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Use Right Lane’s ‘3Ds’ to
analyse possible trajectories
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Making sense of COVID-19:

Dynamic Pathway Planning
Right thinking
Facing uncertainty, scenario
planning methods come into
their own.
In this article, we apply our own
Dynamic Pathway Planning
methodology to illustrate
its practical application for
organisations seeking to make
sense of COVID-19.
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With the COVID-19 pandemic
and isolation measures disrupting
organisations, their customers and
suppliers, and it being the time of the year
executives are intensively undertaking
planning and budgeting work, we are
doing a considerable amount of scenario
planning work right now.

Other strategy frameworks do a better job
when conditions are more predictable1,
but scenario planning, and derivatives
thereof, can come into its own under
conditions of uncertainty. A pervasive
pandemic like COVID-19 (similar to a war
or a collapse in financial markets) raises
the level of uncertainty for everyone.

We’ll be honest – scenario planning hasn’t
been our favourite strategy framework,
in no small part because the way it’s
often used lacks true purpose, context
and clarity. Often the scenarios that
organisations craft are too improbable
and farfetched, or there’s been too much
focus on the front end – crafting clever
combinations of trends and events – and
not enough focus on the back end such
as considering the different planning
responses, or the monitoring and review
disciplines required to determine when to
change tack as the future plays out.

In this article, we share Right Lane’s
seven step Dynamic Pathway Planning
framework, drawing on our own firm’s
experience applying it in the current
climate. We’ve focused on our firm’s
application of the framework, because
our client examples are confidential, and
also because we have found it extremely
helpful in aligning our Leadership Team in
these challenging times.
1

For those interested in strategy frameworks
suitable for organisations in industries facing
different levels of uncertainty, Courtney et al.’s
timeless Strategy Under Uncertainty (1997)
is an excellent read.
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Step 1: Establish the Dynamic Pathway
Planning team
At Right Lane, the first thing we did was to
form a Dynamic Pathway Planning team
and establish some parameters. In our
case, we decided the Leadership Team
was the right group to do this work.
We distinguished this forward-looking
effort from the work of the ‘pandemic
response’ team that is responding to
the immediate priorities of evolving our
COVID-19 policies, getting our people set
up remotely and facilitating new ways of
working.

Step 2: Create the single source of truth on
your pre-pandemic position
For this second step, we reviewed our
strategy, plans and the progress of our
key initiatives. We also took a step back
to recap the key performance trends we’d
been experiencing pre-pandemic – our
track record of revenue growth, steady
increases in average engagement size,
deeper client relationships and a more
diversified revenue base – to give us a
solid understanding of our pre-COVID-19
position and trajectory. We then paid
particular attention to our immediate future
performance indicators – establishing our
cash and debtors positions, our year to
date profit margin and our pipeline of new
work. Being aligned on our pre-pandemic
position gave us a solid foundation for
thinking about the possible futures that lie
in front of us.

Step 3: Gain a greater appreciation of
possible COVID-19 trajectories using Right
Lane's '3Ds'
In step 3, we analysed the ‘3Ds’ of the
pandemic as they were impacting our
operating environment, industry and
firm – that is, the depth, duration and
destination of the pandemic.
In our case we are most concerned about
the longevity of disruption to demand
patterns. Some of our clients have pushed
out strategy discussions or delayed
projects. Will demand ‘snap back’ to
where it was before the pandemic, or will
there be a long-term disruption to demand
patterns? If it will ‘snap back’, when might
that be – when everyone goes back to the
office, when clients’ finances improve or
when organisations decide they want to
catch up on longer-term initiatives?
We also discussed opportunities
presented by the current situation,
including our post-COVID-19 mission or
‘moon shot’ as Sam Mostyn has called it
(Mostyn, 2019).

www.rightlane.com.au

What kind of organisation do we want to
be, on the other side of this disruption?
Our moon shot ideas centred on
opportunities for our clients, our own
firm’s growth and some of our new ways of
working.

Step 4: Combine your insights from the 3Ds
analysis into potential futures
Exploring the 3Ds of the pandemic gave
rise to four ‘potential futures’ we believe
we might face, represented by the matrix
below in exhibit 1, with depth of disruption
(demand patterns go back to ‘normal’ or
they don’t) on the y-axis and duration of
disruption (3-6 months and greater than 6
months) on the x-axis.
For clarity, deep disruption might include
clients wanting different services than
the ones we provided pre-pandemic,
or wanting to engage with us in different
ways.

We examined the implications of each
‘future’ for our strategy, operating model
and financial position. A high-level
snapshot of this analysis is shown overleaf
in exhibit 2.

Step 5: Agree a general position
management will take to face into these
futures
Having established these possible futures
and the implications, we agreed our
general position via a set of principles:
keep our people feeling purposeful,
productive and connected; always
consider what we want Right Lane to look
like on the other side of this; preserve the
cash we’ve built up in the firm as best we
can; and make workforce adjustments
only when necessary, not pre-emptively.
We agreed to plan in six-week blocks,
reviewing progress weekly.

Exhibit 1: Right Lane's four potential futures
‘Disrupted’

3-6 months,
‘disrupted demand’
(demand patterns
shift materially)

>6 months,
‘disrupted demand’
(demand patterns
shift materially)

3-6 months,
‘snap back’
(demand returns
to trend)

>6 months,
‘snap back’
(demand returns
to trend)

DEPTH OF
DISRUPTION

‘Snap back’
3-6 months

>6 months

DURATION OF DISRUPTION
Source: Right Lane Consulting. (2020).

Source: Right Lane Consulting. (2020).

