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Thinking Differently About 
the Future

How scenario planning helps you foresee alternative landscapes that might await you

 4 Luglio 2023



We all know the future 

will be different!



How  will it be different?



4 common ways to 

think about the future

All 4 of them wrong



I never think 

about the future; 

it will get here 

soon enough.



The best way 

to predict the 

future is to 

create it.



Slow down, Robodog!  

I am the master, not you!



That’s where 

we’re headed: to 

the end of that 

long, straight  

road



Recent past

The future

Now



+

-

The future

Recent past

Now

These 3 

“scenarios” 

are simply 

variations of 

each other.
But the 

“Most Likely Scenario” 

is simply a variation of 

“Now.”

Everything in this 

model is derived from 

this relationship!



Is this really the entire range of possibilities?

No! Because as we 

advance down this 

highway, various changes 

happen along the way…



New technologies

& products

New economic 

developments

Election 

outcomes
New customer 

attitudes & 

behaviors

COVID

New 

competitors

New legislation 

& regulations

New (geo)political 

tensions
New values & 

expectations

Road benders
The future

Now

Recent past 

Ukraine



“You know what's weird? 

Day by day, nothing seems to change.

But pretty soon, everything's different.”



“Everybody has a plan… 

…till they get 

punched in the face.”

- Mike Tyson



→ Entirely new landscapes



How can 

we gain the 

altitude we 

need?



Scenario planning!

What could the landscapes look like?

→ Visualize alternatives
→ Not predicting but exploring



The 
scenario 
planning 
process

1. Identify driving forces



Pic of logistics company

Our logistics company:
What driving forces could have an impact on us?





Cascade of cause & effect

More and more and more indirect:  

Back… 

…and back 

…and back 

…and back 

…and back 

…and back 



The 4 big categories of change



(Geo)politics



The economy



Society



Technology

→



“PEST” model

-Political

-Economic

-Societal

-Technological



The 
scenario 
planning 
process

1. Identify driving forces

2. Select 2 critical uncertainties



Uncertainty

Im
p

a
c
t

!



The 
scenario 
planning 
process

1. Identify driving forces

2. Select 2 critical uncertainties

3. Assume the “either/or” outcomes



Long & messyQuick & clean

Critical uncertainties

Visualize contrasting outcomes

RemainLeave

AntagonisticFriendly

RenewablesFossil fuels

CONTRAST
Ukraine war ends

CONTRAST

CONTRAST

CONTRAST

Brexit

Media attitude

2035 energy

Either: Or:
Critical 

Uncertainty:



Future of oil & 

gas exploration



Fossil fuels

Renewables

Relaxed

4 scenarios for the 

future of Oil/Gas

Onerous

Critical uncertainty 2

Energy source

Critical uncertainty 1

Regulatory 

environment

1

3

2

4

Scenario

Scenario

Scenario

Scenario



The 
scenario 
planning 
process

1. Identify driving forces

2. Select 2 critical uncertainties

3. Assume the “either/or” outcomes

4. Describe the 4 scenarios



Luxury hotel 

development in 

Dubai, 2020-2030



1

3

2

4

Scenario

Scenario

Scenario

Scenario

4 scenarios for the future 

of luxury hotel 
development in Dubai

Easy money

Tight money

Iran neutralized Iran rampant

Critical uncertainty 1

Access to capital

Critical uncertainty 2

Threat from Iran



Easy money

Tight money

Iran rampant

• Regional economy booming
• Lenders plentiful
• Over 50 hotel brands present
• Several new competitors have 

entered UAE market
• Architectural “overstretch”
• OCC, ADR  until overbuilding leads 

to 
• Projects in Iran itself attracting major 

investors & brands

• Regional economy stagnant
• Lenders thin on the ground
• Iran’s sovereign fund investing in 

2 or 3 high-profile hotel projects; 
otherwise hotel groups playing 
“wait and see”

