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October 4th

Scanning for Signals
(Framework Forecasting)

October 25th

Turning Signals 
into Stories 

November 22nd

Creating 
Future Worlds 

December 12th

Leading Change 
& Presentations

Docs: http://www.garrygolden.com/BACC2019 /

OCTOBER – DECEMBER 

Between Now & Then: 
❑ Era-Sheet Work w/ Garry 
❑ Draft Four Futures Stories 
❑ *Futures Wheel 



FORESIGHT: KEY ACTIVITIES 

❑ 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 

Wendy Schultz/Garry Golden 

Identifying 
& Monitoring Change

Exploring Implications Communicating the 
Need for Change



OCT 25th WEBINAR: TURNING SIGNALS INTO STORIES

Trend Card Poker

Futures Wheel Four Futures 

Framework Forecast



I can't understand why people are frightened of new ideas. I'm frightened of the old ones. John Cage

Information + Inspiration 

Building Knowledge 
(Framework Forecast) 

Why Build a Habit in  
Scanning for Signals?

Outcomes & Outputs



SIGNALS – WORKFORCE DEV – BENEFITS (NOEL)  

Chipotle will pay for its employees to get business or technology degrees at certain colleges, 
the company said Tuesday. The new program, which kicks off on November 15, is the restaurant 
chain's latest effort to attract and retain talent in a highly competitive labor market.
Employees who have been at the company for at least 120 days and work a minimum of 15 hours 
per week can choose from 75 different degree programs at five schools: the University of Arizona, 
Bellevue University, Brandman University, Wilmington University and Southern New Hampshire 
University. Chipotle (CMG) will cover tuition only if employees remain at the company, and ask that 
they stay for at least six months after they earn their degrees. The new benefit is an expansion of 
Chipotle's existing programs. The chain already offers up to $5,250 a year in tuition reimbursement 
as well as other education assistance programs.

Tags: Work; Workforce; HR; Benefits 

https://www.diigo.com/user/garrygolden/workforce

https://www.cnn.com/2019/09/27/business/chipotle-breakfast-the-table/index.html
https://www.cnn.com/2019/06/25/business/chipotle-employee-bonus-program/index.html
https://money.cnn.com/quote/quote.html?symb=CMG&source=story_quote_link
https://www.diigo.com/user/garrygolden/workforce


SIGNALS – WORKFORCE DEV – BENEFITS

Tags: Work; Workforce; HR; Benefits 

https://www.diigo.com/user/garrygolden/workforce

Uncertainty Workforce – Attracting & Retaining  
❑ Gen Z & Millennials

Student Loans; Paid Training & Development; Childcare

❑ Gen X  

They will get nothing and be happy about it 

❑ Boomers 

Healthcare; Part-time Work; Caregiving Support  

https://www.diigo.com/user/garrygolden/workforce




SIGNALS (BARB)  

Tags: Training; 3D/Additive; Workflow 

https://www.diigo.com/user/garrygolden/workflow 

https://www.ashleyfurnitureindustriesinc.com/en/news/2019/10/2019-10-04---atmcgrandopening




SIGNALS – DIGITAL TRANSFORMATION (TAD)  



SIGNALS  (TAD)  

the fast-food chain has even established a new tech hub in the heart of 
Silicon Valley — the McD Tech Labs — where a team of engineers and 
data scientists is working on voice-recognition software.

At some stores, Bluetooth devices now track shoppers’ movements, allowing 
companies to send texts and emails recommending products that customers 
lingered over but did not buy. And a number of retailers are experimenting with 
facial recognition tools and other technologies — sometimes known as “offline 
cookies” — that allow businesses to gather information about customers even when 
they are away from their computers.

Tags: Applied Analytics/AI; Customer Journey

https://www.diigo.com/user/garrygolden/workforce

https://www.nytimes.com/2019/10/22/business/mcdonalds-tech-artificial-intelligence-machine-learning-fast-food.html?smid=tw-nytimes&smtyp=cur
https://www.nytimes.com/interactive/2019/06/14/opinion/bluetooth-wireless-tracking-privacy.html?module=inline
https://www.nytimes.com/2019/03/10/business/retail-stores-technology.html?module=inline
https://www.diigo.com/user/garrygolden/workforce


