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April 11th

Foresight Foundations 
& Scanning for Signals

May 9th

Turning Signals 
into Stories 

June 13th

Exploring 
Future Worlds 

July 11th

Arriving at our 
Preferred Future 
for BACC 

Resources 
http://www.garrygolden.com/baccforesight/

Imagining the Futures of BACC 



Four Futures
Trend Cards  

Sharing Signals Foresight Activity
Futures Wheel 



Foresight … the ability to anticipate and lead change 



❑ Visioning & Backcasting 
❑ Planning, Goal Setting & Roadmapping
❑ Transformation Management 

❑ Forecasts
(Trend Extrapolation)

❑ Scenarios 
(Alternative Assumptions)

❑ Horizon Scanning 
❑ Emerging Issues Analysis
❑ Indicator Analysis 

(Leading vs Lagging)

Investigate Imagine Inspire 

Foresight Stages + Activities

Wendy Schultz/Garry Golden 

Identifying 
& Monitoring Change

Exploring Implications Communicating the 
Need for Change



PRESENT-FUTURE VS FUTURE-BACK



Our Task & Path 
❑ Define 

Future States 
❑ Lead 

Strategic Dialogues
❑ Align Leadership 

Close Gaps 
❑ Work Backwards 

& Lead Customers 



8

Techniques & Tools: Signals Strategy 

Expanding 
Sources

Sharing & 
Archiving

Turning Signals 
into Stories 
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Criteria 

❑Source Credibility 
❑Newness
❑Uncertainty 
❑Impact
❑Momentum
❑Applied to Scenario-X 

Strengthening Signals on Mental Health



Any Signals to Share? 



Four  Futures Futures Wheel Trend Cards 

Turning Signals into Stories 



Four  Futures 

Turning Signals into Stories 



? 2008 – 2014 

FOUR FUTURES THINKING

Continued 
Growth 

Disciplined
Constrained

Transformed Decline  
Collapse 



SHOULD WE WRITE OUR FOUR FUTURES?

Continued 
Growth 

Disciplined
Constrained

Transformed Decline  
Collapse 



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 
❑ Policies, services & value offerings, and customer (citizen) needs
❑ How you overcame new twists & turns along the way

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

The key story dynamic should show how the organization is 
empowered and feels in control of its future in this new world. 
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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 firm; Merger) 
❑ An End of Growth (A Burning Platform) 
❑ Stagnation is challenging your culture

When you create the Decline/Collapse story be sure to 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.  
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Tips for Writing Storylines 

Three Mechanisms of Change
Your scenarios should include: 

1) Trends 
Slow moving changes over time; 
Language should be ‘more’ or ‘less’  

2) Events 
Sources of discontinuity including: 
Scheduled Events 
Plausible Events 
Wildcard Events (Low Probability, High Impact) 

3) Choices 
Reflect our investments in people, partnerships 
and places.  

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

the message 

STEEP Forces of Change 
Each scenario should include elements 
of the STEEP categories of change: 

❑Society (Demographics / Culture)
❑Technology 
❑Economy 
❑Environment 
❑Politics (Legal)
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When the Four Futures are written, you should engage colleagues in answering 
strategic questions:

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

❑What are the internal implications for our partners and teams? 
What might our customers (citizens) do differently to thrive in this future? 

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

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

Prompt Questions 



Institute for the Future





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



Discussion
Thoughts on value and 
application for BACC’s Foresight Efforts?
❑ Four Futures for whom?
❑ Story Format
❑ BACC-led or DIY 

Four  Futures 



Trend Cards

Created via

Desktop Research + Signals 

Turning Signals into Stories 



Trend Cards (Scenario Cards) as Products  

OCAD: The Thing from the Future 

Arc = Grow, 30 years from now
Terrain = Education
Object = Postcard
Mood = Excitement



BACC Product: Synthesize Signals into a Deck of Trend Cards



Trend Card
Elements 

Title (Theme/Trend)

Image 

Overview: 
Data Points
Key Questions  

Set of Signals 



Teams Develop ‘Shark Tank’ 
Pitches on Ideas that Respond 
to Scenario Conditions  

Discussion + Capture 
on Implications 
Of Converging Trends 

Teams Given 
Combination of 
Trend Cards 

Activity: Trend Card Poker 
BACC Guides Community Groups in Exploring Alternative Futures for the Region 
Output: Generate Ideas that Solve Problems + Transform the Region 

???



