VUCA OR TUNA?

TWO LENSES. DIFFERENT EMPHASIS.
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Two lenses. Different emphasis

Both help us diagnose challenging operating environments

VaN AN
EMPHASISES CHANGE + i EMPHASISES DISRUPTION +
INTERCONNECTION LIMITED PRECEDENT

Neither is automatically better. Use the lens that reveals what matters

For professional discussion and reflection e Illustrative, not prescriptive e VUCA and TUNA are

@avsec thinking frameworks and should be applied alongside appropriate organisational risk,

ILIENCE intelligence and decision-making processes.
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The VUCA lens

Four features that can make the environment difficult to understand

VOLATILITY UNCERTAINTY
RAPID OR UNSTABLE LIMITED ABILITY
CHANGE TO PREDICT

AMBIGUITY COMPLEXITY
SEVERAL MANY
PLAUSIBLE INTERCONNECTED
INTERPRETATIONS FACTORS

VUCA helps identify what is making the situation hard to navigate

For professional discussion and reflection e Illustrative, not prescriptive e VUCA and TUNA are

@avsec thinking frameworks and should be applied alongside appropriate organisational risk,

NCE intelligence and decision-making processes. =ik
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The TUNA lens

Four features that can make the environment difficult to understand

T T TURBULENCE
INTERACTING
DISRUPTIONS AND

INSTABILITY

N NOVELTY

UNFAMILIAR SITUATIONS
WITH LITTLE PRECEDENT

—— = =

U UNCERTAINTY
INSUFFICIENT
KNOWLEDGE ABOUT
WHAT MAY HAPPEM

B A AMBIGUITY
CIRCUMSTANCES OPEN
TO DIFFERENT

INTERPRETATIONS

U

TUNA helps identify when disruption and novelty limit the value of precedent

For professional discussion and reflection e lllustrative, not prescriptive ® VUCA and TUNA are

®
@avsec thinking frameworks and should be applied alongside appropriate organisationalrisk,

RESILIENCE intelligence and decision-making processes.
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Volatility vs Turbulence

Both describe instability but they focus on different features

VOLATILITY TURBULENCE

RAPID OR UNSTABLE CHANGE INTERACTING DISRUPTIONS
o CREATE INSTABILITY

i AIRSPACE COMMUNICATIONS
RESTRICTION DISRUE‘#EENS

SPEED OF CHANGE ] . k. MULTIPLE DISRUPTIONS

Volatility is about change.

@ SCALE OF CHANGE | Turbulence is about ) INTERACTING EFFECTS )
@ FREQUENCY OF CHANGE | disruption and interaction @ UNSTABLE CONDITIONS |
The variables change quickly Several forces disrepute the system

For professional discussion and reflection e lllustrative, not prescriptive ® VUCA and TUNA are

®
@avsec thinking frameworks and should be applied alongside appropriate organisational risk,

RESILIENCE intelligence and decision-making processes. o i
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Complexity vs Novelty
A crowded system is not the same as an unfamiliar situation

COMPLEXITY NOVELTY

MANY INTERCONNECTED FACTORS AN UNFAMILIAR SITUATION
= WITH LITTLE PRECEDENT

o

; = UNIDENT 3
- % " % s T . C PER‘T!NG
—— . . ; ¥ ~ i L CHAlEyge [
& o AIR TRAFFIC ; — I ' ‘
* coupol : CONTROL l oy 4 P ol _— p LIMITED
COMPONENTS U~ ) -‘- : . 2 v B EXPERIENCE

.
MULTIPLE FEW USEFUL
DEPENDENCIES COMPARISONS

@ ESTABLISHED

: ;gguﬁgi'é =~ ROUTE \ = : B _-\
% = VIDER — | s ) :
S CHANGES SPREAD - . . T —| EXISTING
E nianue e SYSTEM : oy . RN e * MOOELS s
-3 Complexity asks:
| o How do they parts
interact?

