The Millennium Project                                                                  Futures Research Methodology—V3.0
The Millennium Project                                                                       Futures Research Methodology—V3.0


Introduction 
to 
The Futures Research Methods Series

by 

Jerome C. Glenn
Introduction
I. Why Futures Methodology?
II. What is Futures Research and Studies?
III. Futures Research for Policy vs. Academic Future Studies
IV. Ways of Organizing Methods
V. Related Issues
VI. Factors Required for Successful Implementation of Futures Research in Decision Making
VII. Final Comment
Appendix: Annotated Bibliography; Selections from Future Survey
Appendix A: Many Methods and Mentors: Thinking About Change and Shaping Futures
Appendix B: Futures Studies Methodology
Endnotes
Acknowledgments

Mika Aaltonen, Head and Chairman of the Board of StraX at Helsinki University of Technology has contributed a form of organizing and evaluating methods in Futures Research Methodology Version 3.0 which was drawn from his paper “Evaluation and Organization of Futures Research Methodology – Version 3.0,” the full paper is in the appendix of the final chapter in this series. This chapter has also benefitted from helpful comments and insightful remarks provided by Olaf Helmer, retired futurist of the RAND Corporation; Joseph Coates, Joseph Coates Consulting Futurists, Washington, D.C.; Theodore J. Gordon, Senior Fellow of the Millennium Project; Professor Pentti Malaska, Finland Futures Academy; and Peter Bishop, director, Program for the Study of the Future, University of Houston.  The two annotated bibliographies were prepared by Dr. Michael Marien, Editor of Future Survey with assistance from Lane Jennings and Janet Colacino. Elizabeth Florescu, Neda Zawahri, and Kawthar Nakayima provided excellent project support. Sheila Harty provided skillful editing while Andra Tautu and John Young proofread this chapter.  Thanks to all for your contributions.

Introduction

Each chapter in this series gives an executive overview of each method's history, a description of its primary and alternative usages, how to do it, strengths and weaknesses, use in combination with other methods, and speculation about future usage. Some also contain appendices with applications and sources for further information. Over half of these chapters were written by the inventor of the method or by a significant contributor to its evolution.

The chapters display a set of methodologies to help us understand the range of possible future worlds. Private corporations, non-governmental organizations, universities, governments, and international organizations use many of these methods in planning and policy activities.

The first version of this series had 18 chapters and was written as part of the United Nations University’s Millennium Project Feasibility Study funded by the United Nations Development Program's (UNDP's) African Futures Project. African Future’s objective was to assist African countries to conduct national long-term prospective studies, and hence the methods series was produced to provide UNDP/African Futures with basic information on futures methods that could be used by National Long-Term Prospective Studies teams in African countries to develop their national plans.

The Millennium Project became operational under the auspices of the American Council for the United Nations University in 1996 and additional funding to produce Version 2.0 was provided by the US Army Environmental Policy Institute. 

The Rockefeller Foundation funded the current Version 3.0 while the Millennium Project was under the auspices of the World Federation of United Nations Associations. Suggestions on improvements and/or additions to these chapters are welcomed and encouraged in anticipation of future editions of the series.

I. Why Futures Methodology?

The forces of nature, social and political dynamics, scientific discovery, and technological innovation largely determine the future. However, as human capacity has evolved, our choices increasingly shape the future. The pace of technological and medical advancement was changed by President Kennedy's long-range goal of landing a man on the Moon. A sequence of technologies was invented to accomplish this goal, which in turn grew into satellite communication, better materials, and medical advances that changed our lives. The first photograph of whole Earth from space changed our perspective. Society cannot control the future, but it can influence the course of history. This influence makes worthwhile the effort to consider the balance between what we want and what is possible.

The purpose of futures methodology is to systematically explore, create, and test both possible and desirable futures to improve decisions. It includes analysis of how those conditions might change as a result of the implementation of policies and actions, and the consequences of these policies and actions. Futures research can be directed to large- or small-scale issues, in the near or distant future; it can project possible or desired conditions. It is not a science;
 the outcome of studies depends on the methods used and the skills of the practitioners. Its methods can be highly quantitative or qualitative. It helps to provide a framework to better understand the present and expand mental horizons. 

Businesses use futures methods to enhance understanding of future markets. Social leaders use them to develop and test both possible and desirable future visions. Future visions can help generate long-term policies, strategies, and plans, which help bring desired and likely future circumstances into closer alignment.

The use of futures methods enhances anticipatory consciousness, which in term improves the foresight to act faster or earlier, making the organization or individual more effective in dealing with change. The ability to anticipate gives extra time to better understand threats and opportunities, develop more creative strategies, create new product opportunities, and create and share vision for organizational change.

The value of futures research is less in forecasting accuracy than in usefulness in planning and opening minds to consider new possibilities and changing the policy agenda. Its purpose is not to know the future but to help us make better decisions today via its methods that force us to anticipate opportunities and threats and consider how to address them––strategically it is better to anticipate, rather than just respond to change. 

It is not reasonable to ask people to cooperate in building a better tomorrow without a shared, multi‑faceted, and compelling image of the future. How such images are created influences the quality of the future.  For example, the early inhabitants of what is now Switzerland held traveling conversations among the various ethnic groups to reach a multi‑faceted and multi‑language state that has become synonymous with peaceful cooperation.  Because many different kinds of people were involved in the construction of the Swiss future vision, a cross section of interests was represented and unrealistic views were modified.
 When people are not involved in the creative process, the absence of their views can lead to future problems.  For example, indigenous Americans and African slaves were not part of the visioning team that created what became known as Manifest Destiny - the future vision of westward migration in the United States to create wealth. These two groups are still not well integrated into the affluent American society today. 

Positive visions untested by futures analysis can be destructive by leading people toward impossible goals or impossible schedules.  For example, during the mid‑20th century, many Africans believed that once decolonization was complete, peace and plenty were sure to follow - quickly. This positive vision proved unattainable. Forecasting studies might have identified factors that could frustrate the dream, thus illuminating policies, moderating expectations, and preventing the dashed hopes and cynicism that poisons the imagination of the next generation who might otherwise have built a better Africa.

If no general agreement exists about an organization's or nation's future direction, then how can one know what is useful or useless? To what end would one cooperate? be efficient? Although, the application of futures methods to generate future visions will not eliminate conflict or competition, a people can have a shared future vision of economic competition toward a common goal. For example, corporations competed to get government contracts to help land a man on the moon. This competition gave coherence to research and development and created the greatest synergy in history between research in biology and physics. A lack of vision promotes aimlessness and apathy, which in turn erodes the human resource base and increases waste of all kinds. Intelligent visions provide the backdrop or criteria for deciding what is more likely to be useful or useless in the future.

When driving a car slowly at night, the headlight illumination does not have to extend very far to drive safely, but when driving much faster, the headlights should shine farther down the road to give time to make the proper adjustments to drive more safely. Similarly, the faster the rate of change, the further into the future we should explore to make better decisions. The increasing complexity and acceleration of change decreases the lead-time for decisions and makes previous expectations less reliable. Forecasting increases lead-time between potential events and current planning. Hence, the faster pace and complexity of change today increases the value of early warning that increases the time period for analysis to create more intelligent decisions.

Another reason to use a range of futures methods today is that the understanding of time is changing. In the Agricultural Age, the perception of time tended to be cyclical.  An important use of forecasting was to predict when each part of the cycle would recur, i.e., when will the rainy season begin, or when will the Nile flood? In the Industrial Age, the perception of time tended to be more progressive and linear.  An important use of forecasting was to predict how technology will become more efficient. In the Information Age, the perception of time is more open and flexible, hence the contemporary focus on forecasting to determine what is possible and desirable, which is a far more complex task, requiring a range of methods.

Perhaps the most commonly understood reason for the use of futures methods is to help identify what you do not know, but need to know, to make more intelligent decisions.  For example, one might write a scenario to see how a particular future might occur.  In the process of writing, it might become clear that no easy transition from the present to the future exists for some developments. This difficulty focuses the mind on the important questions to resolve in order to design better policy. It forces us to think about the future and helps identify assumptions to examine and change, if necessary. If our mental models of how the world works are incorrect, our forecasts will also be wrong, regardless of technique.

An advertisement for the World Future Society presents a succinct overview of reasons for thinking about the future:

· To Succeed in Your Career

· To Prepare for Change

· To Choose Your Future

· To Make Better Decisions

· To Help Your Children, and Grandchildren, etc.

· To Prevent Disasters

· To Seize Opportunities
· To Understand Today's World

· To Develop Self-Confidence

· To Expand Your Horizons
There are some philosophical assumptions behind futures research that most futurists would accept: 

1. You cannot know the future, but a range of possible futures can be known.
2. The likelihood of a future event or condition can be changed by policy, and policy consequences can be forecasted.
3. Gradations of foreknowledge and probabilities can be made; we can be more certain about the sunrise than about the rise of the stock market.
4. No single method should be trusted by itself; hence, cross-referencing methods improve foresight.
5. Humans will have more influence on the future than they did in the past.

II. What is Future Research and Studies?

To study the future is to study potential change - not simply fads, but what is likely to make a systemic or fundamental difference over the next 10 to 25 years or more. Studying the future is not simply economic projection or sociological analysis or technological forecasting, but a multi‑disciplinary examination of change in all major areas of life to find the interacting dynamics that are creating the next age.

As historians are supposed to tell us what happened and journalists to tell us what is happening, futurists tell us what could happen and help us to think about what we might want to become.  Futurists do not know what will happen. They do not claim to prophesy. However, they do claim to know more about a range of possible and desirable futures and how these futures might evolve.  Methods of futures research do not produce completely accurate or complete descriptions of the future, but they do help show what is possible, illuminate policy choices, identify and evaluate alternative actions, and, at least to some degree, avoid pitfalls and grasp the opportunities of the future.

