
Letters in High Energy Physics 
ISSN: 2632-2714 

Volume 2024 

 

73 

 Soft Systems Methodology to Aid Group Interactions in Scenario 

Writing: The Case of ICICI Prudential Mutual Funds 

 

Mehvish Bhata, Ankur Agarwalb, Michail V. Barmpasc* 
aSchool of Business Studies, Sharda University, Dehli NCR, India; E-mail: vishmeh1@gmail.com 

bSchool of Business Studies, Sharda University, Dehli NCR, India; E-mail: ankur.aggrawal@sharda.ac.in 

cSchool of Business Studies, Sharda University, Dehli NCR, India; E-mail: barbasmichael@gmail.com 

Corresponding Author: Mehvish Bhat 

E-mailL vishmeh1@gmail.com 

 

Abstract 

This paper aims to prove the usefulness of decision scenarios complemented by Soft Systems Methodology with 

reference to ICICI Prudential for Kashmir, India. The work is based on reflections derived of Literature Review chapter 

on a PhD Thesis on Scenario Planning for ICICI. Research shows that to reach widely accepted decisions consensus 

is required of anyone working on scenario decisions. However, although much has been said about scenarios being 

capable to preparing organizations for several equally plausible futures and of the capability of SSM to help teams 

reach consensus, few studies attempt to link scenario writing with SSM, and none in banking and consumer investment. 

Part 1 of the study asserts the validity of scenario planning while Part 2 provides an account of SSM. Subsequently, 

Part 3 links the two through a real-life group decision scenario exercise merging scenarios with SSM to assert the 

validity and applicability of this combined technique in strategic management implementation practise. 
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1. Introduction To Decision Scenarios 

Decision scenarios can be regarded as instruments 

assisting firms notice alternative future conditions in 

which situations one may take decisions (Schwartz, 

1991). The aim of employing scenarios in an 

organizational setting is to achieve an operative and 

efficient daily management practice, so that personnel 

at all areas of a firm might work with longstanding 

aims in their day after day decision making (Van der 

Heijden, 2005; Nathania, 2024). Previous projects of 

scenario planning in the banking business have 

revealed that the technique proved to be valuable to 

diverse kinds of monetary institutes, big and tiny, 

public and private. As an instance, scenario planning 

projects in big public banks like the Bank of England 

helped the business to comprehend upcoming 

scenarios, and allowed it to reach the correct decisions 

(Bank of England, 2021). Similarly, smaller private 

banks like the Union Bank and Trust Co. of Nebraska 

have employed the scenario planning method to 

anticipate changes (Schwartz, 1991). Even so, in case 

scenario planning is not executed suitably the method 

appears to suffer of a number of flaws. To understand 

the pros and cons of the scenario planning technique, 

it is required to briefly review the scenario planning 

rules and to elucidate in what way the method works 

in practice. 

How Decision Scenarios Work 

Once predetermined elements are identified 

(predetermined elements can be any changes which are 

foreseeable) in the macro environment along with the 

uncertainties (uncertainties are the macro-

environmental changes which could or could not take 

place), management may be able to recognize a few 

driving forces which may well be employed to reach 

equally probable but diverse scenarios vis-à-vis 

different futures (Moyer, 1996). A ‘driving force’ is 

conceived as a foremost drift affecting present changes 

in the macro environment (Serrat, 2017). Although 

specialized strategists may possibly craft apt scenarios, 

scenarios written by teams are, seemingly, better. As 

Schwartz marks, the real value of the scenarios 

originates to the collaboration amid the persons taking 

a decision and the persons that apply this decision 

(Schwartz, 1991). Perbara and Sunityioso (2023) have 

proven the applicability of team scenario planning by 
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studying the Islamic banking industry of Indonesia. 

Consequently, the current study will argue, by analogy, 

that considering the views of a broader variety of 

stakeholders like floor workers, supervisors, 

customers, suppliers, brokers, government, FIN Techs, 

shareholders, the public and even competitors in the 

scenario planning workout for ICICI Prudential 

Mutual Funds, offers an improved understanding of 

upcoming choices for the particular company. 