Discussion
Thoughts on value and 
application for BACC’s Foresight Efforts?
❑ How many / which trends? 
❑ Update schedule
❑ BACC-led or DIY 



Four  Futures Futures Wheel Trend Cards 

Turning Signals into Stories 



THE PRACTICE OF TAKING MENTAL LEAPS 

You can’t trust your judgement 
if your imagination is out of focus 

Mark Twain 



REAL WORLD EXAMPLES OF MENTAL LEAPS

2015
World with 

Civilian Drones 

News Headlines from…

2005
World without 
Civilian Drones 



HEADLINES: ERA OF CIVILIAN DRONES 



HEADLINES: ERA OF CIVILIAN DRONES



HEADLINES: ERA OF CIVILIAN DRONES



HEADLINES: ERA OF CIVILIAN DRONES



HEADLINES: ERA OF CIVILIAN DRONES



HEADLINES: ERA OF CIVILIAN DRONES



Futures Wheel 

** Popularized by Joel Barker as the Implications Wheel 



Worksheet & Easel Version 

Signal of Change

2020

202820252022

Fictional 
Headline
2020 - 2022

Positive Headline
(Two Years Later)

Positive Headline
(Two Years Later)

Negative Headline
(Two Years Later)

Negative Headline
(Two Years Later)

Negative Headline
(Two Years Later)

Positive Headline
(Two Years Later)

Tweet from BACC
(Two Years Later)

Tweet from BACC
(Two Years Later)

Tweet from BACC
(Two Years Later)

Tweet from BACC
(Two Years Later)



❑ New Policies
❑ New Industries + Business Models 
❑ New Products / Experiences 
❑ New Service Models 
❑ New Regulations 
❑ New Intersections 

(e.g. AI, Blockchain + Business Processes)

Generate News Headlines from…

Futures Wheel Technique: 
Taking Mental Leaps



Activity: Futures Wheel 

Output: Dozen+ News Headlines through 2029

You can’t trust your judgement if your imagination is out of focus. 
Mark Twain 

September 14, 2026

Apple + Disney Merger
Plans to Build out Retail 
Experience Entertainment 

October 14, 2025

Congress Ends 
501c Tax Code

February 4, 2027

100 Million Watch Packers 
esports team beat Steelers in 
First Virtual Superbowl Series 



Tips on Creating Headlines
❑ Bring it to Life (e.g. familiar people, places and companies)
❑ Leap, Don’t Tweak
❑ Art of Double Take

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

AI destroying service jobs Wisconsin passes Universal Basic Income Law

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



Seeing Signals and Taking Mental Leaps

Refueling not Recharging Your Portable Electronics 



China Moving
Beyond Battery

2023 2025

Big Tech Buys into
Portable Power 

2028

The Cordless 
Christmas

2030

Houses without 
Electrical Sockets

Vision: #1  
Fuel Distributors

Unplugging at 
Burning Man 

Renewables Moving Beyond Electrons to Molecules 

The Art of Taking Mental Leaps: Headlines  



California Issues 

‘Captain’ License 

for 10 Year Olds

California 

Permits 

Waymo Sales

Time Magazine:

Soccer 

Mom/Dad 

Retires 

Teen Hacker 

Group 

Shuts Down 405 

Accenture 

Launches 

Community Youth 

Safety Solutions 

Accenture 

launches cyber 

mobility service  



Worksheet & Easel Version 

Signal of Change

2020

202820252022

Fictional 
Headline
2020 - 2022

Positive Headline
(Two Years Later)

Positive Headline
(Two Years Later)

Negative Headline
(Two Years Later)

Negative Headline
(Two Years Later)

Negative Headline
(Two Years Later)

Positive Headline
(Two Years Later)

Tweet from BACC
(Two Years Later)

Tweet from BACC
(Two Years Later)

Tweet from BACC
(Two Years Later)

Tweet from BACC
(Two Years Later)



Headline from 2020 (or Beyond)
Create a Starter Headline 
(Fictional from the Near Future) 
related to STEEP Categories of Change

Need a Starter Headline!

❑Headline about Society 
❑Headline about Business World 
❑Headline about Government
❑Headline about Society  
❑Headline about Technology Futures Wheel

2020 – 2022 – 2025 -2028
(2022 – 2024 – 2026 – 2030) 



Or borrow from 2020…

❑Green Bay plans 
3D Metal Mfg High School Program… 

❑School District Provides AI Assistant to 
All Teachers and Students 

❑Green Bay passes ADU (Alternative 
Dwelling Unit) Laws for Housing 

Need a Starter Headline!

Futures Wheel
2020 – 2022 – 2025 -2028 

❑Headline about Society 
❑Headline about Business World 
❑Headline about Government
❑Headline about Society  
❑Headline about Technology 



Worksheet & Easel Version 

Signal of Change

2020

202820252022

Fictional 
Headline
2020 - 2022

Positive Headline
(Two Years Later)

Positive Headline
(Two Years Later)

Negative Headline
(Two Years Later)

Negative Headline
(Two Years Later)

Negative Headline
(Two Years Later)

Positive Headline
(Two Years Later)

Tweet from BACC
(Two Years Later)

Tweet from BACC
(Two Years Later)

Tweet from BACC
(Two Years Later)

Tweet from BACC
(Two Years Later)



Share your most provocative path…
& Tweet from 2030  



April 11th

Foresight Foundations 
& Scanning for Signals

May 9th

Turning Signals 
into Stories 
(Futures Wheel)

June 13th

Exploring 
Future Worlds 
(Scenarios) 

July 11th

Arriving at our 
Preferred Future 
for BACC 

Resources 
http://www.garrygolden.com/baccforesight/

Imagining the Futures of BACC 