Futurists have not reached consensus on the name or definition of their activity.
  Some prefer the term "futures research" and by that mean the use of methods to identify systematically the consequences of policy options and to identify alternative futures with policy implications for decision makers.  Others prefer the term "future studies" and by that mean any exploration of what might happen and what we might want to become.  Still others, apparently in Europe and francophone Africa, prefer "prospective studies" 
 and by that mean the study of the future to develop a strategic attitude of the mind with a long-range view of creating a desirable future.

Some (including the author) argue that futures research is not a science because it does not have controlled experiments like physics and chemistry and because two groups with different values, experience and knowledge using the same methods to explore the future of the same subject will produce different results. Others argue that it is a science in that it uses and creates systematic bodies of knowledge, and uses methods in a systematic fashion without predetermining the conclusions.

Futures research is not yet universally recognized as an academically established field for doctoral research.  Few universities offer graduate futures degrees.
  However, countless doctoral dissertations have used the methods discussed in this series and concepts pioneered by futurists. The World Futures Academy organized by the Finnish Futures Academy and the World Futures Research Federation are attempting to create more universal academic recognition. The World Future Society has been a common ground through which many efforts to improve the position of futures research in universities have been facilitated.

We have always known that it is smart to think ahead, but futurists do this as a profession, on a larger scale, and have methods and a body of writings to think systematically through the possibilities of tomorrow. One day, futures research may become an organized body of assumptions and methods with a more formal academic tradition; in the meantime, it can be thought of as an art in that it is creative and/or as a craft in that it applies knowledge with skill.

But unlike other arts and crafts, futures research and studies utilize information from all of the sciences. The empirical base of the "futures field of knowledge," writes reviewer Pentti Malaska, "is all sciences, whereas the empirical base of any one science is only that science's domain.  A value of futures research is not discovering new factual knowledge as in the sciences, but producing perceptions and insights to that body of knowledge. 
”
To study the future, futurists scan the media to keep abreast of what is new that could indicate fundamental or systemic change.  They also keep track of key individuals who are reliable sources of information about change in specific areas, make change themselves, and often have new ideas and insight into the processes of change.  Futurists also apply a number of methods to explore the viability of current trends and, perhaps more importantly, future developments that could deflect those trends.

Futures research should be judged by its ability to help decision makers make policy now, rather than whether a forecast was right or wrong.  Futurists can make a forecast that is intended to be proven wrong. For example, forecasts about the long-range economic impacts of the full Strategic Defense Initiative or "Star Wars" for both the United States and the former Soviet Union turned out to be wrong.  Policymakers in the former Soviet Union realized that it was too expensive to complete.  Hence, the forecast was wrong but useful to change policy.  Conversely, forecasts can be made to become self-fulfilling.  R. Buckminster Fuller forecast that "doing more with less" through design science would create synergies in technology which would make the world efficient enough so to feed, clothe, and shelter itself.

In summary, if we do not know the consequences of our choices, our freedom to choose is an illusion. Hence, no freedom exists without forecasting, as was well argued by Bertrand de Jouvenel in the Art of Conjecture. 

The appendix to this paper contains a review of publications related to futures methodology (2008) and an annotated bibliography by Michael Marien (2003) drawn from his publication Future Survey.  Reading these reviews and annotations will provide an excellent overview of future studies methodology and related issues.

III. Futures Research for Policy vs. Academic Future Studies

Futures research, when used to help improve decision making, is quite different from academic research in future studies.  The following discussion builds on similar distinctions and terminology offered originally by Herman Kahn.

Futures research is decision-oriented, i.e., it seeks to identify and describe current forces that should be understood in order to make more intelligent decisions.  For example, a decision maker might need to know the probable course of agricultural exports over the next ten years, and therefore have a vital interest in what are the most likely changes in genetic engineering and biotechnology. However, in addition to forecasting the technological possibilities, the futurist might include market behavior and possible reactions of other countries to determine the range of plausible futures that could affect export sales, and new educational requirements to keep competitive in the future along with which countries seem to be pursuing the required educational changes.

In contrast, future studies are subject- or question-oriented, e.g., what are the critical technologies that will have the greatest influence over the next 25 years? A range of technologies would be identified and forecasted and their impacts assessed against a set of assumptions. The purpose of such an exercise is to explore all possibilities fully so that others can find specific insights to their needs. Future studies can also contribute to a specific field of study and/or body of information.

The chapters in this series serve both orientations.  They give basic information for those needing to decide what methods they should use.  The chapters are also academically oriented - and, to some degree, since they provide a basic reference for university courses in methodology, serve as a methodological base line for future methodological state-of-the-art reviews, and function as a resource for futures educators and trainers.  As a result, some explanations may be too long for decision makers and too short for academic standards. The Millennium Project has attempted to bridge this decision-maker vs. academic gap in its annual State of the Future report which comes in two parts. One part for decision makers is 100 pages of executive summaries in print.  Another part for academics is a CD-ROM of over 6,500 pages with full details of many futures projects that used these methods to obtain the results presented. For example, in the print edition, two pages are given to each of the 15 Global Challenges for a total of 30 pages. In the CD over 1,200 pages are given to the same 15 Global Challenges. 
Futures research tends to create a broad set of issues and questions to address policy problems and to seek insight from an extraordinarily diverse collection of sources using a broad set of methods.  This breadth runs the risk of the research becoming superficial.  Academic future studies tend to go much deeper into questions and, therefore, can become narrow and/or parochial in their result. 

When conducting futures research for policymakers, the futurist must continually ask the question "What difference does it make?" rather than "How well do you know it?" This is the core distinction. The complete economic, technological, cultural, etc. backgrounds that might be relevant to a policy decision are not possible to find out in a short period of time, but the most critical factors are possible to determine very quickly. Futures methods make that possible.  Often leaders have to make policy decisions quickly and do not have time to wait for results from a more complete study.  They do not have to understand the subject, they just have to understand what to do and why. But if academic researchers are not thorough, who will be?  Academic research has the responsibility to understand the issues as completely as possible.  This responsibility means that pragmatic or applied futures research relies on judgment from more basic academic futures research.  Applied futures research is a consumer for the more broadly and rigorously processed basic future studies.

Lastly, futures research often does its own "public opinion research" by direct contacts, anecdotal information, and empathetic introspection. Decision makers may well cross-examine the futurist in person; researchers will want their conclusions based on firsthand experience as much as possible. Herman Kahn preferred to fly over regions to observe conditions for himself, and interview local taxicab drivers to augment more conventional information sources.

IV. Ways of Organizing Methods

Futurists distinguish normative forecasting from exploratory forecasting. Normative work is based on norms or values.  Hence, normative forecasting addresses the question: what future do we want? What do we want to become? Exploratory forecasting explores what is possible regardless of what is desirable. This general division of futures work into normative and exploratory can be misleading when applied to methodology. Many techniques can be used for both normative and exploratory forecasting. Some tend to be used more for one than the other. Futurists’ "tools" are often quite flexible and adaptable to specific purposes.  

No agreement exists on the proper way to organize futures methods,
 although enough experience has accumulated that this should be possible. In the meantime, the organization of futures methods is an area for further research.

Techniques can also be used "for" or "with" the client. Futurists can do their work largely independent of those for whom the research is done. They can receive the requirements for a study and return the results. The other methodological tradition involves the client, community, nation, or whoever is the sponsor of the study. The assumption of such participatory approaches is that client involvement in their own future is essential for understanding and acting on the results of the study.
The methods in this series could be classified in the following way:

A Simple Taxonomy of Futures Research Methods
	Method
	Quantitative
	Qualitative
	Normative
	Exploratory

	Agent Modeling
	
	X
	
	X

	Causal Layered Analysis
	
	X
	
	X

	Chaos and Non-Linear Systems
	X
	
	
	X

	Cross-Impact Analysis
	X
	
	
	X

	Decision Modeling
	X
	
	
	X

	Delphi Techniques
	
	X
	X
	X

	Econometrics and Statistical Modeling
	X
	
	
	X

	Environmental Scanning
	
	X
	
	X

	Field Anomaly Relaxation
	
	X
	
	X

	Futures Polygon
	X
	X
	X
	X

	Futures Wheel
	
	X
	X
	X

	Genius Forecasting, Vision, and Intuition
	
	X
	X
	X

	Interactive Scenarios
	
	X
	X
	X

	Morphological Analysis
	
	X
	X
	

	Multiple Perspective
	
	X
	X
	X

	Participatory Methods
	
	X
	X
	

	Prediction Markets
	X
	
	X
	

	Relevance Trees
	
	X
	X
	

	Robust Decisionmaking
	X
	
	
	X

	Scenarios
	X
	X
	X
	X

	Science and Technology Roadmapping 
	X
	X
	X
	X

	Simulation-Gaming
	
	X
	
	X

	State of the Future Index
	X
	X
	X
	X

	Structural Analysis
	X
	X
	
	X

	Substitution Analysis
	
	
	
	

	Systems Modeling
	X
	
	
	X

	Technological Sequence Analysis
	
	X
	X
	

	Text Mining
	
	X
	X
	X

	Trend Impact Analysis
	X
	
	
	X

	Visioning
	
	X
	X
	

	Wild Cards
	X
	X
	
	X


Another way of organizing futures research methods is suggested by Mika Aaltonen of the University of Helsinki in paper in the appendix of the final chapter of Futures Research Methodology Version 3.0. He suggests that some methods are used more to understand a system than control it.  These methods to understand can vary from standing outside the system to participating inside the system. Those methods used to help control a system can vary from trying to remove ambiguity to allowing or adapting to ambiguity.

