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Activity – for Nov 30th
Bullet Point 
Your Organization (or Sector’s)
Four Futures 2030 **

Two ‘futures’ bulleted out would be great!
Transformation / Decline-Collapse

Disciplined/Transformation



Four Futures 

Signals to Story Approach 

Using one or several signals as 
the foundation of a 
Four Futures story: 

❑Continuation
❑Constraint (Disciplined)
❑Transformation
❑Collapse 



Four Futures: Name of Transformation Scenario

The Transformation Story 
❑ In 2021, Congress passes mandate to  transform trucking and heavy 

equipment industry. Accelerate H2-Electrification and autonomous trucks. 
❑ In 2023, Schneider commits to purchase 500 Nikola H2 Trucks. 
❑ In 2025, Masterfleet launches industry-wide EV Technical training program.  
❑ In 2029, Nikola invests $10M for Masterfleet stake; Opens training center as 

national destination. 
❑ By 2030, Masterfleet revenues soar as Electric Truck contracts include 

maintenance and uptime-based business models.
❑ In 2045, last diesel engine oil change at Masterfleet service center 

Signals to Support this Scenario 
❑ Signal Title/Link 
❑ Signal Title/Link 
❑ Nikola launches Hydrogen Electric Truck for European Market, Nikola Press Release

https://nikolamotor.com/press_releases/nikola-launches-stunning-truck-for-european-market-53


Four Futures Thinking: Continued Growth (Continuation)  

Continuation is story based on signals that reflect known knowns and extrapolation of 
generally positive forces. This scenario may be viewed as the ‘baseline’ (extrapolation) or 
‘official future’ which reflect the shared (often unspoken) assumptions of an organization.

When you create the Continuation story it should include 
❑ Familiar stakeholders and partnerships 
❑ Services & value offerings, and customer needs
❑ How you overcame new twists & turns along the way

Bullet Point Story should include challenges of new social norms and market dynamics 
but inevitably reveal how your organization leverages its core capabilities and ‘rides the 
wave’ of change. 



Four Futures Thinking: Disciplined/Constrained 

Disciplined/Constrained is a story of the future where your organization continues to 
operate in a traditional manner despite evidence that the world around you has shifted.  
Key organizational challenges are maintaining relevance and returning to growth.  

When you create the Disciplined/Constrained story be sure to reveal: 
❑ Signals that suggest your current services and value offerings are less relevant or aligned 

to market and client needs. 
❑ Signals that challenge organizational culture or processes. 

The story’s tone is not fatalistic but morale and expectations for growth are muted. You 
will survive but not thrive. 

Bullet Point Story might surface how the organization’s inability or refusal to change has hit 
a ‘limits to growth’ phase.  The story element tone is not fatalistic but morale and 
expectations for growth are muted. You will survive but not thrive. 



Four Futures Thinking: Transformed 

Transformed is a scenario archetype where the world and organization have gone through 
an era-step change.  Think caterpillar to butterfly – or Industrial to Information Economy.  

The story should reveal how the organization became something different.  This may be 
the emergence of a new department or team. Or it might be a wholesale reinvention of 
the entire organization culture or value proposition. 

The story tone is not utopian. There should be new problems and challenges that appear 
as expected – or as unintended consequences.  Leave some issues unresolved. 

Bullet Point Story should show how the organization is empowered and feels in control of 
its future in this new world based on a new direction.  Avoid being utopian and include 
new challenges you must confront.  



Four Futures Thinking: Decline/Collapse 

Decline/Collapse is a scenario archetype where the world has changed and your 
company has not.  

The Collapse Story connects signals that suggest: 
❑ Your imminent demise (e.g. Shut down organization; Merger) 
❑ An End of Growth (A Burning Platform) 
❑ Stagnation is challenging your culture

Bullet Point Story elements should describe both external conditions (outside-in 
changes) and internal actions (inside-out changes).  You might also emphasize inactions 
or decisions not made.  The story may describe innovative efforts that failed and did not 
succeed as you attempted to transform the organization.  



Four Futures: Tips for Story Structures  

Find Your Most Compelling Signals as Inspiration for One or All Four Futures

Experiment with Story Structures 
❑ Multi-paragraph stories 
❑ Bullet points of storyline elements
❑ Visualizations that communication the message 

Integrate Multiple Signals 
❑ Direct References to Signals or Create Fictional Extensions of the Signal
❑ Support the Signals with other themes across the STEEP categories of change: 

Society 
Technology 
Economy 
Environment 
Politics (Legal)



Institute for the Future



Four Futures 



12

Assessing Four Futures – Key Questions

When written, engage colleagues in answering strategic questions:

❑ What signals or trends have you seen that might support the future described in 
this scenario? 

❑ What are the internal implications for our partners and business teams? 
What might our clients do differently to thrive in this future? 

❑ Where might the story go from here? Write a few extensions of this future.

❑ What indicators or milestones might we monitor that represent a tipping point of 
this future? 