• OCC, ADR ➔

• Regional economy so-so
• Iran-KSA frictions causing investors to 

avoid UAE projects
• Some companies have moved ME HQ 

to Muscat/Cairo/even Athens  
• Major hotel groups easily finding 

projects elsewhere
• OCC, ADR  with 30% downturn in 

international visitors

• Regional economy in doldrums as 
income streams from tourism and 
finance dry up

• Terror attack targets high-profile 
hotel; security tightened

• Exodus of HQs and expats 
• UAE consumerism toned down under 

pressure from Iran-backed Islamists
• OCC, ADR 

Iran neutralized

4 scenarios for the future 

of luxury hotel 
development in Dubai

Big picture



The 
scenario 
planning 
process

1. Identify driving forces

2. Select 2 critical uncertainties

3. Assume the “either/or” outcomes

4. Describe the 4 scenarios

5. Visualize the key issues



In this scenario we will 

face these opportunities:

1.

2.

3.

Easy money

Tight money

Iran neutralized Iran rampant

In this scenario we will 

face these opportunities:

1.

2.

3.

In this scenario we will 

face these opportunities:

1.

2.

3.

In this scenario we will 

face these opportunities:

1.

2.

3.

Implications of the 4 scenarios



In this scenario we will 

face these challenges :

1.

2.

3.

In this scenario we will 

face these challenges :

1.

2.

3.

In this scenario we will 

face these challenges :

1.

2.

3.

In this scenario we will 

face these challenges :

1.

2.

3.

Easy money

Tight money

Iran neutralized Iran rampant

Implications of the 4 scenarios



Easy money

Tight money

Iran neutralized Iran rampant

Implications of the 4 scenarios

Profitability

Cash flow

Sustainability

Cost of capital

Market share

Impact on:

Profitability

Cash flow

Sustainability

Cost of capital

Market share

Impact on:

Profitability

Cash flow

Sustainability

Cost of capital

Market share

Impact on:

Profitability

Cash flow

Sustainability

Cost of capital

Market share

Impact on:



The 
scenario 
planning 
process

1. Identify driving forces

2. Select 2 critical uncertainties

3. Assume the “either/or” outcomes

4. Describe the 4 scenarios

5. Visualize the key issues

6. Draw up a strategic to-do list



STRATEGIC RESPONSE

STRATEGIC RESPONSE STRATEGIC RESPONSE

STRATEGIC RESPONSE

So we will need to…:

1.

2.

3.

STRATEGIC RESPONSE

So we will need to…:

1.

2.

3.

So we will need to…:

1.

2.

3.

So we will need to…:

1.

2.

3.

Easy money

Tight money

Iran neutralized Iran rampant

4 scenarios for the future 

of luxury hotel 
development in Dubai



Iran neutralized   +   Easy money

Issue facing us Strategic response now

Opportunity: Increased number of 

investors looking for projects. 

Aggressively cultivate relationships with 

known investors. Set up “Investor team” to 

research new potential investors and 

develop programs for attracting them to our 

projects.

Challenge: Large number of projects so 

investors have a wide choice.  Why should 

they choose us?

Demonstrate our leadership position in 

technology, sustainability, branding, 

marketing programs, owner relations...

Challenge: Market may eventually become 

oversaturated due to overbuilding; when 

that happens, room prices & occupancy 

rates will fall. 

Establish strict timeline for exiting market at 

the top.

Dubai in 2030:

Scenario 1



The 
scenario 
planning 
process

1. Identify driving forces

2. Select 2 critical uncertainties

3. Assume the “either/or” outcomes

4. Describe the 4 scenarios

5. Visualize the key issues

6. Draw up a strategic to-do list

7. Name the scenarios



Winter Is 

Coming

Good 

Vibrations

Cloudy 

Skies

Waiting for 

Godot

Scenario 1

Scenario 4

Scenario 2

Scenario 3

Naming the Dubai scenarios

Easy money

Critical uncertainty 1

Access to capital

Tight money

Iran neutralized Iran rampant

Critical uncertainty 2

Threat from Iran



The 
scenario 
planning 
process

1. Identify driving forces

2. Select 2 critical uncertainties

3. Assume the “either/or” outcomes

4. Describe the 4 scenarios

5. Visualize the key issues

6. Draw up a strategic to-do list

7. Name the scenarios

8. Identify signposts



December 31, 2032

Usual blah blah blah continues



January 1, 2033

Shock as scenario No. 3 emerges!