SIGNALS – APPLIED ANALYTICS – CUSTOMER JOURNEY

Tags: Analytics; AI; NLP 

https://www.diigo.com/user/garrygolden/NLP

Uncertainty Applied Analytics – AI – Journeys 

❑ Data & Analytics Capabilities – Talent & Partnerships 

❑ Data-driven Experiences 

Creepy vs Compelling Line (Customer) 

https://www.diigo.com/user/garrygolden/NLP


SIGNALS – MFG VALUE CHAIN (PAUL)  

Garry’s Tags: 
https://www.diigo.com/user/garrygolden/manufacturing (3D/Additive) 
(Materials) 

Tags: Analytics; Manufacturing; Materials

https://www.diigo.com/user/garrygolden/manufacturing

https://www.diigo.com/user/garrygolden/NLP




SIGNALS – MACRO ECONOMICS (CHIP)  

Tags: Economics; Macro; Geopolitics; Crypto 



SIGNALS – AGING DEMOGRAPHCIS (DEVIN)  

Tags: Aging; Workforce; Training; Knowledge Capture



SIGNALS – ECON PRESSURE + SOCIAL ENGR (MIKE HOGAN)  

“…the article as an illustration of economic mind fields that businesses have to deal with.”

Tags: Politics; Polarization; Policy; Values (Across Spectrum) 

Corporate (Shareholder to Stakeholder) 



SIGNALS  (MIKE HABERLE)

The use of additive manufacturing is seen as a way to reduce production costs and offer 
a more scalable thrust chamber that can be used for a wider array of mission types. The 
project will call upon a number of 3D printing technologies, including solid-state and 
laser deposition, to speed up fabrication of these complicated parts.
The scalability will help ensure that the cost benefits are realized on propulsion systems 
that will range in size from those capable of supporting a lunar lander to larger boosters 
used to launch spacecraft beyond the earth’s gravitational pull. The triple threat of cost 
savings, production efficiency, and modular scalability are seen as critical factors in 
helping to preserve space exploration investments.

Tags: Manufacturing; Supply Chain; Logistics; 

Managed Services Biz Models 



SIGNALS – EMPOWERED CITIES (JEFF M.)  

Tags: Cities; Smart; IoT; Edge; Analytics; Place; Ethics; Community 



SIGNALS – TRANSPORTATION (JEFF S)  

Tags: Transportation; EVs (BEV; FCEV); 

Workforce; Infrastructure



TURNING SIGNALS INTO STORIES

Trend Card Poker

Futures Wheel Four Futures 

Framework Forecast



? 2008 – 2014 

FOUR FUTURES THINKING

Continued 

Growth 

Disciplined

Constrained

Transformed Decline  

Collapse 



DRAFTING YOUR FOUR FUTURES

Continued 
Growth 

Disciplined
Constrained

Transformed Decline  
Collapse 



The original model was developed and 
popularized by Professor Jim Dator at the 
University of Hawaii-Monoa Futures 
Studies program.  While the framework 
has been used for years in the foresight 
community it was most recently codified 
in the Journal of Futures Studies, 2009. 

25

TASK: DRAFTING NOTES FOUR FUTURES



?

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. 

26

DRAFT NOTES: CONTINUATION 



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. 27

DRAFT NOTES: DISCIPLINED/CONSTRAINED

2008 – 2014 



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. 

DRAFT NOTES: TRANSFORMED



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.  

DRAFT NOTES: DECLINE / COLLAPSE



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)

TIPS: STORYTELLING 



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? 

TEAM CONVERSATION QUESTIONS 



EXAMPLES 





Scenario Name

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

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

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

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

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

TOOL : FORCE FIELD ANALYSIS (PUSH/PULL)



Discussion
Thoughts on value and 
application for Foresight Efforts?
❑ Four Futures for whom? (Org vs Unit) 
❑ Story Format
❑ Who leads /owns process? 

Four  Futures 

QUESTIONS? DISCUSSION 

Draft Deadlines – Nov 18th

❑ Bullet point format of Four Futures for your 
organization by November 18th



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



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 
Guides Internal Teams (or Clients) in Exploring Alternative Futures for your sector
Output: Generate Ideas that Solve Problems + Transform the Region 

???



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



NEXT FEW WEEKS 

TBD 

Complete a 
Futures Wheel 

By Nov 18th

Complete Draft (Bullet 
Point) of Your Org’s Four 
Futures 

ASAP 
Schedule 1-1

Call w/ Garry

Era Analysis 