The parts may be familiar. Novelty asks: @ The situation may require new
Their interactions are difficult What if this is new? assumptions or methods

For professional discussion and reflection e lllustrative, not prescriptive ® VUCA and TUNA are

®
@ v C thinking frameworks and should be applied alongside appropriate organisational risk,
RESILIENCE intelligence and decision-making processes. i




What they share: Uncertainty

The future cannot be known with compete confidence

UNCERTAINTY
IN VUCA

UNCERTAINTY
IN TUNA

Cmaa NG Dara
LIMITED ABILITY TO “ — INSUFFICIENT KNOWLEDGE
PREDICT EVENTS OR OUTCOMES - — ABOUT WHAT MAY HAPPEN
N— WHAT INFORMATION
@ WHAT MAY CHANGE? - ‘.;- e MESeiNGS
e ®e. ﬁ-- -
ECAST = ST = -
WHAT OUTCOMES WEATHER FOR - % AIRSPACE sTaTUS WHAT HAS NOT BEEN
ARE POSSIBLE? \ ‘ == B P i OBSERVED?
A 2o ¥ COHFIDENCE ? -
e = = —— LA g —10% S e = —
HOW CONFIDENT e i UNCERTAIN | WHAT COULD
ARE WE? 2 e SURPRISE US?
- IN BOTH FRAMEWORKS, UNCERTAINTY IS A ~

O LIMIT ON KNOWLEDGE — NOT PROOF THAT
NOTHING CAN BE DONE.

IDENTIFY SET

DEFINE
GAPS ?—\} CONFIDENCE O—i |- TRIGGERS U—T REVIEW

Uncertainty should shape the decision, not prevent it

& For professional discussion and reflection e lllustrative, not prescriptive ® VUCA and TUNA are
C thinking frameworks and should be applied alongside appropriate organisational risk,
E intelligence and decision-making processes.
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What they share: Ambiguity

The same information can support different interpretations

AMBIGUITY IN VUCA

INFORMATION MAY HAVE CIRCUMSTANCES MAY BE OPEN
MORE THAN ONE MEANING TO DIFFERENT INTERPRETATIONS

WHAT ELSE COULD IS THE SITUATION BEING
THIS MEAN? FRAMED CORRECTLY?

AMBIGUITY IN TUNA

WHICH ASSUMPTION RADAR OBSERVATION [ | @ COULD THE NEW CONTEXT
SHAPES OUR VIEW? AIRCRAFT DEVIATES FROM CHANGE THE MEANING?

=il . . FILED ROUTE o e
WHAT EVIDENCE WOULD r | L ARE WE APPLYING AN
DISTINGUISH THEM? 3 - OLD EXPLANATION?

? “ WEATHER TECHNICAL OPERATIONAL
S AVOIDANCE ’ ISSUE | E INSTRUCTION
4é

b (HYPOTHESIS) (HYPOTHESIS) (HYPOTHESIS)

——— = =

2 AMBIGUITY IS NOT SIMPLY MISSING INFORMATION.
= IT IS UNCERTAINTY ABOUT MEANING.

STATE (=] COMPARE SEEK DISCRIMINATING y
9 ASSUMPTIONS a INTERPRETATIONS == Q EVIDENCE — REVIEW

>

Do not confuse the first plausible explanation with the only explanation

For professional discussion and reflection e Illustrative, not prescriptive e VUCA and TUNA are

®
ec thinking frameworks and should be applied alongside appropriate organisational risk,
)

RESILIENCE intelligence and decision-making processes.
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TURBULENCE  UNCERTANTY  NOVELTY  AMBIGUITY

One scenario. Two lenses

Unauthorised drone activities near an airport

WEATHER REDUCES
VISIBILITY

REPEATED
! SIGHTING REPORTS

s

MULTIPLE STAKEHOLDERS
INVOLVED

WHAT WE DO NOT KNOW ‘ 7 ‘ﬁﬁ‘

FLIGHT OPERATIONS
DISRUPTED

WHAT WE KNOW

REPORTS HAVE BEEN RECEIVED.
OPERATIONS ARE AFFECTED.