You need to observe the signposts

News items

Economic statistics, KPIs

Published opinion

Competitors’ activities

Consumer behavior

Personal observations

What can be a signpost?

→ Objective + subjective



Here’s what 

happened when we 

applied this 

scenario generation 

methodology 

to visualize 

Chile’s possible 
futures



An intriguing 

metaphor!

The flag

The hull

Captain & crew

The sea

The vessel

External 

environment

Institutions

Leadership

Guiding 

principles



Priority: Collectivism/

group identity

Priority: individual 

freedom/classic 

liberal values

Leaky/weak/poorly 

maintained
Secure/strong

Inexperienced/fearful/

unreliable/impetuous

Experienced/calm/

reliable/confident

Stormy/unsafe/high 

risks
Calm/safe/

low risks

The flag

CONTRAST

CONTRAST

The hull

Captain & crew

The sea

Either: Or:
Critical 

Uncertainty:

T
h

e
 v

e
s
s
e
l
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Chile in 2032:

Critical uncertainties
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1. The sea

Either: Or:

2. The vessel

• World at war (global or regional)

• China exerting pressure on Chile

• Global or regional recession

• Copper demand & price: volatile/falling

• Oil/energy prices: volatile/expensive

• Regional instability → immigration high

• Climate effects being felt

• World at peace

• China amicable/supportive

• Global economic growth/prosperity

• Copper demand & price: steady/growing

• Oil/energy prices: stable/affordable

• Regional stability → immigration low

• Climate change negligible

• Trust in govt. & democratic processes: low 

• Electoral corruption

• Lack of accountability of government leaders

• Law & order: insecurity & rising criminality (esp. 

narco)

• Public debt high; pensions nationalized

• Fake news; no trust in media

• Healthcare system inaccessible to all

• Rich getting richer; poor getting poorer

• Trust in govt. & democratic processes: high

• Electoral transparency

• Accountability of government leaders

• Law & order: security high; criminality under 

control

• Public debt & pensions healthy

• Media considered trustworthy

• Healthcare system functional

• Benefits of socioeconomic dev. shared fairly

• Leadership does not inspire confidence (also 

outside Chile)

• Goals and targets chosen for emotional/ historical 

reasons

• Unreadiness & inflexibility

• Education focused on compensating inequalities

• Quotas and identity politics

• Leadership inspires confidence (also outside 

Chile)

• Rational choice of goals & targets

• Readiness & flexibility

• Educational quality a top priority

• Meritocracy

• Focus on the past & righting past wrongs

• State-owned companies

• Redistribution to counteract “unfair” 

advantages/privileges

• Prioritize systems/bureaucracy/minimize goals 

• Assure equal outcomes

• Flexible accountability (Rules don’t apply if the 

cause is just)

• Oriented toward the future

• Entrepreneurship

• Prosperity through unleashing individual 

potential

• Prioritize goals, minimize systems/bureaucracy

• Assure equal access/opportunity

• Strict accountability

G
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c
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CONTRAST

CONTRAST
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Chile in 2032:

Critical uncertainties



The sea

The vessel

Critical uncertainty no. 1

Critical uncertainty no. 2

Stormy / unsafe / 

high risks
Calm / safe /

low risks

Not seaworthy / 

incompetent

Seaworthy / 

competent

1

4 3

2
As Good 

As It Gets

A Perfect 

Storm

Sailing Over 

Troubled 

Waters

A Case of 

Frustrated 

Development

Chile in 2032:

4 Scenarios



May all your scenarios 

be wonderful!

Woody Wade
Tel. +41 21 784 3303

www.woodywade.com

wade@11changes.com
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