Using these distinctions, Mika Aaltonen creates a two by two matrix with four cells: two of which – engineering approaches and systems thinking – have a long history, are used widely and currently dominate thinking and practice in strategic management. The other two – mathematical complexity and social complexity – are not yet widely used, and they represent both a contrasting and a complementary view of how the future emerges (
). See Figure 1 below.

Figure 1. The Model of Analysis (
)
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Using this matrix Aaltonen then places methods described in Version 3.0 in figure 2 below:
Figure 2. The Evaluation and Organization of Futures Research Methodology – Version 3.0
[image: image2.jpg]Nature of possible understanding of system

Through interactions of agents

Stand outside system

Capingith Chaos

Agent Wodelng

Causal Layered Analysis

u
z Partcipatory Metrods
i [ ——
9 al
@ racte Scanads
Y sy sl Futuss
T oo araye OocHon Moteng 1l oy easien
e Crossimpactdrayis
oo et RobutDecionmating
— W
P —
Full:Scl mglmentation of SOF e
‘Statistical Modeling. Futures Polygs
- sconafos Wl Prspctne Conct
2| semgernan oos
g e Suaeg Dagnods Syt Pogueties WidCrts
i Texminng S¥TRovdmapping Mactor  Withol  Prodiion Harkts
a
Gons Forscasting Simaton 3nd Gares
Eniomenl NarmateFrecasing
Scaeg oR ndex Oupti Real-TimeDelti
RULES HEURISTIC
Remove ambiguity Allow ambiquity

Means of controlling or directing system





One could disagree with the placement of some methods in this matrix, but in general Aaltonen’s analysis shows that more methods presented in Futures Research Methodology – Version 3.0 are designed to remove ambiguity than to allow ambiguity and that they concentrate on knowing or delivering more knowledge into a decision-making process. Most of the methods are also used outside the system in order to bring new information into the system. Other types of frequently used methods are those that seek to create an awareness of possible futures and what they convey. The embedded conception of causality, of how things happen, is that there is an actor that is capable of finding the causalities and able to design interventions that lead to a desirable future.

Aaltonen goes on to say that, there are methods that rely, even if implicitly, on different causal assumptions about how things happen. The methods placed in the upper half of the model share the belief that things happen through the (local) interaction of agents. The movement towards a future is seen to depend on the other actors, the adaptive moves of a single actor influencing other actors’ strategies by creating new possibilities and constraints. By counting the number of methods that habituate the upper part of the model, this approach would seem to be less popular among futurists than the previous one. However, some methods are made with the aim of removing ambiguity and simulating emergent possibilities. The smallest number of methods lies in the social complexity corner. The methods that try to provide direction with a degree of ambiguity and in a not always orderly environment are few. (e.g., Juarrero 1999, Stacey & Griffin & Shaw 2000, Shaw 2002, Aaltonen & Sanders 2006).

V. Related Issues

A variety of related issues should be considered part of the introduction to futures research methodology. For the purpose of introducing the current series, only a few are needed to illustrate the kind of issues that should be considered when developing futures research teams and applications.

Prediction vs. Forecast
A prediction is a statement that you believe will be true. "I predict that the first animal protein for human consumption will come from stem cells making muscle tissue within ten years without the need to grow an animal." A forecast––on the other hand––is a probabilistic statement that does not imply that you believe the forecasted event will occur. "There is a 70% chance of rain tomorrow." As noted previously, futures research should be judged by its ability to help decision makers make policy now, rather than by the forecast being right or wrong. Many of the forecasts of the Limits to Growth study were wrong but were useful to stimulate better environmental planning.

Planners vs. Futurists
Planners tend to look at change in one particular phenomenon or subject area (e.g. urban or educational planning). Futurists tend to look at change in a variety of areas and are more multi-disciplinary. Planners' time horizons tend to be shorter than futurists' - 3 to 5 years compared with 25 or more years for futurists. Futurists' output can be or should be input to improve planners' work.

Futurists can give planners long-term opportunities to include in their planning and long-term problems to avoid. Futurists can give alternative futures, and decision makers can select one; then the planner can create plans to achieve that future. However, this process is not static. As new information and intelligence is identified by the futurist, forecasts should be changed and communicated to the decision maker and planner. 

Reliability of Data
Only in the last generation have global standards for data been possible.  The National Aeronautics and Space Administration of the United States (NASA) is coordinating the Mission to Planet Earth (now called the Earth Science Program) that is standardizing global environmental data; UNU's Food and Nutrition Program has standardized global data and computerized systems for data on food consumption and production used by the Food and Agriculture Organization (FAO) and the World Health Organization (WHO).   Many other examples exist.  However, the data's sources and reliability must always be examined.

Sometimes it is necessary to invent data to complete a futures exercise. Unfortunately, invented data can be passed on to others as if they resulted from actual research. Responsible futurists cite data that is invented in such a way as to prevent this problem, e.g. different colors or fonts on charts, asterisks and footnotes, or clearly stating so in text.

Futures Research and Culture
If you believe that the future is predetermined by God, then the only way to know what will happen is to know God's plan. Many believe this and see futures research as being irrelevant.  However, one purpose of futures research is to identify a range of possibilities to help us make better decisions. How many different solutions are there to the traffic problems in Cairo? One, two, five? Futures methods can help us forecast alternative futures for the traffic situation in Cairo but do not tell us what will happen.

Some believe the universe to be a dynamic self-creating God with humans as part of the process; hence, human activity in futures research has value. Futurists from many cultures believe that there are many possible futures, policies do make a difference, and the future is shaped through action or inaction. Since possible futures depend on what we do, participatory processes are critical. 

Others believe these futures also depend on chance and on the consequences of developments that initially seem unimportant and unconnected yet later through tenuous interlinkages become dominant in their effects. Chaos theory holds that slight variations in initial conditions can make enormous changes, unexplainable by the observer. Related to the research on chaos are theories of complexity and emergence that help us see patterns and principles of change from one condition to another.

Plan "for" the Future vs. Plan or Invent the Future

Plan "for" the future carries an assumption about the nature of the future and humanity's role in it different from the assumptions behind the phrase: “plan or invent” the future.  Including "for" implies that the future is predetermined, and all you can do about it is to get ready. One plans "for" the annual flood of the Nile.  However, if one believes the future can be shaped or influenced by human action, then one plans, shapes, or invents that future.

Utility and Pitfalls of Analogy as a Short Cut
If two conditions are similar in some ways, one may reason by analogy that they are probably similar in others ways. In future studies, analogy relies on the dynamics of events in the past to help predict the future. Using analogy to short-cut more analytic methods is tempting. Sometimes, this is the most cost-effective way to proceed; other times, it is folly. How to know which is which? Ted Gordon gives the example of forecasting how color television will spread by reviewing how black-and-white television spread:

Suppose we had to forecast the market for color television and planned to use the spread of black-and-white television as a basis for the analogy. Viewed quantitatively, we would consider the price differences between the two and assess the percentage of families that might be excluded from the market because of the higher price. We might also estimate the rate at which current black-and-white sets would wear out and, from this, the rate at which buying opportunities would arise in the future. From a qualitative standpoint, we might also consider whether the sizzle offered by color TV would create two-TV-sets owners and the effect this would have on the diffusion of the new technology. 

Then to make the forecast, we would begin with the old curve depicting the sales of black-and-white TVs and adjust that curve, sliver by sliver, to account for the new situation (e.g., price differences, existence of a working black-and-white set, etc.).

This example is more quantitative and rigorous than the way it is usually used.  For example, in the 1960s it was argued that the United States was experiencing degeneration similar to Rome before its decline; therefore, the United States would soon fall from world prominence.  In another, just as the embryo naturally devours its environment before birth, the human species will naturally deplete its environment before its birth into the solar system and galaxies.  Analogies are fun to make and are often quite persuasive, but they may also embody causal elements that are different, thus making the forecast wrong.

Accuracy vs. Precision vs. Utility
Accuracy and precision are separate concepts.  Forecasts can be very precise, but quite inaccurate.  Forecasts can be self-fulfilling or self-defeating. Forecasting the possible existence of a condition or technology may make that condition or technology become more likely. The mechanism is clear: others, reading about the possibility, work to bring it about.  A forecast of famine may make the famine less likely if it triggers action. Thus, forecasting itself can have political implications. Furthermore, if a self‑defeating forecast triggers action to avoid the forecasted problem, then the forecast may have been highly inaccurate; nevertheless, the forecast may have been extremely useful.

Correlations and Lead Indicators
Marvin Cetron, President of Forecasting International, uses the ratio of the number of people in the bottom 10 percent of income in a country compared with the top 10 percent of income to forecast the likelihood of political stability. Four years before the fall of the Shah, Iran's ratio was 38 to 1.  At the same time, it was 10 to 1 in the United States, while 2.5 to 1 in Scandinavia. Graham Molitor, President of Public Policy Forecasting, uses socio-political policy change in Sweden to forecast future change in the United States. The Conference Board’s Leading Economic Indicators are used to forecast economic activity six months into the future. The identification of leading indicators is a normal practice of any business and should be included in any long-term prospective study.
VI. Factors Required for Successful Implementation of Futures Research in Decision Making

An international assessment of foresight and decisionmaking was conduced by the Millennium Project and is available in the CD section of the 2003 State of the Future.  The central conclusions of the study are listed below. It is not reasonable to expect that all of the following recommendations can be implemented in every application of futures research for decision making. Nevertheless, the more of these that can be done, the greater the likelihood of successful implementation of futures research in decision making will be.

