokia is a multinational company founded in 1865 for the production of mobile communication 
equipment and related services, headquartered in Espoo, Finland. On February 11, 2011, Nokia 
and Microsoft reached a global strategic alliance and deeply cooperated to develop the 
Windows Phone operating system. However, in the face of the rise of smartphones, Nokia's 
position as the NO.1 in global mobile phone sales was surpassed by Samsung in the first quarter 
of 2012, ending 14 years of market dominance. In 2012, Situo Li became the chairman of Nokia, 
introducing scenario planning method to adjust the core business from mobile phones to 
communication equipment manufacturing, which has made Nokia now the second largest in 
the global communication equipment industry after Huawei. In the process, the scenario 
planning approach became a winning formula for Nokia's business transformation.  

4.2. The Process of Scenario Planning at Nokia 
Nokia announced an extensive strategic partnership with Microsoft in 2011 to make Windows 
Phone its primary smartphone operating system. Faced with the crushing of many competitors 
such as Samsung, Nokia's share in the mobile terminal market has gradually declined. When 
Situo Li became chairman of Nokia in May 2012, Microsoft also released a new product called 
the Surface Tablet, which posed a potential threat to Nokia's business. The listing of the Surface 
Tablet has broken the previous alliance relationship, which means that in addition to producing 
computers, Microsoft may also enter the field of mobile phone production and compete directly 
with Nokia. 
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In response to this competitive market situation, Nokia's management team used scenario 
planning methods to design the following four main scenarios. 
(1) Renegotiate the partnership with Microsoft 
In order to maintain the partnership and not be greatly affected by the market in the short term, 
Nokia can negotiate with Microsoft to determine whether it will be acquired by Microsoft. In 
this way, the relationship with Microsoft can be redefined, and the situation of competition can 
be alleviated. Nokia also has enough funds to open up new projects and new markets. 
(2) Disrupt the entire market with new projects 
Nokia's Symbian system at that time could not meet the market demand, and continuing to 
invest in the Symbian system would not bring more benefits to the company, and using this 
method to deal with competition with Microsoft was tantamount to finding a dead end. 
(3) Explore the possibilities of other non-Android options 
In addition to Nokia's abandoned Symbian system, there was only Firefox operating system and 
Facebook proposed operating system on the market at that time, but these alternatives could 
not be compared with the Android operating system. At the same time, Nokia's "Serenity" cloud 
operating system that was being developed at that time has not been smooth, so exploring other 
non-Android options is not feasible. 
(4) Use the Android platform, independent R&D or external acquisition 
Choosing this solution may have problems: First, it is difficult to keep it secret from Microsoft 
and the public, and the leak will inevitably lead to disputes between Nokia and Microsoft, and 
make the public think that Nokia has lost confidence in Microsoft's mobile operating system, 
thus losing confidence in Nokia. At the same time, switching from the Windows Phone operating 
system to the Android operating system is a huge system project, and it will take at least two 
years to achieve a perfect match with the operating system, so that the profit is even more 
distant. 
Through the above analysis of the pros and cons of the four options, Nokia finally took the 
approach of negotiating with Microsoft. Therefore, in the process of combing the application of 
Nokia's crisis times and scenario planning, we found that Nokia assumed four different 
measures in the four scenario plans, and the consequences were different. 