OPERATOR = INTENT = ®
CAPABILITY = DURATION ' DRONE CAPABILITY

AND INTENT UNKNOWN

HOW DOES EACH LENS  _ ____ |
CHANGE WHAT WE NOTICE?

The scenario is the same. The diagnhostic emphasis will change

& For professional discussion and reflection e lllustrative, not prescriptive ® VUCA and TUNA are
C thinking frameworks and should be applied alongside appropriate organisational risk,
E intelligence and decision-making processes. o i
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Looking through VUCA

What does this lens make us notice?

. " VOLATILITY UNCERTAINTY
OPERATOR, INTENT, CAPABILITY

REPORTS AND OPERATIONAL
AND DURATION REMAIN UNKNOWN

CONDITIONS MAY CHANGE QUICKLY
CONFIDENCE LEVEL

SIGHTING FREQUENCY ALERT LEVEL ‘ FLIGHT STATUS i > y
7 - ; o ¥ 4 INTELLIGENCE FILE — f_ I

OPERATOR
HIGH

I N/ i« ; | - | M = CONFIDENCE COMFIDENCE
A = 7 [ — H 1 caPaBILITY — —
= - = i A DURATION — . '
B - — . >

COMPLEXITY B e S — ol AMBIGUITY
AIRPORT, AIRLINE, ATC, REGULATORS = N & o~ * > , Vi REPORTS MAY SUPPORT SEVERAL
AND SECURITY PARTNERS ARE INTERDEPENDENT X = = T e A / 4 PLAUSIBLE INTERPRETATIONS
3 s’ ; v —_—
\ T.'_r CONFIRMED DRONE

e _ . — /]
‘:-_:- —_—
=) s MISIDENTIFICATION

; ‘ - = J
ARUNE - 3 =" v T
5 - | DRONEREPORT | O\ HYPOTHESIS
" NOT A FACT

VUCA EMPHASISES HYPOTHESIS ‘ e e e
RAPID CHANGE = KNOWLEDGE GAPS = — T
=

SECURITY. INTERDEPENDENCE « COMPETING INTERPRETATIONS

REGULATORS PARTNERS

= é SET REVIEW TRIGGERS

The VUCA lens reveals how change and interconnection complicate the decision

For professional discussion and reflection e Illustrative, not prescriptive e VUCA and TUNA are

@avsec thinking frameworks and should be applied alongside appropriate organisational risk,
intelligence and decision-making processes.
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Looklng through TUNA

e What does this lens make us notice?
TURBULENCE | m UNCERTAINTY
D;SgETRgll’s?‘ﬁﬁ,lg\ﬁfh:’l;R, OPERATOR, INTENT, CAPABILITY
STAKEHOLDER PRESSURES INTERACT — ek BERAYIOHREIAIN UNKNOWN*
DRONE
S WEATHER g ~ REPORTS ﬂ q ,
" FECE INTELLIGENCE FILE
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PRESSURES DISRUPTION
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NOVELTY N amsicuiry
THE CHARACTERISTICS MAY NOT = THE SAME REPORTS MAY SUPPORT
g:;ﬁ: :‘I:Ee:%gus AIRPORT NEW 0BSERVATIQY | DIFFERENT EXPLANATIONS
—.y W_ = [—W- CONFIRMED DRONE ‘
SIGHTING REPORT ‘l HYPOTHESIS — NOT A FACT
o - O e 1042 — ——
/ \ LoCATION INEAR RWY |
(Mo ctose) TUNA EMPHASISES SR i e
= = \‘_ATCE INTERACTING DISRUPTION « KNOWLEDGE GAPS & covomons  overcast —— —— ———
ESTABLISHED SRl LIMITED PRECEDENT » COMPETING INTERPRETATIONS \ b
3 PRECEDENT FILES = 4 >,
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IDENTIFY

9

KNOWLEDGE GAPS TEST PRECEDENT

. REVIEW ASSUMPTIONS
-2

The TUNA lens reveals when disruption and novelly limit familiar responses

For professional discussion and reflection

[llustrative, not prescriptive ¢ VUCA and TUNA are
thinking frameworks and should be applied alongside appropriate organisational risk,

intelligence and decision-making processes.
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Which lens should you use

Start with the features of the situation, Not the name of the framework

e
g

{ VUCA

USE VUCA . ’

WHEN THE SITUATION IS:
@ rast-cHancing

@ INTERCONNECTED

@ AFFECTED BY MANY DEPENDENCIES
OPEN TO COMPETING
INTERPRETATIONS

e IS COMPLEXITY A
CENTRAL PROBLEM?