1. Make sure that leaders or decision maker(s) for whom the information is intended know what futures research is and is not, are interested in the process, and have requested the activity, and that all those involved in the process are clear about the objectives and mission of the activity. Ideally, this would include a statement of what the decision maker(s) would consider to be a successful outcome.

2. Confirm that futures research has or will have a formal connection to the strategic planning process that is understood by all involved and that they understand that futures research provides a framework for thoughtful discussion, rather than predictions.

3. In addition to the decision maker(s), identify and work with a champion of the activity within the organization. 

4. If the decision maker(s) lack the knowledge or do not understand the complexities of the issues about which they must decide, include workshops or training during the research. As appropriate, use simulations or models showing complex interdependence of events, policies, and consequences of actions that can challenge stereotypical thinking. If possible, include discussion of the moral barriers to timely decision making.

5. Integrate the producers of futures research and the decision maker(s) into the overall process as much as possible. 

6. Information should not be limited to quantifiable projections, but should include rich subjective descriptions of alternative futures that make future possibilities more real for the decision maker(s).

7. Include diverse different interest groups and key actors in the research process, to make sure that the information is created about how a contemplated decision may affect stakeholders and to reduce subsequent political impediments. Enlist the support of people in this process who will use or be affected by the activity.

8. If there is a lack of clear-cut strategy and goals for the futures research to address, then include this as an issue in the research.

9. Determine who has the responsibility to act on the information. If no one, then make this an issue in the research, and if appropriate, bring this to the news media.  Similarly, determine if there is adequate coordination among responsible departments; if not, then make this an issue in the research as well.

10. Include the decision maker(s) in the research process to counter any lack of a long-term view, and short-term dominance over more distant future considerations.

11. Use at least one formal method that is understandable to all involved.

12. Provide information that demonstrates unequivocally that a crisis is pending to counter institutional inertia.

13. Include knowledge about what is possible, such as technological changes, to counter disbelief that change is impossible. Include information about the success or failure of other institutions and countries that had similar problems and have attempted to implement policies.  If possible, cite inspiring success stories.

14. Make options or recommendations simple, clear, and precise, and deliver them in political, cultural and social (non-technical) terms, connected to goals and strategies.

15. Demonstrate the technical feasibility of recommendations, including required personal, institutional, and technological changes to counter decision makers’ fear of failure.

16. Connect the costs to the benefits of the recommendations to increase the willingness to pay. Decision makers and political leaders have used “financial impediments” as an excuse not to act; but tend not to see finance as the primary reason for inaction.

17. If the information and data are inaccurate, unreliable, conflicting, and/or insufficient, then expose the problem, collect best judgments, and suggest ways of making decisions within the uncertain environment.

18. If possible, include the intended actions of related institutions, lobbyists, and decision makers related to the recommendations.

19. Develop and popularize appropriate indicators in coordination with other related institutions in the design and implementation of policy recommendations.

20. Use testimony of eminent scientists, including information of their estimates about probabilities and risks associated with issues and their policy solutions.

21. Clarify the forecasted condition with and without action, as a set of long-term scenarios, ranging from dreadful to positive.

22. Establish linkages to other similar activities in government and industry, here and abroad, so that diverse inputs are possible and inputs can flow from non-conventional sources.

23. Be innovative in the method of presenting findings to avoid information overload.

24. In addition to more analytic methods, include a workshop toward the end of the research to give time for individuals, including the decision maker(s), to integrate the concepts in their thinking in a group setting.

25. Consider how to include the media in the issue in consultation with the decision maker(s). Examples include making the research available on the Internet, holding press conferences, opening communications with public communities and other research institutions, and even considering how to popularize the work via cooperation between artists (e.g. Spielberg) and futurists in film, television, and other media.

26. Make the work continuous and cumulative so that what is learned in one iteration is carried over to the next. It should not be a one-time event, but an ongoing process of feeding information to the decision process and responding to feedback from impacts.

Generic Ongoing Process of Foresight



VII. Final Comment

Most people in 1975 would never have believed that by the year 2010 millions of people would simultaneously search key documents from millions of computers in less than one second.  Similarly, many people today might be surprised that in just 25 years there could be a global collective intelligence for ”just in time knowledge” that continually learns from responding to feedback and that is used by over half the world on a daily basis. 
A study by the Millennium Project found that 70% of an international science and technology panel believed that dramatic increases in collective human‑machine intelligence are plausible within 25 years that would effectively increase individual brain capacity. If so, then such collective intelligence could create global participatory feedback mechanisms to make long-range thinking far more common.

Today, increasing numbers of futurists, scholars, business planners, and others around the world are exploring prospects for the future of humanity. Futures Research Methodology Version 3.0 is the largest collection of ways to think about tomorrow ever assembled in history and is offered to improve our ability to make better decisions today to build a better future.  Feedback is welcome to improve the next version of this series. 

Appendix. Annotated Bibliography; Selections from Future Survey
Appendices A and B are included in this series on methods as a contribution by Michael Marien, Editor of Future Survey, of the World Future Society. Future Survey has merged with Futures Research Quarterly to become the World Future Review produced as of 2009 by the World Future Society.

Appendix A: Many Methods and Mentors: Thinking About Change and Shaping Futures
Assembled by Michael Marien

     OVERVIEWS 
ADVANCE \D 5.0#1  
                  FUTURES ADVANCE \R 0.70/ ADVANCE \R 0.70OVERVIEW                    (AB)

Invitation á la prospective / An Invitation to Foresight.  Hugues de Jouvenel (editor, Futuribles).  Futuribles Perspectives Series.  Paris: Futuribles, July 2004/87p/$15pb (from WFS Book Service.)
     An introductory essay in French and English, explaining la prospective  (foresight)  as neither  prophecy  or  prediction,  but a tool to help us create the future.  Prospective rests on three basic premises: 1) the future is a realm of freedom (it is open to many possible futures, or “futuribles”); 2) it is a land to be explored; 3) it is a land to be built.  “One must identify an array of possible futures that is constantly changingsome futuribles disappear as others emerge—hence, it must be monitored on a permanent basis.”

     Chapters discuss exploration of possible futures (if the future is essentially unknowable, there can be no “science of the future”), how our view of reality is often blurred (by the lenses and blinkers we wear, our mental constructs, our sources of in​for​mation, our means of measurement, and our ideologies), the construction of the future, foresight vs. forecasting (foresight is set apart from forecasting by its pluridisciplinary approach, the long-term dimension, and a search for breakdowns or “les ruptures”), models vs. scenarios (the latter prefers its “rough but fair estimate (rather) than a refined yet incorrect forecast”), and stages in a foresight exercise (define the problem, choose the horizon, identify key variables representing the “system,” gather data, draft hypotheses, explore futuribles often with help of tree structures, outline strategic choices).  [NOTE: Perhaps the best available brief statement on what good futures thinking is all about.   Hugues de Jouvenel, longtime director of the Futuribles group, is the son of political philosopher Bertrand de Jouvenel, whose classic work on The Art of Con​jecture (NY: Basic Books, 1967), which explains futuribles, is still well worth reading.]  
(prospective/foresight explained)
#2                     FUTURESADVANCE \R 0.70 /ADVANCE \R 0.70 TEXTBOOK                 (BC)

Futuring: The Exploration of the Future.  Edward Cornish (Editor, The Futurist; founder of WFS).  Bethesda MD: World Future Society, April 2004/313p/$29.95.

     An extensive updating and revision of The Study of the Future (WFS, 1977/307p), with 16 chapters: 1) Explorers of the Future: similar to earlier explorers who ventured into unknown regions, we must prepare for what we will face, anticipate future needs, expect the unexpected, think long term and short term, dream productively of worthwhile goals, and learn from predecessors; 2) The Great Transformation: the most important thing happening today is a metamorphosis of human life: hyperchange, the cybernetic revolution, the biotech revolution; 3) Six Supertrends: technological progress, economic growth, improving health, increasing mobility, environmental decline / global warming, and increasing deculturation (loss of traditional culture or “culture shock”);  4) Understanding Change:  watching  trends and  cycles,  patterns of change, stages  in  technology and society; 5) Systems, Chance, and Chaos: the importance of the systems approach to understand relationships, how chance influences our lives, implications of chaos research, the infinitude of possible futures; 6) Futuring Methods: scanning, trend anal​ysis, scenarios, polling, gaming, modelingADVANCE \R 0.70/ADVANCE \R 0.70simulation, vision​ing (“the goal of futuring is not to predict the future but to improve it”); 7) Knowing the World Around Us: “to think ser​ious​ly about the future, we must first find out what is happening now that has lasting importance”; 8) Using Scenarios: the development of the scenario method at RAND, forecasting and backcasting; 9) Wild Cards in Our Future: examples of pos​sible future catastrophes (nuclear war, global financial collapse, global plague, world war, environmental collapse, institutional meltdown) and good “benestrophes” (end of war, energy that is almost free, a happiness pill, drugs to boost intelligence and reverse aging, space colonies); 10) Inventing the Future: secrets of creative geniuses, basic tools to shape the future, idea mapping; 11) The Past as a Guide: watch out for manias, diversify your investments, use history in decision making; 12) Pre dicting the Future: follies of forecasters, miracles that were postponed (e.g., the video​phone), the computer as a stealth technology, today's world seen a century ago and in 1967; 13) How the Future Became What It Used To Be: the idea of progress, utopias, the collapse of optimism in the 20C; 14) The Futurist Revolution: Bertrand de Jouvenel and Futuribles, the rise of American futurism, the form​ing of futurist groups; 15) Improving Our Futures: chal​leng​ing fatalism, the improvability of our future, the urgency of the future, developing foresight (“the primary goal of futur​ing”), responsibility for the future; 16) Future Generations: our duties to the future, helping young people, humanity's potential.  Includes a 42-page annotated bibliography and a 10-page glossary.