Based on these views, a team of diverse participants 

has then been employed in the scenario planning 

project for ICICI Prudential and its geographical 

market of Kashmir in India. Based on the results of the 

exercise, during which the authors of this work acted 

as facilitators, the writers intend to demonstrate the 

decision scenario applicability for the particular 

geographical territory and the specific business. 

Nevertheless, as Eden and Ackermann show, one 

ought also to take into consideration the varying 

degrees of interest and power that stakeholders in and 

around the firm may have and might want to exercise 

in the course of applying any strategic choices 

resulting of scenario planning (Eden and Ackermann, 

1998). This appears to be a thought-provoking 

argument, which alarmed the authors during the 

workshops and afterward, that might upturn any 

strategy reached by the practice of scenario planning in 

the particular firm, and the writers intend to discuss 

more this argument below. 

Goodwin and Wright (2005) hold that businesses can 

employ decision scenarios on two instances. Firstly, a 

company could use scenarios to emphasize the 

capabilities and confines of the business compared to 

quite a few but similarly possible futures. Once 

embracing the diverse scenarios, the scenario writing 

squad may well map the resulted decision scenarios to 

the business idea of the organization and to advise of 

any alterations required (Goodwin and Wright, 2005). 

Prahalad and Hamel have labelled a ‘business idea’ as 

an exemplification of the distinctive (or core) 

competences which a business longs to gain in order to 

furnish buyer value (Prahalad and Hamel, 1990). In 

brief, a ‘business idea’ is a graphic illustration of in 

what way a company may create its inimitable assets 

(core or distinctive competencies) which distinguish it 

of other firms. Hence, the scholar can then map the 

resulted decision scenarios to the forces of the rivalry 

in the market or the markets in which the particular 

firm functions (Van der Heijden, 2005; Schirmer et al, 

2023). Doing this, may in turn assist management to 

frame its strategic decisions (Van der Heijden, 2005; 

Porter, 1979; Borjeson et al, 2006). The above points 

imply that scenario planning is linked with both the 

macro or external environment and the task or micro-

environment of a business and this is how it is thought 

of in the present work. Figure 1 shows this situation: 

 

Source: Van der Heijden (2005) 

Figure 1:  Fit between the scenarios and the business 

idea 

As Figure 1 demonstrates scenario planning is a 

custom-made activity that is performed for a particular 

firm or condition. The mistake into which scenario 

planners fall, is, presumably, omitting to contemplate 

client requirements. As van der Heijden puts it, the 

primary rule of scenario-based planning is to recognize 

your client’s need (Van der Heijden, 2005). 

Consequently, scenario planning appears to be a 

tailored activity; widespread scenarios have 

diminutive meaning for business demeanour (Van der 

Heijden, 2005). 

Besides, the major advantage of scenario planning over 

other strategic planning approaches is that it does not 

only permit a business to form its business strategies 

but the firm can employ the resulted scenarios to 

review lower-level plans or procedures (Goodwin and 

Wright, 2005). Actually, this comprises decision 

making at every business level. In master-planning, 

one will be capable to use the resulted scenarios to 

construct his or her understanding of the likely hazards 

existed in framing a master-plan in conditions of 

diverse but accurately focused scenarios (De Geus, 

1988; Chermack, 2004). Those working with projects 

will also be able to employ the resulted scenarios in 

project management to evaluate the financial 

effectiveness of the business compared to several 

equally feasible futures (Eden, 1987). Eden marks that 

the understanding of the scenarios in this situation 

could enable managers to calculate the risk tangled in 

the several surfaces of a project (Eden, 1987). 
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Moreover, in budget planning even if the budget 

development takes place as a part of a yearly sequence, 

it is important that the strategic implementation 

process does not start from zero, and that scheduling 

boils down to refinement of the former year's plans to 

deal with current changes and statistics, so scenario 

planning is appropriate too (Van der Heijden, 2005; 

Sramova et al, 2021). The above argument implies that 

as scenario planning can be applicable in quite a few 

cases and has an extensive scope, it seems like to be an 

appropriate and valid strategic planning technique for 

the purposes of this study. 