Garry will review this
Nov 30th



Scenario Name

Restraining Forces (Pulling You Away) Driving Forces (Pushing Toward Scenario)

- 10                      - 5                                - 1               Force             +1                             +5                                        +10

Force Field (Push vs Pull) Analysis 

- 10                      - 5                                - 1              Force            +1                               +5                                        +10

- 10                      - 5                                - 1              Force            +1                               +5                                        +10

- 10                      - 5                                - 1              Force            +1                               +5                                        +10



Scenario Name

Restraining Forces Driving Forces

+10      +5        + 1              Force               +1      +5        +10

Tools such as Force Field Analysis ask you to rate 
“push-pull” forces that might be holding the 
organization back within a particular scenario.  

‘Forces’ are extracted from the story. They might be: 
Rise of Automation, Shifting Client Expectations, New 
Service Models, New Policies, et al. 

Force Field Analysis 

Steps
1. Review the Scenario / Issue 

Have your team review the scenario – discussing the new set of assumptions you are being asked to embrace. 
2. Describe the Forces 

Have your team write out the forces of change. Place one force on each line. 
3. Rate it / Weight it!

Next, have each person provide a quantitative value to each force that reflects the strength of the force.  
Forces of change that have strong stakeholder influence, policy support or favorable factors receive the 
highest weight.  
Option 1 – Weight each with a number (e.g. 1-10; 1 being weakest; 10 being strongest)

4.Re-arrange
On a new template average out the Rate/Weight factors then put the forces of change that have the most 
influence at top; weakest at the bottom.  When your Force-field analysis chart is complete you will have a 
sense from your team how to identify challenges and opportunities. 

5. Address Challenges & Opportunities 
The next step is to discuss strategic ways of confronting negative forces (obstacles to change) holding you 
back; and ways to reinforce positive momentum pushing you towards the scenario. 

Assessing Four Futures – Force Field Analysis 

+10      +5        + 1              Force               +1      +5        +10

+10      +5        + 1              Force               +1      +5        +10



Four Futures: Name of Transformation Scenario

The Transformation Story 
❑ In 2021… 
❑ In 2023…. 
❑ In 2025…  
❑ In 2029…
❑ By 2030… 
❑ In 2045…

Signals to Support this Scenario 
❑ Signal Title/Link 
❑ Signal Title/Link 



Activity – for Nov 30th
Bullet Point 
Your Organization (or Sector’s)
Four Futures 2030 **

Two would be great!
Transformation / Decline-Collapse

Disciplined/Transformation



Activity #2 - for Nov 30th
Transform a Signal into a 
Futures Wheel for 2030 



The Futures Wheel

Signal

2018 

Headline

2020 

Headline

2026 

Headline

2026 

Headline

2020 

** Popularized by Joel Barker
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2020 
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2020 
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2026 

Headline

2026 

Headline

2026 

Headline

2026 

Headline

2026 

Headline

2026 

Tweet

2030

Tweet

2030

Tweet

2030

Tweet

2030

Tweet

2030

Tweet

2030

Tweet

2030

Tweet

2030



❑Competition 
❑Sector Structure 
❑Business (Operational) Models 
❑Client Experiences
❑New Service Models 
❑New Regulations 
❑Business Processes 

Story Format: 
News Headlines

Signals Plus 
2nd & 3rd Order Implications 

Technique for Taking Mental Leaps 



2023

2026 2030 

Activity #2 – Complete a Futures Wheel

Stories based 
on Mental Leaps
Take one of your more recent 
provocative signals and create a 
Futures Wheel that explores 
implications over the next decade. 



Signal 
Headline

Negative / Challenging 
Headline

Positive / Growth 
Headline

Your Organization’s or  
Key Stakeholder's 
Response 

2023

2026 2030 

Fill in these Blanks 

Negative / Challenging 
Headline

Negative / Challenging 
Headline

Positive / Growth 
Headline

Positive / Growth 
Headline

Your Organization’s or  
Key Stakeholder's 
Response 

Your Organization’s or  
Key Stakeholder's 
Response 

Your Organization’s or  
Key Stakeholder's 
Response 

❑ Email Garry with drafts if you need some help taking leaps! 



Tips on Creating Compelling Headlines 
❑ Bring it to Life 

Use names of known stakeholders, places and companies
❑ Leap, Don’t Tweak

Headlines should capture disruptive leaps of innovation
❑ Focus on the Art of Double Take 

At first glance the headline feels real. Moments later they look back to 
re-read the headline.

❑ Revise Headlines as You Push Out Along the Wheel 
Elevate any initial generic statements with headlines that embody the 
change and bring it to life: 

Generic Bring it to Life 
Traffic accidents down 30%                Nationwide Insurance goes bankrupt

AI destroying service jobs India passes Universal Basic Income Law as   
automation decimates workforce 

Voice search at 80%   Pew Survey: Millennial Parents fear their 
children won’t learn to text 



Create a Provocative
Futures Wheel

2020 – 2022 – 2025 - 2030 

Teams Work with 
Blank Sheet or 
White Board 

The Futures Wheel: Small Group Activity 

Overview, Example 
& Your Signal  