     [NOTE: A wide-ranging introduction for high school and lower college levels, in contrast to Bell's decidedly more academic textbook, more useful for upper college levels, especially in  sociology. The two texts overlap, but there are many differences in style and content.]   
(Cornish textbook, new edition)

#3                       FUTURESADVANCE \R 0.70 /ADVANCE \R 0.70 TEXTBOOK              (AB)
Foundations of Futures Studies: Human Science for a New Era (Two Volumes).  Wendell Bell (Prof Emeritus of Soci​ology, Yale U).  New Brunswick NJ: Transaction Publishers, 2003/368p & 2004/386p. Sold separately, each vol. $29.95pb.

     The paperback version of a 1996/1997 textbook, with a new preface in each volume.  Volume 1: History, Purposes, and Knowledge (Aug 2003/368p) offers six chapters: 1) A New Field of Inquiry: on the “rapid” growth of futures studies in the last few decades, early contributions (W.F. Ogburn, H.D. Lasswell, Commission on the Year 2000, Club of Rome), con​trasts with policy sciences, “signposts” of the new field; 2) The Nine Major Purposes of Futures Studies: study of possible futures, probable futures, images of the future, knowledge foundations, ethical foundations, past and present, integration of knowledge and values, increasing democratic participation in designing the future, and advocating a particular image of the future; 3) Nine Key Assumptions of Futures Studies: time is unidirectional and universal, not everything that will exist has existed or does exist, futures thinking is essential for human action, the most useful knowledge is knowledge of the future, the future has no facts, the future is not totally predetermined, future outcomes can be influenced, world interdependence in​vites a holistic approach; 4) Art or Science: on whether FS is art andADVANCE \R 0.70/ADVANCE \R 0.70or science, concluding that it is “a transdisciplinary action and social science”; 5) Epistemology: FS has been great​ly influ​enced by postpositivist thought, and “critical realism” is proposed as an appropriate theory; 6) Methods and Exemplars: pragmatic prediction, extrapolation, cohort-component meth​ods, Delphi, simulation, computer modeling, gaming, monitor​ing (using Future Survey as an exemplar for scanning), content analysis, futures workshops, scenarios.  Ends with a list of c. 650 references.  The new 10-page Preface offers updates.
     Volume 2: Values, Objectivity, and the Good Society (Feb 2004/386p) also has six chapters: 1) Values in Utopian Thought: on the immense utopian literature and the long-term trend toward the view that humans create their own social worlds; 2) Making Value Judgments Objectively: how we decide what is preferable, images of preferable futures (the good society); 3) Practical Strategies for Judging Preferable Futures: religious values and state laws, professional ethics; 4) Universal Human Values: on exaggeration of cultural dif​fer​ences, the many features that human cultures have in com​mon, and convergence of values; 5) The Quantity of Human Life: human population growth, life expectancy, life-extending technologies; 6) What Human Values Ought to be Changed:  pro​moting the values of no more than one child per  person, suf​ficiency,  peaceful cooperation,  caring for all in the world community, and welfare of future generations.  “To be a futurist is to accept a social responsibility not only to investigate alternative futures, but also to work toward a desirable future.” The new 5-page Preface discusses reducing  the harm people do to each other and the critical need for a set of accepted, cross-cultural ethical values and principles. [NOTE: Volume 1 is a bit outdated and still does not make a strong empirical case for any emerging “field” (albeit an obviously desirable development); Volume 2 is more for those with “good society” interests in sociology and philosophy.]  
(Bell textbook: new edition)

#4                  FUTURESADVANCE \R 0.70 /ADVANCE \R 0.70 OVERVIEW                   (AB)

Contemporary Futurist Thought.  Thomas Lombardo (Prof of Psych and Integrated Studies, Rio Salado College, Tempe AZ).  Bloomington IN: AuthorHouse, June 2006/427p/$25pb.

     A “study in contemporary thinking about the future,” with four long chapters on major hopes and fears in modern times.

     1) Science Fiction as the Mythology of the Future: sci-fi is seen as “clearly the most visible and influential contemporary form of futurist thinking in the modern world(it resonates with all the fundamental dimen​sions of the human mind; it speaks to the total person about the future.”  Covers myth and sci-fi, the genesis of sci-fi, the Golden Age of sci-fi in the 1930s and the “Silver Age” of sci-fi in the 1950s as images entered the public mind and the space race began, the new culture and the “New Wave” of the 1960s , cyberpunk emerging in the 1980s (William Gibson), space and time in the 1990s (Vernor Vinge). 
     2) Future Studies: history and organi​zations (WFS, the  WFSF, Warren Wagar, Ed Cornish), subject matter and methods (var​ious integrations of Michael Marien, Wendell Bell’s overview, the 1996 Encyclopedia of the Future, Rick Slaughter’s Knowledge Base of Futures Studies, the AC/UNU Millennium Project, the 2002 Marien/Bell debate in Futures on the nature of future studies), theories and ideologies, the goals of futuristic thinking (futurists generally deal with the possible, probable, and preferable).

     3) Modern Times and the Contempoary Transformation: trends and developments in the 20C, the contemporary trans​formation (ideas of Hazel Henderson, Ed Cornish, Alvin Toffler,  Ray Kurzweil, Barbara Marx Hubbard, Walter Truett Anderson). 
     4) Theories and Paradigms of the Future: theories of time and change (Martin Rees, E.O. Wilson, etc.), technological revo​lution (Michio Kaku, Michael Zey, Manuel Castells, Han Moravec, Rodney Brooks, Gregory Stock, Joel Garreau and radical evolution, transhumanism, the singularity), theories of psychology and human relations (Maureen O’Hara), ecology and nature, theories of society / culture, spiritual / religious theories, integrative theories (Ken Wilbur, Clare Graves, Eamonn Kelly, Walter Truett Anderson).

    [NOTE: An awesome synthesis of many people and ideas. Some complaints: lack of an index or bibliography (despite very extensive footnotes), sole emphasis on English-language writers (virtually all in the US), weak and outdated coverage of green thinking, no mention of organization thinking (UN, OECD, IPCC, etc.), and no mention of sectoral thinking (security, health, crime, education, cities, etc.) other than technology.  ALSO SEE the companion volume by Lombardo, The Evolution of Future Consciousness (June 2006/435p/$25pb; FS 28:8/387), with chapters on the benefits of enhancing future consciousness and ways to develop it.]  
 (futurist thought: overview)

#5               ADVANCE \R 0.70METHODS  / OVERVIEW                      (AB)

Futures Research Methodology—Version 2.0  Edited by Jerome C. Glenn and Theodore J. Gordon (AC/UNU Millen​nium Project; <www.acunu.org>).  Washington: American Council for the UN Univ, July 2003/c700p CD-ROM/$45.95 [from WFS bookstore]. 
     “The purpose of futures methodology is to systematically explore, create, and test both possible and desirable futures to improve decisions.  Includes analysis of how conditions might change as a result of the implementation of policies and actions, and the consequences of these policies and actions.  Futures research can be directed to large or small-scale issues, in the near or distant future.  It can project possible, probable, or desired conditions.  It is not a science; the outcome of studies depends on the methods used and the skills of the practitioners.  Its methods can be highly quantitative or qualitative.  It helps to provide a framework to better understand the present and expand mental horizons. The value in futures research is less in forecasting accuracy, than in use​fulness in planning and opening minds to consider new pos​si​bilities and changing the policy agenda.”

     The first version of this series, with 18 chapters, was written as part of the UNU Millennium Project Feasibility Study in the early 1990s.  The Millennium Project became operational in 1996, and additional funding to produce this second 2.0 version was provided by the US Army Environmental Policy Institute.  The 2.0 version has 27 chapters, mostly by Glenn and/or Gordon: environmental scanning, the Delphi method, the Futures Wheel, trend impact analysis, cross-impact analysis, structural analysis, the systems perspective, decision modeling, statistical modeling, technology sequence analysis, relevance trees and morphological analysis, scenarios, interactive scenarios, participatory methods, simulation and games, genius forecasting and vision, normative forecasting, S&T road mapping, field anomaly relaxation, text mining for technology foresight, agent modeling, State of the Future Index (SOFI) method, full-scale implementation of SOFI, the multiple per​spective concept by Harold A. Linstone, a toolbox for scenario planning by Michel Godet [see #22], causal layered analysis by Sohail Inayatullah [see #80], and frontiers of futures research methods [see #97]. [NOTE:  Version 3.0 is due in March 2009, with some 10 additional chapters and a total of around 1,000 pages.

    (methods of futures research)
#6               METHODS / ADVANCE \R 0.70OVERVIEW                   (AB)

Thinking About the Future: Guidelines for Strategic Foresight. Edited by Andy Hines (Director of Consulting, Social Technologies) and Peter Bishop (Associate Prof and Chair, Studies of the Future, U of Houston).  Washington: Social Technologies, Dec 2006/242p(8x8()/$19.99pb.

     Distills the expertise of 36 foresight professionals (members of the Association of Professional Futurists’ Professional Devel​opment Team) into a set of 115 guidelines organized in six sequen​tial categories.  Each guideline includes an explanation and rationale, key steps, a case example, and bibliography.

     1) Framing: adjust attitudes (have positive expectations, know your biases, recognize self-delusion and wishful thinking as barriers, embrace complexity), know the audience (don’t try to make clients into foresight professionals), understand the rationale and purpose, set objectives, select your team (strategic foresight is a team sport, include people who do not agree).