USE TUNA

WHEN THE SITUATION IS:

= -

USE BOTH
WHEN THE SITUATION CONTAINS:
COMPLEXITY + NOVELTY

DISRUPTED BY INTERACTING FORCES
€D unramiLiar

SUPPORTED BY LITTLE PRECEDENT
OPEN TO COMPETING
INTERPRETATIONS

9 IS NOVELTY A
CENTRAL PROBLEM?

RAPID CHANGE + INTERACTING DISRUPTION
UNCERTAINTY + AMBIGUITY

e WOULD A SECOND LENS REVEAL
SOMETHING IMPORTANT?

THE FRAMEWORK SHOULD FIT THE DIAGNOSIS. @
= DO NOT FORCE THE SITUATION INTO ONE LABEL.

[ (-- -] DESCRIBETHESITUATIONH Q IDENTIFY ITS FEATURES H @) sciect e Lens H o) REASSESS ]

Choose the lens that improves understanding. Then change it if the situation changes

@avsecﬂ For professional discussion and reflection ¢ Illustrative, not prescriptive ® VUCA and TUNA are

thinking frameworks and should be applied alongside appropriate organisational risk,
RESILIENCE intelligence and decision-making processes.
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Use both when necessary

A second lens can reveal what the first one misses

VUCA REVEALS S il i T SO — \ TUNA REVEALS
") RAPIDOR . (F - o 4 = 1 INTERACTING
UNSTABLE CHANGE /| : W, i  Sratse DR | - ; DISRUPTIONS

<c2) INTERCONNECTED - AN ) Coame i F = : ' LIMITED
4/ FACTORS \ == { : = ‘ — T PRECEDENT

N\ . - . -_ye =
@ ) KNOWLEDGE GAPS — - N A - el KNOWLEDGE GAPS

ERN) “OMEETING : HOW A COMPLEX SYSTEM RESPONDS 3 s COMPETING
"™/ INTERPRETATIONS i G 2 TO A NOVEL DISRUPTION =, o INTERPRETATIONS

WHERE FAMILIAR DEPENDENCIES — ——— —
MEET UNFAMILIAR CONDITIONS . o "

WHICH ASSUMPTIONS
REQUIRE EARLY REVIEW

The aim is not to use more frameworks. It is to understand the situation better

For professional discussion and reflection e lllustrative, not prescriptive ® VUCA and TUNA are

®
@ v C thinking frameworks and should be applied alongside appropriate organisational risk, "3
RESILIENCE intelligence and decision-making processes. il
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The framework is a lens, not the decision

VUCA and help you see. Judgement determines what you do

DIAGNOSE ASSESS COMPARE DECIDE MONITDR

THE ENVIRONMENT THE EVIDENCE OPTIONS AND ACT AND REVIEW
\ iy N
& Fe FINAL CHECK
' 7 WHAT HAS CHANGED
FRAMEWORKS EVIDENCE ‘ ASSUMPTIONS DECISIONS , ; AND DOES THE DECISION STILL HOLD?

ORGANISE THINKING SUPPORTS JUDGEMENT = SHOULD BE VISIBLE = MUST BE REVIEWED

Use the lens. Test the interpretation. Make the decision. Review the results.
Better diagnosis supports better security decisions.

For professional discussion and reflection e lllustrative, not prescriptive ® VUCA and TUNA are

®
@avsec thinking frameworks and should be applied alongside appropriate organisational risk,

RESILIENCE intelligence and decision-making processes.
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