Decision Scenarios Pros and Cons 

Research shows that decision scenarios are capable of 

assisting a firm to better decision making in pre-

decision-making conditions, in decision-making 

conditions, and in post-decision-making conditions 

(Goodwin and Wright, 2005). In addition, scenario 

planning may possibly assist a business to employ 

scenarios as stimuli for organizational change (De 

Geus, 1988). By now the reader is able to perceive that 

decision scenarios are not merely a tool enabling a 

business to shape decisions, but they also appear 

capable of assisting the enterprise to apprehend in what 

way the future will be moulded by its decisions (Bhat, 

Agarwal, and Barmpas, 2024). Hence, a business 

might utilize scenario planning to form its future. In 

contrast, however, Godet and Roubelat state that there 

might be a strain in attempting to transmit the 

comprehensions resulted of scenarios in particular 

cases throughout a firm (Godet and Roubelat, 1996). 

Furthermore, Freeman notes that a number of 

corporations which have not been capable of 

institutionalizing scenarios, have met a dismay in 

executing decisions (Freeman, 2004). 

‘Institutionalizing’ denotes making scenario planning 

habitual with every person in the business and having 

every person reason strategically in terms of diverse 

but similarly probable futures in daily circumstances 

(Phadnis, Sheffi, and Caplice, 2022). As a result, it 

appears to be uncertain if the paybacks of scenario 

planning could be appreciated if the resulted scenarios 

are not broadly recognized in an enterprise, and fusing 

scenarios with a company-wide applied and agreed 

problem-solving technique such as Soft Systems 

Methodology (SSM) could be the reply to this problem 

(Anderson and Gandolin, 2020; Lindqvist, Piirainen, 

and Tuominen, 2008). However, no attempt is done to 

do so in banking and investment situations. The writers 

will explicate more these points below. 

It has been claimed that scenarios are eloquent only if 

the firm has complete understanding of its capabilities 

or distinctive competencies (Godet and Roubelat, 

1996). Schwartz advocates that for scenarios to be 

useful, directors should alter their conduct in the right 

direction once working with diverse but similarly 

probable futures (Schwartz, 1991). Once more, the 

application of a problem-solving method, that is 

capable of supporting employees to alter conduct and 

reach consensus decisions, like SSM examined in the 

present work, appears to be helpful. Van der Heijden 

argues that for scenarios to function they ought to 

target to the heart of the decision and to be 

straightforward, passionate, and bold to gash through 

impediments (Van der Heijden, 2005). This seems to 

occur for the reason that the real world might not allow 

even the finest scenario to materialize (Bradfield et al, 

2005). To be possible to obtain some profit from 

scenario planning it is vital to have confidence in all 

the different futures resulted of scenario writing 

(Tevis, 2010; Chermack and van der Merwe, 2003). 

This once more implies the idea presented above, that 

scenario planning owes to be a tailored exercise allied 

to the business idea of a particular firm (Mietzner and 

Reger, 2005). Considering these insights, the current 

study will tdebate that non-firm-specific scenarios 

created for countries, markets etc, may not be the 

correct method to deal with the future of a specific 

firm. 

Similarly, people who compose scenarios need to be 

broadminded and ready to listen and work to 

accomplish consensus (Korte, 2008; Fernandes, De 

Spouza and Revillion, 2022). This understanding once 

more has moved the writers of the current study to 

utilize SSM as a means of triggering consensus 

decisions in the scenario writing application for ICICI 

Prudential in Kashmir. That which seems to be 

important in scenario planning is not just the scenario 

author’s thoughts of somewhat but that which is 

imperative to every one of the stakeholders of a firm 

taking part in a scenario writing group (Eden and 

Radford, 1990). Thus, grounded on the results 

underneath, this study aims to uphold that the insights 

gotten of the ICICI Prudential Mutual Funds scenario 

writing project, ought to be reached over consensus. 

Else, the lessons someone expects to learn of practising 

with scenarios will not be comprehended 

correspondingly by ICICI Prudential and its several 

stakeholders. Accordingly, the researchers here 

embrace the opinion that for scenarios to be 

appropriately applied, they need to spring of a constant 

strategic conversation involving all the scenario 
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planning contributors, and SSM, as explicated and 

used underneath, appears to support this argument. 

An additional complication in executing strategic 

options resulting of scenarios is conflict of interest 

(see: Gervais and Cossette, 2007; Luehrman, 1998; 

Von der Gracht and Stillings, 2013). Different 

executives might gaze inversely to diverse futures. 