      2) Scanning: map the sys​tem (adopt a global perspective, take an integral view, conduct a stakeholder analysis), study history (don’t reinvent the wheel), scan the environment, involve colleagues and outsiders (consult unusual sources, e.g. outliers and troublemakers).

     3) Fore​casting: identify drivers and uncertainties (use a layered approach to get below the surface, look for colliding change trajectories and turning points), choose forecasting tools, diverge (generate ideas that cause discomfort, combine rigor and creativity), converge by prioritizing ideas (but approach trends with skepticism),  form  alternatives  (explore how the rules might change).

     4) Visioning: identify implica​tions (think of the longer term and unintended consequences), challenge assump​tions and conventional wisdom (assume no​thing and ques​tion everything ; identify and tear down taboos, validate assumptions), think visionary (develop a strategic vision, set strategic goals as stretch goals).

     5) Planning: think strategically  (know what to change and what not to change, identify critical branching points, make the sociocultural context central), devel​op strategic options (evaluate proposed strategy along multiple dimensions, have contingency plans for surprises, recommend “most plausible” and “preferred” options as well as “no-go”).

     6) Acting: com​municate results (design results for communicability, be provocative), create an action agenda (use a sense of urgency, aim at helping to make better decisions, invest in at least one unlikely idea), create an intelligence system (set up an early warning system, look for sources of turbulence, choose easy- to-understand indicators), institu​tionalize strategic thinking (repeat strategic activities on a regular basis, develop training pro​grams, shift attitudes toward accepting change).

     [NOTE: Practical futures thinking by the numbers (e.g. 1.0 Framing, 1.1 Adjust Attitudes, 1.1.1 be positive, 1.1.2 know biases, etc.) in an attention-grabbing 8x8( format. Lots of good advice. The guidelines are part of the U of Houston’s Master’s degree program in Futures Studies, formerly located at UH/Clear Lake City.] 
     (strategic foresight: 115 guidelines)

#7   METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70STRATEGIC FORESIGHT            (BC)

Strategic Foresight: The State of the Art, Andy Hines (Social Technologies), The Futurist, 40:5, Sept-Oct 2006, 18-21.

     The framework that emerges from the experiences of pro​fessional futurists focuses on what is most critical to an organization’s success.  This strategic foresight process has six phases, in roughly the order most commonly encountered: 1) Framing: Organizing the Issues at Hand: far too many strategic-foresight activities end up addressing and “solving” the wrong problem by trying to “get on with it” and take action right away, skipping over the essential framing process; 2) Scan​ning: The Organizational Context: once clear about issue areas that need to be examined, the strategic-foresight team comes up with a mix of basic driving forces or macro​trends that suggest the most likely future; the environmental scanning process also reveals potential change drivers; 3) Forecasting: “What Will Be” May Not Be: seriously addressing the possibility that things may not continue as they have by en​visioning alternative futures; 4) Visioning: From Possi​bilities to the Preferred Future: asks what the organization wants to do or needs to do, demonstrating a link to the mission and the bot​tom line and “thinking big”; 5) Planning: building the bridge between vision and action by outlining specific sets of strate​gies and tactics; “just as there are alternative futures, there are alternative ways of achieving them”; strategic options and mul​tiple contingency plans equip organizations to man​age uncer​tainty and avoid temptation to focus exclusively on the “best” option; 6) Acting: what is to be done, who will do it, when, and how?  In sum, “strategic foresight can become a fundamental part of a learning organization, which is essential to success in today’s fast-changing environment.”  [NOTE: The essentials in brief.  ALSO SEE: Strategic Foresight: The Power of Standing in the Future by Nick Marsh et al (Melbourne: Crow Content, 2002/ 299p; FS 26:10/492).]    
             (strategic foresight: six phases)

#8                     METHODSADVANCE \R 0.70 / ADVANCE \R 0.70FORESIGHT               (AB)

Get There Early: Sensing the Future to Compete in the Present. Bob Johansen (former CEO, Inst. for the Future).  San Francisco: Berrett-Koehler Publishers, Aug 2007/256p/$27.95.

     In the age of the Internet, everyone has the opportunity to know what’s new, but only the best leaders have the foresight to sense what’s important, make sense out of their options, and understand how to get there ahead of the rush.  Leaders of tomorrow need to make sense of dilemmas that will characterize the future—a future of volatility, uncertainty, complexity, and ambiguity.  Current directions of change: 1) awareness of vulnerability and risk; 2) an hourglass population distribution where old age is the new frontier; 3) deep diversity beyond ethnicity; 4) bottom-up everything, where people interact with the pro​ducts / services they consume; 5) continuous connectivity; 6) a booming health economy; 7) mainstream business strategy includes environmental stewardship.

     Business competition is now a battle for insights upon which to build winning strategies.  Foresight and forecasting is a means to generate insights and make better decisions.  To achieve flexibility 1) have a network structure; 2) have few rules, but follow those you have; 3) create a dependable, strong, and flexible infrastructure to facilitate communication; 4) en​courage feedback and memory so the network can know what it knows; 5) leverage and magnify growth of the overall network with network identity. Hints for leaders: 1) nurture your sensing and sensemaking ability; 2) be clear without being simplistic; 3) be flexibly firm; 4) be confident and humble; 5) nurture a culture of urgent patience; 6) avoid mechanical language. 
       (foresight for strategy and innovation)
#9.       ETHODS ADVANCE \R 0.70/ ADVANCE \R 0.70TRENDS ADVANCE \R 0.70/ ADVANCE \R 0.70OVERVIEW             (BC)

Turning the Future into Revenue: What Businesses and Individuals Need to Know to Shape Their Futures.  Glen Hiemstra (<futurist.com>; visiting scholar, Human Interface Technology Lab, U of Washington).  Hoboken NJ: John Wiley & Sons, Aug 2006/226p/$24.95.

     The image of the future in any enterprise is the most potent leverage point for changing the organization.  Change the image in a way that is shared and believed, and new strategies and actions will appear.  This book seeks to help readers “discover how to profit from the future and how to protect yourself(how to create a positive future and how to avoid potential catastrophe.”

  Part 1: What Your Future Will Look Like: Four Powerful Trends: demographic tidal shifts, key technology trends (nanotechnology, biotechnology, new info​tech such as biomonitors and personal robots), increasing the knowledge content of your product or service (China and India are becoming knowledge-intensive economies), the next energy wave (many alterna​tives must be developed and soon.)
  Part 2: How to Predict the Future of Your Business or Career—and Plan for It Now: the three-cone model for pre​ferred future planning (asking What is probable, What is pos​sible, and What is preferred), elements of preferred future planning (it must be magnetic, transformative, flexible, and undergirded by clearly articulated values), why planning fails most of the time (not establishing a sense of urgency, lack of a compelling vision, undercommunicating the vision, not remov​ing obstacles to the vision, lack of small winning steps), critical ingredients to focusing your organization on the future (being future-oriented, vision driven, collaborative, and strategic), 10 key practices of future-oriented enterprise (continuous learning, making strategy a way of life, making “green” a strategic pri​ority, maintaining hope and vision in the midst of turmoil, etc.).

  Part 3: Preferred Future Planning Exercises, Tools, and Acti​vities: honest assessment of the present (who are our cus​tomers, what we do better or worse than competitors, our cur​rent assumptions), exploration of the probable and possible (are we on-trend or off-trend, what opportunities are appearing), achieving the preferred future (critical strategies that must be pursued, barriers that must be removed), forecasting the future (environmental scanning, scenario development, foresight that looks for surprises), choosing a direction (tools for preferred future vision, criteria for a vision, clarifying values), taking first winning steps.

    Part 4: Where America Is Failing the Future: environmental issues and especially global climate change (global warming is real and time is not on our side; green business is the key to your survival) and the great divides that threaten the future (wealth divide, education divide, digital divide, and—the great​est of all— between religious moderates and fundamental​ists). 
      Concludes with a “21st Century Do-Over:” a new vision for humanity to achieve the next energy era ASAP, accelerate green production, build learning societies worldwide, and reawaken a hunger for peace. [NOTE: A little bit about a lot of things: a good general introduction.]
    (futures methods & trends introduction)

#10                   METHODS / OVERVIEW           (BC)

Future, Inc: How Business Can Anticipate and Profit from What’s Next.  Eric Garland (President, Competitive Futures; President, Washington Chapter, WFS).  Foreword by Joseph F. Coates.  NY: AMACOM, Jan 2007/264p/$24.95.

     A consultant and “professional futurist” welcomes new​comers to “the future, where trends combine and interact in unheard of ways to present your business with wild and un​precedented threats and opportunities.  In today’s world, you don’t need to think about just your future, but about the future of nearly everything.”  The breezy chapters are in two parts.  1) Tools and Techniques: futurism as the antidote to chaos, what understanding the future will do for you (broaden perspective, challenge basic assumptions, help detect threatsADVANCE \R 0.70/opportunities, understanding your role in history), systems thinking (using the future of beer and chocolate as illustration), STEEP analysis (Society, Technology, Economics, Ecology, Pol​itics), analyzing trends (peer-reviewed journals are the cutting edge of any industry), evaluating forecasts, understanding strategic implications (utilizing the Futures Wheel of Jerry Glenn), scenario generation following the Impact/Probability Matrix (lowADVANCE \R 0.70/ADVANCE \R 0.70low, lowADVANCE \R 0.70/ADVANCE \R 0.70high, highADVANCE \R 0.70/ADVANCE \R 0.70low, highADVANCE \R 0.70/ADVANCE \R 0.70high), communicating futures to skeptics (be transparent about the process used).