4.3. Key Findings of the Case Study 
4.3.1. Use Scenarios for Scenario Planning 
Scenario planning is a method of planning a company's long-term strategy based on future 
uncertainties. By combing and summarizing, and analyzing the application of this method in 
the process of Nokia's core business transformation, the application scenarios of the scenario 
planning method are mainly as follows. 
(1) Ideal for businesses with long product lifecycles, capital intensive, or large inventories 
The key step in the implementation of the scenario planning method is to think about the 
possible factors that determine the future environmental development according to the core 
issues determined by the manager and the time range, however, for enterprises with relatively 
short product life cycles, due to the rapid changes of the times, the situation changes too much, 
the possibilities are too many, and the risks are difficult to predict, so it is more difficult to 
predict the possible factors in the future. Nokia, on the other hand, is located in the 
communications industry, with a relatively long product life cycle and is a capital-intensive 
enterprise, so it is easier to predict and analyze possible scenarios in the future, and it is more 
appropriate to implement scenario planning methods. 
(2) Make decisions in times of uncertainty 
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Combining Shell's success and Nokia's longitudinal case studies, this paper finds that when 
choosing to use a scenario planning approach, organisations are often faced with 
transformational needs or uncertain decisions. In June 2012, following Nokia's announcement 
of a strategic alliance with Microsoft, Microsoft announced the launch of Surface Tablet PCs, 
which broke the alliance between the two and also implied that in addition to the production 
of computers, Microsoft may also enter the field of mobile phone production and compete 
directly with Nokia, which is tantamount to a crisis for Nokia. This potential threat lays the 
foundation for Nokia's adoption of scenario planning approaches. 
4.3.2. Key Factors of Scenario Planning 
Ideal for businesses with long product lifecycles, capital intensive, or large inventories. 
(1) Clear purpose 
The first step in scenario planning is to define and analyze the problem according to the current 
situation of the organization, that is, the organization needs to identify the problems that need 
to be solved. Implementing scenario planning without clarifying the objectives of organizing 
and implementing scenario planning can easily lead to planning deviations and failure. Through 
the vertical case analysis, Nokia clarified how to break the partnership with Microsoft to avoid 
direct competition with it before implementing the scenario planning, which set the direction 
for the step-by-step implementation of the scenario planning later. 
(2) The quality of the strategic dialogue process 
Scenario planning requires a reasonable imagination of future scenarios, so systematically 
considering strategic dialogue is important for stimulating ideas, increasing understanding, 
reaching consensus, and taking effective action. Through the longitudinal case analysis, Nokia's 
management team conducted in-depth discussion and analysis of the four main scenarios that 
will occur in the future, excluded unreasonable or unfeasible scenarios a nd actions one by one, 
and finally chose to negotiate a partnership with Microsoft. 
(3) Skills of systems thinking 
In the process of scenario planning, whether it is the interpretation of business philosophy, 
environmental analysis, and situation development, great emphasis is placed on the skills of 
system thinking, and it is necessary to improve the systematic thinking skills of planners by 
applying the basic methods and tools of system thinking, such as system loop diagrams and 
behavior pattern diagrams, and make them effectively promote the actions of strategic planning. 
Through longitudinal case analysis, it was found that Nokia grasped the various possible 
situations in the overall situation in a systematic way, and carried out predictive analysis for 
the occurrence of each situation, while preparing for the situation, which played an important 
role in the implementation and promotion of scenario planning. 
(4) Continuous promotion from managers 
Organizational managers play a vital role in the implementation of scenario planning. Because 
managers are the only ones who can successfully complete scenario planning, other 
professionals can only help in moving the process forward. The scenario planning method was 
first introduced by Situo Li, who was then the chairman of Nokia, and since then, Situo Li has 
been committed to the implementation and promotion of scenario planning, whether it is in 
three negotiations with Microsoft or later making the decision to divest the map business, Situo 
Li has always been personally involved in the whole process to ensure the smooth development 
and implementation of the scenario planning. 
4.3.3. The Effect of Scenario Planning 
The purpose of scenario planning is to make decisions. It can not only substantially improve the 
quality of decision-making, avoid enterprises from making wrong decisions due to insufficient 
preparation when encountering crises, but also change the basic logic of enterprise 
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management and help enterprises achieve hypothesis-driven decisions. Through the 
application and implementation of the scenario planning method, starting from the enterprise 
situation, combined with the overall situation of the industry and the market, Nokia proposes 
the strategy of repositioning the communication equipment business with the planning of the 
future development direction as the main goal, and finally diveses the other two major 
businesses and focuses on the further development of the communication equipment business. 
This initiative finally laid the foundation for Nokia's return to the global leadership in the 
communications equipment industry. 
(1) 5G is making a comeback 
As of April 2019, Nokia's 5G standard essential patent applications were 1427, accounting for 
13.82%, ranking second only to Huawei in the world. As of 2019, Nokia has seized a lot of 
market share in 5G. Nokia announced through its official website that it has entered into 63 
commercial 5G contracts worldwide and does not include any other type of 5G agreement, such 
as paid network trials, pilots or demos. At this point, Nokia has become a global 5G giant. 
(2) 6G is on the rise 
The repeated use of the scenario planning method in Nokia has made it break the original 
mental model in the face of turbulent environment, forming a strong sense of foresight. Based 
on this, Nokia's strategy in 6G has also been adjusted, and since 2019, Nokia has signed a 
memorandum of understanding on research and development cooperation with SK Telecom of 
South Korea and Ericsson for the development of 6G technology. It can be seen that Nokia has 
its own views and plans in 6G. 
4.3.4. Promotion and Application of Scenario Planning at Nokia 
After years of practice, situational thinking and scenario planning have become an inseparable 
part of Nokia's culture. Situo Li once told the outside world that a proposal without an 
alternative cannot be submitted to Nokia's board for discussion. In 2012, Li introduced the 
scenario planning approach into Nokia's strategic development and planning principles, which 
Nokia later applied to the acquisition of a stake in Noosi Communications and the acquisition 
of Alcatel-Lucent. The use of scenario planning has had a profound impact on Nokia. 