Several business managers might not want to see 

themselves in the organization any longer if particular 

changes happen in the future. Such employees would 

frequently attempt to impose their thoughts and 

preconceptions regarding the future to the remaining 

agents of the scenario planning crew (Gervais and 

Cossette, 2007; Ralston and Wilson, 2006). Involving 

these people in a scenario planning exercise enriched 

by SSM to reach consensus, may be the solution in the 

parcicular case. For scenario planning to be efficient, 

one needs to consider organizational growth over 

individual growth (Ramírez et al, 2017), and 

consensus decisions thrugh SSM a shwn below seem 

to support this idea. As previous studies illustrate, in 

businesses in which employees have targeted own 

rewards, scenario planning was not being wholly 

executed and, in several instances, collapsed (Van der 

Heijden, 2005; Rodriguez-Villalobos and Garcia 

Martinez, 2018; Teece, Pisano and Shuen, 1997). This 

realization appears to appoint the practice of SSM in 

decision scenario teams as a likely way out of the 

above complications. 

2. Soft Systems Methodology (SSM) and Decision 

Scenarios 

Soft Systems Methodology (SSM) is an action-

oriented technique that apparently supports businesses 

to enhance strategic thinking. In SSM the participants 

build models assuming that those models can be 

pertinent to the actual difficulties of executing strategy. 

When this is done the creators use those models to map 

them against views of the factual world in a course of 

assessment (Checkland and Scholes, 1990). In fact, 

SSM originates of the concept of “systems thinking” 

(Checkland, 1981). “Systems thinking” infuses a 

focused practice of the concept of ‘holism’ or ‘holon’ 

(wholeness or whole) caught in the term "system", to 

systematize one’s insights (Checkland and Scholes, 

1990). ‘Holism’ or ‘holon’ is the awareness that every 

part of a system, whether physical, biological, social, 

or political, is interconnected and for this purpose the 

different parts have to be deemed as a whole (Ralston, 

2011). This view of ‘holism’ or ‘holon’ inaugurates to 

the classic Greek thinker and scientist Aristotle in his 

Metaphysics. Aristotle catches the idea of ‘holon’ in 

the expression ‘the whole is more than the sum of its 

parts’ (Zahle, 2003). The idea is recurrent in Aristotle’s 

Politics 1: τὸ γὰρ ὅλον πρότερον ἀναγκαῖον εἶναι τοῦ 

μέρους (the whole is more than the sum of its parts) 

(Aristotle, Politics 1, 1252b27-1253a39). This notion 

upholds that the parts of a whole (as an instance, the 

parts of the human body) are in ultimate 

interconnectedness, so that it is not possible for them 

to exist separately of the whole (in this instance, the 

human body), or cannot be perceived without linking 

them to the whole (Otto and Bubandt, 2010). 

Linguistically, the terms ‘holism’ and ‘holon’ originate 

of Greek, meaning ‘wholeness’ and ‘whole’ (Collins 

COBUILD English Dictionary 2024). Additionally, 

“systems practice” implies utilizing systems thinking 

to introduce decisions one forms in the actual world 

(Checkland, 1981). 

Peter Checkland founded SSM in the late 90’s at the 

Department of Operations Research in Lancaster 

University, UK. Originally it was perceived as a 

modeling technique, but later on it has been realized as 

a coaching and perception enhancement mechanism 

(Strielkowski et al, 2024). Whereas SSM creates 

models, the models are not intended to represent the 

“actual world”, but by employing systems values like 

Aristotle’s ‘the whole is more than the sum of its parts’, 

permit a scholar to form one’s reasoning in an all-

inclusive way (getting together all the constituents 

which instigate a problem in a consensus illustration) 

actually mirroring the real world (Checkland, 1981). 

Also, the models are neither imaginative nor 

normative, even if they may carry characteristics of 

both (Checkland, 1981). What catches the eye as 

regards to SSM is that it conjoins one’s reasoning so 

that one can escalate his or her reckoning constantly 

contemplating the concept of ‘holism’. It is to be 

claimed here that this concept appears to be at the heart 

of the current study as the writers aim to shape 

communal decision scenarios by getting together 

diverse individuals (the parts of the whole) with varied 

experiences who will nevertheless have to work 

together as a squad (the whole or holon). 