     2) Top 8 Drivers of the Future: Aging (preparing for a new grey world), Info Tech (falling in price, increasing in power; e-commerce will be everywhere), Health Care (costs increasing, prevention is far cheaper), Biotechnology (we’re at the tip of the iceberg; prepare for big ethical choices), Energy (we need to get more out of less while reducing environmental impact), Nanotech (scenarios of the upside and downside); Communications (digital devices blurring media lines, blogs vs. mainstream media, a world of free-flowing intellectual property using “remixes” and “mashups”), Ecology/Sustainability (the high environmental price of success, but profit/growth and healthy ecosystems can go together).

     [NOTE: Very similar in structure to Hiemstra (above).  Both books are addressed to business and informally written (Garland even more so,  with  an overdose of glib assertions and references to “you”), and  both  are  half  about  methods  and  half  about trends (Garland is far more upbeat and can-do, but doesn’t look fully at all major problems).]

    (futures methods and trends: introduction)
#11    METHODSADVANCE \R 0.70 / ADVANCE \R 0.70FRINGE CULTURE       27:5/211 (B)

Future Frequencies.  Derek Woodgate (President, The Futures Lab, Austin TX) with Wayne R. Pethrick (Perth, Australia).  Foreword by O. W. Markley.  Austin TX: Fringecore Pub​lish​ing, Oct 2004/337p/$21.95pb. <www.futurefrequencies.com>

     Demonstrates how innovative approaches in progressive cul​ture (fringe culture) can stimulate revolutionary thinking in each of the six states of the futures studies process: 1) Future​Framing, when “we strive to understand in depth everything we can about the client's market and business arenas, and where the client stands today” (discusses thinking the un​thinkable, art in the sky to open up new opportunities, the future of sex, multiple personalities, actor Johnny Depp, guitarist Thurston Moore, “hyper-futurist” Guy Van Belle); 2) Future​Pulsing: using leverage points to identify influences and in​fluencers that provide an insight into future triggers (discusses Jim Dator's attributes of a good futurist, R. U. Sirius as a 21C revolutionary, the Taste Jammers, Bruce Sterling's sci fi, Street Running); 3) FutureMapping: sculpting the triggers into future platforms, showing areas that will ultimately fashion our ture (discusses Cinephile, the black sci fi in music of Kodwo Eshun and  his  10-point   Sonotronic  Manifesto, opportunity  hacking); 4) FutureScaping: creat​ing future scenarios from selected plat​forms, considering idea, narrative, context, visualization, emo​tion, and gut feeling as vital elements (discusses The Re​mix process, the art/musical ensemble of Negativland, the Science Art Collision Forum in Brussels, the Austin-based mock-redneck rocker Wammo, the digital sci fi films of Ken Adams); 5) Future Tuning: arriving at a preferred future that is robust and doable by selecting from 3-6 scenarios in a daylong pro​gram (discusses living the future, dress rehearsal for the post-human revolution, the art robot Metamachines); 6) Future​Fabbing: im​plementing the preferred scenario in a client-interactive phase consisting of strategic planning and drawing timelines or “roll​ing back the future” (the Futures Lab has been in business for seven years, working with some 50 clients, most of them large companies).
     [NOTE: As Markley says in the Fore​word, this is “no ordinary book” and it “may require a bit of a stretch.”  It is useful as a broad tour of today's exper​imental art and music. But is this “Fringe Core” Leading Edge (as the authors presume) or merely Sideshow?]
            (art and music frontiers)

          PROBABLE FUTURES: FORECASTING  
#12              METHODSADVANCE \R 0.70 /ADVANCE \R 0.70 FORECASTING           (AB)

Six Rules for Effective Forecasting, Paul Saffo (Institute for the Future),  Harvard Business Review, July-Aug 2007, 122-131.

     “Forecasting looks at how hidden currents in the present signal possible changes in directions for companies, society, or the world at large.  Thus, the primary goal of forecasting is to identify the full range of possibilities, not a limited set of illusory certainties.”  

     Six commonsense rules to evaluate forecasts: 1) Define the Cone of Uncertainty: “the art of defining the cone’s edge lies in carefully distinguishing between the highly improbable and the wildly impossible.”  A good boundary is one made up of ele​ments lying on the ragged edge of plausibility—outcomes that might conceivably happen but make one uncomfortable even to contemplate.  A common set of outliers are “wild cards” (trends or events with low probabilities of occurring, but with large impacts).  2) Look for the S-Curve: change rarely unfolds in a straight line; most often it starts slowly and suddenly explodes (the inflection point), and then eventually tapers off.  “The art of forecasting is to identify an S-curve pattern as it begins to emerge.”  3) Embrace Things that Don’t Fit:  the best way for forecasters to spot an emerging S-curve is to become attuned to things that people can’t classify or will even reject—even failures.  4) Hold Strong Opinions Weakly: “one of the biggest mistakes a forecaster—or a decision maker-can make is to over-rely on one piece of seemingly strong information because it happens to reinforce the conclusion he or she has already reached.”  In forecasting, lots of interlocking weak information is vastly more trustworthy than a point or two of strong information.  5) Look Back Twice as Far as You Look Forward:  the texture of past events can be used to connect the dots of present indicators and thus reliably map the future’s trajectory; “the recent past is rarely a reliable indicator of the future”; 6) Know When Not to Make a Forecast: even in times of dra​ma​tic, rapid transformation, there are far more elements that do not change than new things that emerge.
    (forecasting: six rules)

#13             METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70FORECASTING            (A)

Principles of Forecasting: A Handbook for Researchers and Practitioners.  Edited by J. Scott Armstrong (Prof of Marketing, Wharton School, U of Pennsylvania).  Series in Operations Research & Management Science.  Boston: Kluwar Academic, 2001/849p/$190; $95pb <http://forecastingprinciples.com>.

     Summarizes knowledge of forecasting as a set of principles supported by empirical evidence.  The 30 chapters by 40 experts were checked by 123 External Reviewers (listed in an appendix), largely in academic business schools.  Chapter topics include role playing as a method to forecast decisions, using intentions to forecast behavior (e.g., measuring consumer purchase intentions to forecast product sales), improving judgment in forecasting, improving reliability of judgmental forecasts, the role of expert opinions and the Delphi technique in forecasting (“Delphi groups are substantially more accurate than individual experts and traditional groups”), forecasting with conjoint analysis (a method to obtain consumer input for new-product decisions), judgmental bootstrapping (a type of expert system), forecasting analogous time series, time-series forecasting, rule-based forecasting, econometric forecasting, population forecasting, forecasting diffusion of innovations, forecasting market share, expert systems, selecting forecasting methods, judgmental adjustment of statistic forecasts, com​bining forecasts, evaluating methods, assessing uncertainty, gaining acceptance of forecasts with scenarios, learning from experience, and diffusion of forecasting principles. 

     Armstrong sums up with 139 principles in five groupings: 1) formulating a problem (describe decisions that might be affected, gain decision-maker agreement on methods); 2) ob​taining information (use diverse sources of data, obtain all important data, obtain the most recent data); 3) selecting and applying methods (keep methods simple, do not forecast cycles, adjust for expected events in future, update models frequently); 4) evaluating methods (test assumptions for validity, use mul​tiple measures of accuracy, provide full disclosure of methods, list reasons why forecasts might be wrong); 5) using forecasts (provide a clear summary of forecasts and methods, describe assumptions, present forecasts as scenarios, seek feedback).  Each principle is described along with conditions under which it is relevant.

     [NOTE: Comprehensive and quite readable.  Oriented to bus​iness forecasting, with strong doses of economics, statistics, and operations research.  Eight chapters are written by Arm​strong, who co-founded the International Journal of Fore​cast​ing in 1985 (Elsevier Science, NYC).]  
                     (139 forecasting principles)
#14             METHODS / FORECASTING             (A)

The Power to Change the World: The Art of Forecasting.  Graham T.T. Molitor (President, Public Policy Forecasting; VP, World Future Society).  Potomac MD: Graham T.T. Molitor, July 2003/159p (8x11( spiral)/$54.50 (available from WFS Bookstore).

     Co-editor of The Encyclopedia of the Future (FS 18:4/151) offers the “Molitor Model of Change” based on 22 change pat​terns, with chapters devoted to each: external environment (physical environment, human resources, edu​cational status, political situations, etc.), ideas, innovation, events (incremental evolution, unforseen events, catalysts, preventive undertakings, etc.), issues, unusual phenomena, cyclic and linear phenomena, experts and advocates, communications, organizations, psychological disposition, catalysts, informal rules, informal settlements, litigation, self-government, practical experience, contractual agreements, legislative enactments, quasi-legislative responses, state and local bellwether acts (early-adopting states in the US are California, New York, Massachusetts, Illinois, Pennsylvania, New Jersey, Oregon, and Washington), nation-state precursor acts (in  Scandinavia, Western Europe, and North Amer​ica), executive-regulatory enforcement, judicial review, and constitutional revisions. 

     Concludes that “there is no single right forecasting tech​nique or methodology.  Forces influencing change—weakly or strongly, directly or indirectly—are as many and varied as the total mosaic of time, setting and circumstances.”  Utility of a given concept depends on its suitability to the task at hand, and there are strengths and weaknesses to each.  The Molitor model stresses multi-timeline overlays and composites, with changes progressing through identifiable stages that foreshadow eventual outcomes.  Forward thinking has the power to change minds.  [NOTE: Small print, with many complex charts.]   (“Molitor Model of Change”)

#15              METHODS  / FORECASTING           (B)
Practical Forecasting for Managers.  John C. Nash (Prof of Management, U of Ottawa) and Mary M. Nash (Nash Information Services Inc).  NY: Oxford U Press, Oct 2001/296p/$40pb.