In our case we are most
concerned about the longevity
of disruption to demand
patterns ... Will demand
'snap back' to where it was
before the pandemic, or will
there be a long-term disruption
to demand patterns?
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Exhibit 2: Possible futures based on analysis of the 3Ds
Implications
for:

Strategy

Operating
model

Financial
position

NOT EXHAUSTIVE

Possible futures, based on analysis of the 3Ds
3-6 months, 'snap back'

>6 months, 'snap back'

3-6 months, demand disrupted

>6 months, disrupted demand

• Hold the line on long-term
aspirations
• Adjust existing product/
proposition for new climate

• As for 3-6 months, ‘snap
back’
• Consider mergers and
acquisitions that might make
sense in this climate

• Revisit long-term aspirations
• Identify what will resonate
with clients post demand
disruption – products,
channels, ways of working,
etc.
• Create new offers that chime
with new demand pattern

• As for 3-6 months, disrupted
(more wide-ranging exercise)

• Refresh growth aspirations
• Consider reorganising for new
environment
• Refocus marketing activity
• Stop recruiting
• Identify the changes we’ve
made that we’d like to keep

• As for 3-6 months, ‘snap
back’

• Reset short and long-term
growth targets
• Revisit marketing strategy
• Review required capabilities
and workforce plan

• As for 3-6 months, disrupted
(more wide-ranging exercise)

• Trim discretionary expenses
• Make low impost workforce
adjustments

• Adjust workforce – employ
one or more of reduced
hours/pay, leave without
pay, temporary shutdown,
redundancies

• Rebuild cost structure to fit
new demand pattern

• Rebuild cost structure to fit
new demand pattern (more
sweeping changes)

Step 6: Develop the pathway forward
We then developed a plan that’s robust
to the four futures and flexible enough to
adapt as things change.
We made the changes suggested by the
least disruptive, 3-6 month, ‘snap back’
future. For example, we ‘atomised’,
establishing smaller teams to help our
people stay connected and create
purposeful, productive individual work
programs. We refocused our marketing
activity with the emphasis on staying
connected with existing clients. We finetuned our existing product propositions
so that they would resonate more in the
current climate. We made ‘low impost’
workforce adjustments such as asking
people to use up their time-off-in-lieu if
they were unable to maintain a threshold
level of productivity.
With an eye to possible disruption to
demand patterns, we decided to maintain
our investment in our strategy workshops
service, which will always be in demand;
we launched initiatives to create new
offers that might resonate with clients
under different circumstances; and we
intensified discussions with potential
merger partners with value propositions
that might complement ours in a disrupted
environment.
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Step 7: Identify early warning signals and
adapt in the face of new developments
We set expectations for the next sixweek period covering revenue, pipeline,
cash, profit margin and utilisation,
twelve measures in all, and developed a
dashboard to monitor these measures in
our regular Leadership Team meetings.
We agreed that should we meet those
expectations, we would not make
workforce adjustments.
Agreeing to these measures – along with
targets and ‘early warning signals’ that
identify whether significant, prolonged
disruption is playing out – has brought
focus and agility to our weekly Leadership
Team Dynamic Pathway Planning
discussions. By monitoring these signals
we will have alignment on when we might
need to adapt our plans and change tack
as the situation evolves. We understand
that it is quite likely that the ‘other side’
will be characterised by ‘fits and starts’,
and still further economic uncertainty
– the ‘dance’ as Tomas Pueyo called it
(Leonhardt, 2020), and so we are likely to
need to be highly adaptive in response.
***

We’ve found that Dynamic Pathway
Planning helps bring clarity to an
otherwise opaque set of circumstances
and provides a practical and actionoriented method that’s often absent in
typical scenario planning. It aligns teams,
enriches and invigorates decision making
and reduces the anxiety involved in
working in uncertain times.
We think you’ll also benefit from
embedding Dynamic Pathway Planning
in your organisation.
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If you would like to discuss this article in more detail,
please contact Dr Marc Levy: marc@rightlane.com.au
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About Right Lane
Right Lane is a flourishing, top quality, management consulting firm.
We employ our distinctive ideas and processes, and our absolute
commitment to delivery, to help clients we care about pursue their inspiring
missions.
We work alongside clients who do great work within the sectors they
operate, and we are excited to be involved in creating outcomes that truly
make a difference.
We are an ethical consulting firm with a strong belief in the work we do, and
with a passion to give back to the broader community with the skills and
expertise available within our walls.
Right Lane was established in 1997 to help private, not for profit and public
sector clients to clarify and accelerate their future plans. Over the past
23 years, we have helped the executive teams and boards of around 300
organisations to define and adapt their direction and strategy, identify and
clarify their priorities, align their efforts with their aspirations, get their major
projects started and finished, and measure and improve their performance.

B Corp certified - what does it mean?
In 2015 Right Lane became Australia’s first B Corp certified strategy
consulting firm and the first to be recertified in 2017.
This follows Right Lane’s decision in 2011 to adopt ‘for benefit’ principles,
including reasonable returns, inclusive ownership, stakeholder governance,
transparency, and social and environmental responsibility. Capping our
return on shareholder funds at reasonable levels, rather than seeking to
maximise financial returns, has allowed our firm to pursue our purpose
to contribute to a better society by helping organisations that do good,
do better.
B Corporations are a new kind of company that uses the power of business
to solve social and environmental problems. Certified B Corporations meet
higher standards of social and environmental performance, transparency,
and accountability. The performance standards measure a company’s
impact on all its stakeholders, including workers, suppliers, community, and
the environment. It’s like Fair Trade certification but for the whole business.
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