Consequently, the existing study deems that the team 

is the specific scenario writing experience is the 

‘holon’ (the system), and the people working on it or 

are depeding of it, are the parts of the ‘holon’. 

Furthermore, the substance of SSM is an appraisal 

amid the world as it is, and models of the world as it 

could be (Checkland and Winter, 2006). Out of this 

judgement sprouts an all-encompassing perception of 

the world, and different ideas for perfecting the world 
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(Checkland and Winter, 2006; Otto and Bubandt, 

2010). Thus, consensus and novelty might result by 

 

     Source: Checkland, & Poulter, (2006). P. 21 

Figure 2: The Steps of SSM 

reviewing the mental models of the decision-making 

members in a team environment (Lindqvist, 2009). 

Figure 2 shows the stages of SSM. The stages are 

straightforward. To begin with, the team members 

state the problem situation in a sentence which all the 

participants approve. To continue with, the group 

drafts rich pictures – drawings permitting the team 

members to describe their opinions pictorially – in a 

brainstorming meeting. (A rich picture for producing 

ideas to assist scenario writing in ICICI Prudential in 

this study is presented below in Figure 3). Hence, rich 

pictures (or condition synopses) are employed to 

depict intricate situations (Checkland and Winter, 

2006). They are an effort to grasp the existent 

circumstances on an unrestricted, sketch of every idea 

conveyed by the agents of an SSM application, 

planning, setups, relationships, effects, cause-and-

effect, and so on (Checkland and Winter, 2006). These 

pictographic diagrams - the rich pictures -, exemplify 

idiosyncratic matters such as the dispositions of the 

diverse accomplices in a problem-solving situation and 

their physiognomies, their opinions and presumptions, 

their inward self and their human nature (Zahle, 2003). 

For instance, if somebody is engaged with a client, he 

or she should endeavour to portray those rich pictures, 

at least in the beginning, from the perception of that 

client instead of focusing on his or her own perception 

of the situation (Checkland and Winter, 2006). The 

same appears to occur in a team environment in which 

every one of the partakers has not the same beliefs and 

views of a problem situation. 

Once the team agrees on the final rich picture, the next 

step is to prepare a CATWOE worksheet (C for 

Customers, A for Actors, T for Transformation 

Process, W for Worldview or Weltanschauung, O for 

Owners, and E for Environment). The CATWOE 

worksheet assists to label the shared visions of 

anybody (the ‘holon’) impacting on the problem 

situation (Sgourou et al, 2012). An account of every 

single one of the constituents of the CATWOE list is 

provided in Table 1 below: 

Table 1: CATWOE Analysis explained 

Customers those who are on the getting 

side of whatever it is that the 

problem solvers attempt to 

solve. 

Actors those who participate in the 

problem-solving exercise, 

habitually planners or 

problem-solving teams. 

Transformation 

Process 

that which the system does 

to its inputs to transform 

them to outputs. 

Worldview or 

Weltanschauung 

a narrative of why it is 

worthy to solve a certain 

problem. 

 

Owners entities round the business 

that have power over the 

state of affairs to affect it 

supportively or 

discouragingly 

Environment the macro-environmental 

restrictions that the Actors 

have to consider the minute 

they work for a way out of a 

problem 

(Source: Sgourou et al, 2012, p.192) 

The next step in SSM is to sketch a conceptual model 

showing the consensus actions (the actions approved 

by all team members) which are expected to solve a 

certain problem in a rational order and where real-life 

activities are suggested in a consensus environment 

too. The way a conceptual model functions, is 

presented below in Figure 3. Actions numbered 1 to 4 

in the upper part of the diagram represent the order of 

the execution of a group of actions (1 to 4) 
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Source: Checkland and Poulter, (2006). p. 24                                                                               

Figure 3: A Conceptual Model in SSM 

decided in consensus by the contributors of the 

problem-solving squad in an SSM workout. 

