
Generating alternative ways to frame the issue: Iberia case example 
 

We now have an overall view of Iberia’s current position and the trends and uncertainties that it 
faces. We now need to define the issues that the strategy needs to address. To do this, we need to 
generate some alternative ways to frame the issue, and then select one (potentially several) to focus 
on. 

A first step is to simply brainstorm some ideas. I find that asking a group of people to write down 
what they think the top  1-3 issues are brings out a lot of ideas e.g., How to.... 

• Maximise long term shareholder value 
• Grow inter-continental 
• Protect domestic 
• Win in Europe 
• Withdraw from Europe while retaining the feeder network 
• Cut costs to be competitive 
• Launch a low cost airline 

By doing this you are already off to a good start. You can start by trying to put this into a hierarchy of 
broad versus narrow issues – as this will help you develop a structure of issues. For example: 

• “Maximise long term shareholder value” defines the issue at a very high level. All of the 
other issues can be clustered under this banner 

• One level below are How to.... “grow inter-continental”,” protect domestic”, “win in 
Europe”.  All provide a clear direction for Iberia. 

• At a somewhat lower level are How to “withdraw from Europe while retaining the feeder 
network” (which could be seen as a sub-issue below “grow  inter-continental”), “Cut costs to 
be competitive” (as this could support several or all of these strategies), and “launch a low 
cost airline” – which could be part of Win in Europe or Protect domestic. 



These results are summarised in the following chart:

 

You could now brainstorm further by asking questions triggered by this structure e.g., 

• What other higher level issues might there be e.g., How to... “create a competitive global 
airline” or “serve the travel needs of the Spanish people”. 

• What other next level issues might there be e.g., “How to create a leading business class 
European Airline?” 

• What lower level issues might there be e.g., “How to become one of the top ten globally for 
the quality of service for business customer” 

Continuing in this vane would lead to a lot of different ways to frame the issue. This would lead to a 
wide range of potential options, and also a way to narrow down the options if you can identify one 
issue as being the priority for the strategy to address. 

There are more structured ways to generate ways to frame the issue. One described in the chapter is 
to first list alternative objectives and constraints and then combine the two in different ways. For 
example from our earlier discussion – here are some alternative objectives (from our initial 
brainstorm): 

• Maximise long term shareholder value 
• Grow inter-continental 
• Protect domestic 
• Win in Europe 

Here are some potential constraints 

• Maintaining critical mass 
• Serving the air travel needs of a broad section of the Spanish population 
• Investing no more than X Billion a year 
• Generating an 8% return on assets 



We can now combine these to create different ways to frame the issue e.g., 

• Maximise long term shareholder value while still serving a broad section of the Spanish 
population 

• Grow inter-continental generating an 8% return on assets and investing no more than 3 
billion euros a year 

• Etc. 

Another way of creating more statements of the issue is to broaden or narrow the frames you 
already have e.g., 

• If you were to take the issue, “How to grow inter-continental”  you might you make it more 
broad by re-framing it is “How to serve the needs of the inter-continental traveller” (as this 
might trigger a broader range of options) 

• Or, you might make the same issue more narrow by re-framing it as “How to grow the Latin 
American business” 

Or, we could use the 5 Whys technique to develop more potential objectives and thus more 
potential frames. For example, start with the objective listed above “protect domestic” 

1. Why do we want to protect domestic? Because it provides the feeder network to grow 
intercontinental business. 

2. Why do we want to grow intercontinental business? Because then we can avoid the low cost 
carriers? 

3. Why do we want to avoid competing with the low cost carriers? Because we want to be able 
to compete on quality of service not cost 

4. Why do we want to compete on quality of service not cost?  Because there are higher 
potential returns than in the more cost-driven, commodity parts of the business. 

5. Why do we want higher returns? Because we need to generate enough returns to maximise 
shareholder value 

6. Why do we need to maximise shareholder value? Because we need to be able to raise 
capital to continue to grow 

7. ...That is enough – you have already had six questions not five! 

As the objective (shown in italics) has changed, so has the implied issue e.g., from How to protect 
domestic, to How to grow intercontinental, to How to avoid competing with low cost carriers to How 
to compete on quality of service not cost, to How to generate higher returns to How to maximise 
shareholder value to How to raise sufficient capital to continue to grow. 
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