
Generating a list of uncertainties: Iberia case example 
 

The general approach to evaluating uncertainties is shown below: 

 

The first step in thinking about how the situation may evolve is to generate a list of potential 
uncertainties. To do this, you can simply brainstorm a list – but you might want to check your list. 
The first approach suggested for doing this is to brainstorm different time frames – to stretch your 
thinking. I am sure you can think of more ides – but here is an example to get you going: 

• Short term(1 year) uncertainties 
o Union strikes 
o ... 

• Medium term (3-5 years) uncertainties 
o Regulation protecting Iberia’s position 
o Development of Spain’s road and rail network 
o Demand growth 
o Fuel costs 
o Success of the low cost airlines 
o Ability of Iberia to achieve competitive costs and process efficiency 
o Willingness of travellers to pay a premium for service 
o Shift to web-based ticketing 
o ... 



• Long term (10 years) uncertainties 
o Development of intercontinental travel 
o Development of European tourist market 
o CO2 costs 
o Formation of large, global players and their success 
o ... 

Another way to categorise uncertainties is to think about the types of uncertainty that came up in 
our earlier discussion of the external environment and internal situation – such as uncertainties 
about attractiveness and competitive advantage. For example: 

• Uncertainties about segmentation. Not immediately obvious what uncertainties there are 
about segments e.g., the types of new segments might emerge in this rather mature 
industry. Perhaps the premium economy traveller (although this is not very new) 

• Uncertainties about segment attractiveness (size, growth and profitability). Growth of the 
domestic market. Profitability of the domestic marketsdue to changes in infrastructure and 
LCC competition, the European market due to LCC competition and the Inter-continental 
market due to regulation  

• Uncertainties about macro-forces shaping the environment. Regulation, CO2 are examples 

• Uncertainties about what customers and other stakeholders value. How much will people 
pay for a premium service? How prepared are people to go to Latin America via Madrid? 

• Uncertainties about competitive advantage. Ability of Iberia to cut costs to compete against 
the LCCs. Ability of global players to extract an advantage e.g., Lufthansa and their network 
of international allies. 

A third way to categorise uncertainty is by degrees of unpredictability, for example, “relatively 
predictable”, “known unknowns” and “unknown unknowns”. We have probably thought of the first 
two categories already – so let’s see if we can think of some weird, unknown unknowns i.e., that we 
have not thought of already, e.g.,: 

• Video conferencing really works 
• Global chaos means that every nation wants its own airline again 
• The threat of global warming results in massive contraction of the industry 

A complementary approach to identifying uncertainties is to generate scenarios. A scenario 
represents a logically consistent and holistic view of a potential future state. So, for example, 
scenarios could be developed on the basis of different outcomes for growth and profitability in the 
industry (e.g,. driven by CO2, economic growth, trade, tourism) and the development of global 
versus national airlines (driven by government policy). The resulting scenarios might be captured in 
the following chart: 



 

 

You can then draw out the key uncertainties from these scenarios – many of which have already 
been identified. The scenario approach has some other benefits. It allows for a more rich discussion 
of the future and can create more insight into what the organisation should do i.e., it has benefits 
when it comes to generating issues, options and choices. 
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