Conversely, actions 5, 6, and 7, that are illustrated in 

the lower part of the drawing, outside the circle on the 

upper part, is that which is anticipated to occur in the 

actual world beyond the problem-solving team once 

the squad will submit their proposed resolutions 

(actions 1 to 4) to management. In other words, actions 

1 to 4 in the diagram are the activities adopted in the 

SSM exercise by the team whereas actions 5 to 7 

signify in what way the management would respond to 

actions 1 to 4. In this sense, Action 5 (Define 

performance measures) in Figure 3 sets the guidelines 

set up by management in the real world and delineates 

the limits of anticipated performance. Subsequently, 

Action 6 (monitor performance) seeks out to monitor 

that instigating the actions 1 to 4 suggested by the team 

in the top is what is thought to happen in the actual 

world by management. Lastly, Action 7 (Take 

corrective action) stirs up for amendments if any 

adjustments are wanted. To sum up, these actions in 

the model which are located inside the big circle are 

the actions determined by the planning crew during a 

workshop in a series from 1 to 4 in the figure 3 above. 

Whatever is beside the circle is representing the real 

life of the business outside the planning team (typically 

management) which puts the rules, monitors, and if 

required, alters any actions that require to be attuned. 

The last phase of SSM encompasses an assessment of 

the conceptual model with the rich picture drafted in 

consensus at the earlier phases and the suggested 

alterations to the judgements decided by the architects 

of an SSM workshop, succeeded by a suggested action 

(Checkland, & Poulter, 2006). Jackson marks that 

SSM may be employed in scenario writing grounded 

on theoretically operating the activities of the team 

members, mentally or on a paper, to comprehend the 

way scenarios could function in the future (Jackson, 

2000). Also, captivatingly, Checkland and Holwell 

show that SSM is valid in strategy and could be 

employed to support the process of scenario writing 

(Checkland and Holwell, 1998). Rose (1997) has 

excitingly used SSM in combination with scenario 

planning to work out the future of the National Health 

System (NHS) in the UK (Rose, 1997). However, no 

other studies attempt to connect scenario writing to 

SSM and there is also a seeming absence of such 

research in the banking and consumer investment 

sectors (Prasanna, 2020). Therefore, the authors of the 

current paper have employed SSM in Action to test 

whether the method can empower scenario writing in 

a group setting for the particular firm and whether the 

insights of this process may be applied, 

correspondingly, to other banking and insurance 

corporations. 

SSM Complementing Scenario Planning in ICICI 

Prudential 

In the current work the team members have sketched 

rich pictures on the wall separately in a practicum 

sitting. Next, the participants fetched these rich 

pictures in the centre of the room and mingled the 

concepts previously put in the sketchs as illustrations 

into a generally approved rich picture for the whole 

team. The commonly approved rich picture by the 

members of the planning group resembled the drawing 

below in Figure 4. This Rich Picture is inspired by 

work that Professor M.C. Jackson (2003) did on 

Systems Thinking and Creative Holism for managers 

in the University of Hull in the UK and the method is 

widely accepted for identifying problem situations in 

academia and universities. The Rich Picture in Figure 

4 is meant to portray in a basic cartoon-like sketch the 

problem situation in ICICI Prudential. The Table 

below the Rich Picture with letters going from A to H 

will help the reader to follow the steps of the 

improvements in ICICI Prudential policies. ICICI is 

shown in the form of a house in the lowest left part of 

the rich picture (see: letter A). The company seems to 

have several questions about its future in the Kashmir 

market. On the centre of the rich picture the team 

members (see letter B) intervene as advisors working 

in a group setting to assist the firm endure any 

obstacles with the mutual funds industry in Kashmir. 

An arrow was drawn leading to market research to 

identify opportunities in the region (see: letter C). 

Next, one more arrow was pulled heading to novel and 
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improved financial products and solutions in the upper 

left part of the illustration (see: letter D), that in turn 

the business sells to happy households (see: letter G). 

Another arrow on top right shows how younger 

generations consumers, that are particularly fond of 

online solutions, are happy with ICICI Prudential’s 

improved services (see: letter F). Lastly, the team 

members have drawn an arrow taking someone back to 

the lowest left part of the rich picture where at this time 

ICICI Prudential is taking pleasure in the paybacks of 

its novel and superior product policy by collaborating 

with strategic IT and FinTech firms to improve 

operations (see: letter H). If one observes deeper at the 

drawing, he or she might notice an amused situation 

and happy households looking to a prolific future both 

for themselves and ICICI Prudential. 