5. Conclusion and Revelation 

5.1. Research Conclusion 
Using a longitudinal case analysis method, this paper explores the process of Nokia using 
scenario planning methods to make favorable decisions under extremely high uncertainties, 
and emphasizes the use scenarios and implementation elements of scenario planning. Since the 
application of scenario planning methods in 2012, this paper has continuously tracked Nokia's 
development dynamics and the implementation of scenario planning through second-hand 
data and carried out relevant analysis. The main findings of this paper are as follows. 
First of all, from Nokia's strategy of planning to sell the mobile phone business and the changes 
it has made in negotiations with Microsoft for different scenarios, it can be fully found that the 
scenario planning method plays an important role in the company's major strategic decision-
making and crisis response process. Through Nokia's successful strategic transformation case 
study, this article fully explains how companies in crisis can use scenario planning methods to 
predict, coordinate and respond. It can be seen from the process of Nokia's short-term and long-
term use of scenario planning that the ultimate orientation of scenario planning is to make 
decisions and predict possible resource waste and adverse market reactions in advance. This 
tool is systematic and scientific, but at the same time it must use imagination to sensitize 
complex decision-making processes so that they can be better grasped. 
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Second, while scenario planning method can have a huge impact on the development and 
reform of enterprises, it is limited by implementation scenarios and elements. From the 
perspective of implementation conditions, capital-intensive enterprises such as Nokia are more 
suitable for implementing scenario planning than enterprises that are very sensitive to 
environmental changes, because scenario planning requires a certain period of time, and it is 
difficult to achieve centralized allocation and full utilization of organizational resources in a 
short period of time. From the perspective of the requirements of the implementation process, 
it is necessary to use skills and methods that are helpful for systematic thinking, such as system 
circulation diagrams and behavior pattern diagrams, to carry out scenario planning under the 
premise of formulating scenario planning goals and detailed scenarios in conjunction with the 
development strategy of enterprises. In this process, it is also necessary to emphasize the 
guiding role of managers.  

5.2. Theoretical Contribution and Practical Inspiration 
The theoretical contributions of this paper mainly include the following two aspects. 
First, this paper comprehensively analyzes Nokia's strategic transformation process from the 
perspective of scenario planning, combines strategy and scenario planning, that is, in the 
process of implementing scenario planning, the development strategy of the enterprise should 
be considered, and this process in turn will affect the strategic transformation of the enterprise. 
Second, this paper summarizes the scenario planning process of the case enterprise by 
inductively analyzing the scenario planning process of the case enterprise, summarizes which 
enterprise is suitable for scenario planning under what conditions, expands and analyzes the 
key elements in the implementation process of the scenario planning on the basis of the existing 
research of the verification scholars, and emphasizes the combination of strategy, manager and 
system method. 
The practical enlightenment of this article mainly includes the following two points. 
First, companies are facing a complex business environment in the era of VUCA and need to 
master scenario planning as an important decision-making tool. In the face of uncertain 
development situations in the future development process, enterprises can make more 
reasonable decisions by mastering panoramic information, analyzing specific scenarios, 
conducting simulation exercises and other scenario planning steps, and calmly cope with the 
uncertainty and discontinuity they face, which can not only make enterprises eliminate the 
crisis to a large extent, but also calmly face the crisis. 
Second, enterprises can not only apply scenario planning methods to predict and advance 
layout, but also further integrate scenario planning into daily management, that is, the 
implementation of scenario management. Scenario management, which has evolved from a 
single scenario plan, allows more people to participate in the decision-making process, and uses 
collective wisdom to have a fuller discussion and produce more scenarios. At the same time, 
more external information can be entered in the decision-making process, and decisions can be 
executed more quickly. In addition, collective decision-making can better exert the enthusiasm 
of employees, and can achieve large-scale and efficient decision-making in the case of rapid 
growth of the enterprise or the complexity and diversity of the external environment. 

5.3. Research Limitations and Future Perspectives 
Although this article provides a detailed longitudinal analysis of the process of implementing 
scenario planning for a typical company, there are still some shortcomings to be improved: First 
of all, this paper mainly uses second-hand information, although after detailed data collection 
and analysis, there may be deficiencies in the source of information, and future research can be 
combined with first-hand interview data for research and analysis. Secondly, this paper selects 
a single case study, which considers the typicality of the study to a certain extent, but the future 
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research can conduct comparative research and analysis on multiple enterprises, and correct 
and test the existing conclusions to improve the universality of the research. 
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