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say “the economy will grow 2 to 4 percent annually over the next five 
years,” not simply that “the economy will improve.” Generate only one 
assumption per driver.

✶✶ Generate a baseline scenario based on the list of key drivers and key 
assumptions. This is often a projection from the current situation forward 
adjusted by the assumptions you are making about future behavior. The 
scenario assumes that the drivers and their descriptions will remain valid 
throughout the period. Write the scenario as a future that has come to 
pass and describe how it came about. Construct one to three alternative 
scenarios by changing an assumption or several of the assumptions that 
you made in your initial list. Often it is best to start by looking at those 
assumptions that appear least likely to remain true. Consider the impact 
that change is likely to have on the baseline scenario and describe this new 
end point and how it came about. Also consider what impact changing 
one assumption would have on the other assumptions on the list.

✶✶ We would recommend making at least one of these alternative scenarios 
an opportunities scenario, illustrating how a positive outcome that is 
significantly better than the current situation could plausibly be achieved. 

Often it is also desirable to develop a scenario that captures the full extent 
of the downside risk.

✶✶ Generate a possible wild card scenario by radically changing the 
assumption that you judge as the least likely to change. This should 
produce a High Impact/Low Probability scenario (see chapter 9) that may 
have not been considered otherwise.

▸▸ 6.1.3 The Method: Alternative Futures Analysis
Alternative Futures Analysis and Multiple Scenarios Generation (the next 
technique described below) differ from the first two techniques in that they 
are usually larger projects that rely on a group of experts, often including 
decision makers, academics, and other outside experts. They use a more 
systematic process, and usually require the assistance of a knowledgeable 
facilitator.

Alternative Futures Analysis differs from Multiple Scenarios Generation only 
in the number of scenarios that are analyzed. For reasons noted below, Alternative 
Futures Analysis is limited to two driving forces. Each driving force is a spectrum 
with two extremes, and these drivers combine to make four possible scenarios. 
Multiple Scenarios Generation has no such limitation other than the practical 
limitations of time and complexity.

The steps in the Alternative Futures Analysis process are:

✶✶ Clearly define the focal issue and the specific goals of the futures exercise.

✶✶ Brainstorm to identify the key forces, factors, or events that are most likely 
to influence how the issue will develop over a specified time period.

✶✶ If possible, group these various forces, factors, or events to form two critical 
drivers that are expected to determine the future outcome. In the example 
on the future of Cuba (Figure 6.1.3), the two key drivers are Effectiveness 
of Government and Strength of Civil Society. If there are more than two 
critical drivers, do not use this technique—use the Multiple Scenarios 
Generation technique, which can handle a larger number of scenarios.

✶✶ As in the Cuba example, define the two ends of the spectrum for each driver.

✶✶ Draw a 2 × 2 matrix. Label the two ends of the spectrum for each driver.

✶✶ Note that the square is now divided into four quadrants. Each quadrant 
represents a scenario generated by a combination of the two drivers. 
Now give a name to each scenario, and write it in the relevant 
quadrant.
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	 Figure 6.1.2	 Cone of Plausibility