 

KEY SITUATION RESULT 

A ICICI Prudential at 

present 

Static + Market 

pressures 

B The SSM Team 

formed 

New Ideas for 

improvement 

C Doing Market 

Research 

Coming up with 

suggestions 

D New products high 

in demand 

New Product 

offerings 

E Opening more 

Branches 

Increase in market 

share 

F Attracting Mobile 

customers 

Increase in market 

share 

G Attracting 

traditional 

customers 

Stabilize market 

share 

H ICICI Prudential + 

FinTechs 

ICICI Prudential 

as innovative 

Figure 4: The situation improved in ICICI Prudential 

When the rich picture was ready, the team members 

got together again and drafted a CATWOE checklist as 

illustrated in Table 2. Here one may observe how the 

practice of SSM assisted the planning squad to arrive 

in consensus regarding the micro and macro 

environmental developments which would help them 

to apply the strategies derived of scenarios or else halt 

them. Likewise, this explicit CATWOE checklist drew 

the Customers (recipients) of executing the activities, 

that in this example were the business and its clients 

that are working to make it  

Table 2: CATWOE Analysis for ICICI Prudential in 

the Kashmir market 

Customers ICICI Prudential, clients, 

scenario planning group, the 

community 

Actors ICICI Prudential, scenario 

planning group, the 

community 

Transformatio

n Process 

need to stay alive in Kashmiri 

market ----- need encountered 

through improved services 

Worldview 

(Weltanschauu

ng) 

Novel and better-quality 

services will assist us expand 

our market share in Kashmir 

Owners ICICI Prudential, the State, 

RBI, Mumbai stock exchange, 

clients, Fin Techs, Brokers 

Environment Environmental kerbs make us 

re-design our business 

processes offering 24/7 client 

support; ICICI Prudential MF 

culture upgraded 

 

happen, such as ICICI Prudential administration and 

workers, the scenario planning team members, the 

community, the likely result, and for what reason it is 

virtuous for the firm in undertaking this project (the 

Worldview or Weltanschauung). 

Once evaluating the results of the CATWOE and 

composing a rough root definition in which the central 

aim of the SSM workshop was defined, - that was, 

‘working to develop a system that finds and evaluates 

changes in the environment which will affect ICICI 

Prudential business operations’, a rough SSM model 

was shaped in the team and the sequence of the actions 

were outlined, drafted, and arranged from top to 

bottom in the model. Essentially, the rough root 

definition articulated a transformation process with an 

input, expressed in the term ‘develop a system’, a 

transformation, stated by the sentence ‘that finds and 

evaluates changes in the environment’ and the output, 

conversed by the sentence ‘which will affect positively 

ICICI Prudential business operations. The conceptual 

model is presented in Figure 5. The model was 

constructed by considering environmental changes and 

the uncertainty of the future and meant to guide ICICI 

Prudential to adopt a system to handle change and then 
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to employ this system for decision making under all 

likely scenarios. Consequently, the SSM model in 

Figure 5 was turned into the basis of Table 3 below 

citing the actions of the model in an everyday portfolio 

strategies order. 

 

Figure 5:    A model used in the ICICI Prudential MF, externally oriented 

Table 2 demonstrates what it was probably expected to 

occur in the actual world with reference to the 

sequence of actions acknowledged in the conceptual 

model.  The lessons from the SSM exercise are 

demonstrated in Table 2 (resulting of the model in 

Figure 5). The decision scenario team that undertook 

to draft the model in the present work was finally 

capable of comparing the actions recommended by the 

model to what might come out to be in the actual world 

and to consent on the strategies resulting of scenarios 

as articulated in the actual world. 

Table 3: Comparison between model and real world based on model in Figure 5 

ACTIVITIES IN MODEL REAL WORLD 

Identify external issues likely to affect the 

company 

Decision makers do base on knowledge of procedures. Instinctive. 

Evaluation with others' limitations. Significantly depend on 

familiarity with individuals/teams. Not official. Previous 

knowledge might not be acceptable. 

Define key issues (external) to be 

monitored 

Restricted by feasibility of what may be achieved. Does not 

distinguish among important and contingent issues 

Identify source of relevant information Research, interviews, library, databases, suppliers, advertisements, 

the media, previous records, etc. Knowledge, advisers. Unions, 

corporate figures, administration, etc.   

Tap into and monitor relevant information Pay for/conduct research. Study volumes of data. Establish 

subscriptions. Start tutoring/training workshops. Hire 

employees/management to perform.  

Identify possible environmental changes Set up interviews with employees. Take advise from experts. Draft 

a SWOT to identify prospects and risks. Search for drifts 

Evaluate possible environmental changes Scenarios as a tool for testing the Business Idea. Creation of 

strategies, Owners with diverse grades of power and interest. 

Different aims might not be clear-cut.   
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3. Conclusion 

As Burge (2015) marks, root definitions, rich pictures, 

CATWOE studies, and Conceptual Models in SSM 

depend upon the practice of defensible logic (Burge 

2015). The point which the writers of the present study 

want to emphasize is that the rich pictures, CATWOE, 

conceptual models, and the other SSM instruments 

used in the work are not models of the actual world that 

one perceives and senses, but rational models of that 

which might probably be. This being said, they look 

similar to decision scenarios. As Checkland and 

Winter write, SSM is not in reality problem solving in 

the sense of considering the actual world to discern the 

root causes of complications (Checkland and Winter, 

2006). Central, though, to the building of the models is 

the practice of defensible logic which is assumed of an 

assertion of the objective captured in a Root Definition 

of a relevant system (Burge 2015). The authors here 

will argue thata this notion of defensible logic seems 

to be at the heart of the specific scenario writing 

project. It is imperative to emphasize at this point that 

the conceptual models and the other SSM tools 

employed in this study are models of that which 

realistically has to be accomplished in order to achieve 

the objective identified in the root definition and 

purpose to illustrate that defensible logic is pertinent in 

the particular cases applied. Conceptual models are an 

archetypal of whatever “virtuous” appears to be that is 

possible to be linked to real life in order to find out 

where change can be grasped (Checkland and Scholes, 

1990). In the present paper this concept appears to tie 

ideally with scenario writing as decision scenarios are 

likewise models of the “virtuous” that which is about 

to come – what is probable to happen - as in the 

situation in ICICI Prudential. Four such scenarios were 

built by the team for ICICI Prudential focusing to the 

future or possible futures of the firm in the 

geographical area of Kashmir in India. Named as 

‘Abundance, ‘Sagacity’, ‘Slump’, and ‘Intelligence’, 

all four scenarios claimed to be plausible and as such 

they have been institutionalized in the firm. This study 

shows that the use of SSM in Action by the scenario 

writing team in this specific case has empowered the 

process, systematized the scenario writing team’s 

priorities, and enabled reaching consensus. Subsequent 

research shows that the above-mentioned points are at 

the heart of scenario planning (see: Bhat, 2024). 

To return to SSM, disagreeably, for Burge, the 

language of SSM is not one of regular routine and it is 

to employed less in strategic management (Burge 

2015). However, also grounded on the outcomes of the 

Bhat (2024) study and previous studies (see: Barbas, 

2014), the present work shows that the language of 

SSM is at the center of strategic scenario writing in a 

collective environment with reference to the 

application done for ICICI Prudential and has 

decidedly assisted the firm to form strategic options. 

Therefore, the authors here will consider that 

conceptual models in the sense of SSM linked to the 

actual world are useful strategy implementation 

instruments. SSM in the current study has allowed the 

ICICI Prudential scenario writing squad to cultivate 

consensus associated to the implementation of the 

decision scenarios built for the business. Moreover, the 

scenario writing team in this exercise has witnessed 

that the language of SSM is not dissimilar to the 

language of scenario planning as together they 

endeavor to illustrate that which would be and how to 

get ready for diverse futures (‘occasions’ in SSM). 

Besides, scenarios at this point could also be perceived 

as depictions of the “virtuous” that is around to occur, 

similarly to SSM models. That which is also 

noteworthy here is that as the SSM model created for 

ICICI Prudential appears to be likely to muddle 

through with any of the ICICI scenarios, SSM may 

then, evidently, be employed jointly with scenario 

planning in new situations, and in future research to 

help grow consensus thinking in a decision scenario 

writing group. 
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