     John Nash has taught courses in forecasting since 1981, providing students with “an appreciation of the dangers of mis-applied methods and of the sensible use of simple techniques” applicable to a wide variety of real-world forecasting problems.  His credo is “always being not too wrong is better than mostly being right,” in that the good forecaster never makes absolutely disastrous predictions, even if not very close to reality most of the time.  In business, a cash flow forecast needs only to be precise enough that there is never a danger of a shortfall that would precipitate bankruptcy.  Similarly, sales forecasts serve as a guidepost.  “Good managers should be highly suspicious of forecasts that come true to the nearest dollar.”
     Chapters discuss planning the forecasting task, measuring how well forecasting goals are met, data search, long term forecasting of qualitative variables or scenarios, semi-quantitative methods (surveys, leading indicators, market penetration models), risk anticipation, multiple regression, smoothing methods, time series decomposition, ARIMA models, combining forecasts, mixed and extended mod​els (sequential modelling, econometric models, dynamic regression models), nonlinear regression modelling, artificial neural networks, and building the forecast report.  [NOTE: Dry and technical.]  
    (forecasting for business managers)

#16             METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70FORECASTING              (AB)
Economic Forecasting for Management: Possibilities and Limita​tions.  Hans Georg Graf (President and CEO, St. Gallen Center for Futures Research;  Switzerland).  Westport CT: Quorum Books (Green​wood Pub​lish​ing), Sept 2002/248p/$68.95.

     For more than 30 years, the St. Gallen Center has conducted studies analyzing and forecasting macroeconomic, sector-specific, and regional developments of Switzerland.  Such studies of a small, open economy cannot deal solely with that country—they must also have a European and ultimately a global perspective.  If a holistic image is to be developed, long-term forecasting for developing macroeconomic or corporate strategies cannot occur without taking into account short-term trends.  “This book deliberately seeks a connection with the St. Gallen management concept,” describing how finding information via forecasting can be incorporated into integrated management.  “Due to the increasing complexity in companies large and small, and particularly with the acceler​ated change of these environments, the limitations of traditional forecasting efforts are being reached and exceeded noticeably faster.”  It is important, then, to combine traditional instruments and new approaches, “so that the possibil​ities and limitations of future-oriented information can be expanded.”

     Chapters discuss fundamentals of human behavior (the neces​sity for a holistic approach, how policy shapes the future, the need for a wide range of information), dimensions of fore​casting, evaluation criteria (assessment of forecasts is ultimately possible only on the basis of the underlying assump​tions, but assumptions are rarely stated clearly), the discrepancy between reality and forecast, a common language for forecast​ing and planning, the evolution of economies, the impossibility of long-term forecasting (what matters with a longer-term view is to think in alternatives), methods for long-term forecasting (national income accounting approaches, equi​librium models, forecasts based on system dynamics), working with global models (the International Futures model of Barry Hughes, published in 1993, “is the furthest advanced”), the two different forms of the Delphi, cross-impact analysis, scenarios as a reflection of inte​grated management and as instruments of forecasting, bus​iness cycle forecasting, market forecasting, forecasting on the basis of time series analyses, growth and life cycle curves, forecasts based on theory of cause and effect, and transformation of market forecasts into corporate decisions.  [ALSO SEE: Understanding Economic Forecasts (MIT Press, 2001/207p; FS 23:12/ 600).]        
(Swiss view of forecasting)

#17      METHODS ADVANCE \R 0.70/ADVANCE \R 0.70 TECH   FORECASTING     (AB)

On the Future of Technological Forecasting, Vary Coates (Inst. for Tech. Assessment), Harold A. Linstone (Portland State U), Alan Porter (Georgia Tech) and four others, Techno​logical Forecasting and Social Change, 67:1, May 2001, 1-17.

     A “cooperative draft by seven authors, of a normative fore​cast setting out how we hope to see TFADVANCE \R 0.70/ADVANCE \R 0.70TA develop over the coming 20 years.”  The central theme is that successive steps or phases in the development of TF have been and will be driven by institutional needs and motivations and by broad social changes.  Corporations and government agencies have a contin​ual pressing need to anticipate and cope with the direction and rate of technological change.  The future of TF will also depend on the views of the public and their elected representatives about tech progress and the government role in tech development.  Topics discussed: 1) development of TFADVANCE \R 0.70/ADVANCE \R 0.70TA (including “perhaps the first official account of a systematic outlook on the future of sciADVANCE \R 0.70/ADVANCE \R 0.70tech:” the New Deal's National Resource Committee report, Technological Trends and National Policy, Including the Social Implications of New Inventions; Washington, 1937); 2) the shifting setting for TFADVANCE \R 0.70/ADVANCE \R 0.70TA (the 1990s initiated an upsurge in all forms of TF; the TF toolkit is expanding, and “social and political conditions appear to favor the reemergence of both TF and TA”; 3) social and political drivers of TFADVANCE \R 0.70/ADVANCE \R 0.70TA (deepening skepticism about technological progress, unconstrained capitalism, and scientificADVANCE \R 0.70/ADVANCE \R 0.70industrial integrity and  responsibility); 4) precipitating events creating pressure for better impact assessment (some large disasters, widespread business failures, rampant fraud and money laun​der​ing associated with e-commerce, injuries or deaths caused by new materials, andADVANCE \R 0.70/ADVANCE \R 0.70or evidence that TFADVANCE \R 0.70/ADVANCE \R 0.70TA had anticipated or prevented such disastrous consequences in the US or else​where); 5) business and institutional drivers of progress in TF; 6) emerging forms of TFADVANCE \R 0.70/ADVANCE \R 0.70TA (tech​nol​ogy fore​sight, technology roadmapping, competitive tech​nological intelligence); 7) emerging tools for TFADVANCE \R 0.70/ADVANCE \R 0.70TA (scenario manage​ment, TRIZ analysis of patent patterns, multiple per​spectives, scientometrics to study the evolution of science, bibliometric analysis and data mining, complexity science).  [NOTE: Complements a special issue of Futures Research Quarterly (Fall 1999; FS 22:11/546), edited by Vary Coates, on TFADVANCE \R 0.70/ADVANCE \R 0.70TA in the US and elsewhere.] 
   (tech forecasting trends)
#18      METHODSADVANCE \R 0.70 / ADVANCE \R 0.70NATURAL EVENTS             (A)

Prediction: Science, Decision Making, and the Future of Nature.  Edited by Daniel Sarewitz (Center for Science, Policy, and Outcomes, Columbia U), Roger A. Pielke Jr (National Center for Atmospheric Research, Boulder CO), and Radford Byerly Jr.  Washington: Island Press, June 2000/405p/$60.00;$29.50pb.

     Prediction is a test of scientific understanding and a potential guide for decision making.  This book “attempts to paint a comprehensive portrait of the troubled relationship between predictive science and environmental decision making(to provide in​sights into the promise and limitations of prediction as a tool for decision makers.”  Ten case studies are presented, which fall into three groups: 1) natural hazards perceived as largely unavoidable; 2) environmental problems caused by human activity; 3) multi​faceted environmental issues that raise complex policy dilemmas (global climate change, acid rain, oil and gas reserves).
     The cases involve weather forecasts (the US National Weather Service makes 24,000 hourly predictions and  >10 million predictions per year, covering a temporal period of hours to days; scientists estimate that the fundamental limits of weather predictions are about two weeks), flood forecasts (fore​cast and warning systems have vastly improved over the past 125 years, but flood losses continue to grow), asteroid impacts (the probability that earth will be struck by a 1-km or greater asteroid is about 0.1% per century), earthquakes (“the ability to provide short-term predictions for these low-probability, high consequence events does not yet exist”), beach erosion (projections of beach behavior and status for >10 years are made to support beach nourishment projects), mining impacts (the use of computer models up to 350 years in the future to characterize water quality in abandoned pits that are often >1000 feet deep and as much as a mile wide), nuclear waste disposal (models have been developed to project how a repository might perform for as long as one million years), oil and gas reserves (these forecasts are almost inherently contentious and subject to dispute), acid rain (39 models have been developed to enhance understanding of the acidification process and its effects), global climate change (a “multi​dimensional” issue). 

      These ten cases are discussed in terms of policy regime, dimensions, characteristic time, and science base, and then recombined into three groups: 1) a relatively discrete event with a focused impact, and a strong possibility of quickly recognizing predictive mistakes (earthquakes, floods, weather, asteroids); 2) compound phenomena with a somewhat diffuse impact (beach erosion, mining impacts, oil and gas reserves); 3) multifaceted events with broadly dispersed and vaguely defined impacts, and almost no possibility of quick recognition or repercussion from mistakes (global climate change, acid rain, nuclear waste disposal).
     “A central irony of this book is that the quest for prediction products can in some cases undermine the societal goals that originally motivate the quest((in some cases) decision making might be improved through less reli​ance on predictions.”  Predictions should be relied on when predictive skill is known, the time of the predicted event is short, and there are limited alternatives.  Alternatives to prediction should be sought when skill is low or unknown, the time frame is long, and alternatives are available.  (predicting natural events)

POSSIBLE FUTURES:  SCENARIOS
#19     METHODS / SCENARIOS                         (A)

The Current State of Scenario Development: An Overview of Techniques, Peter Bishop (Chair, Studies of the Future, U of Houston), Andy Hines (Social Technologies, Washington), and Terry Collins (Research Asst, UH),  foresight, 9:1, 2007, 5-25.

     “The scenario is the archetypical product of futures studies.”  It is vitally important that we think deeply and creatively about the future, yet the future is uncertain, so we must prepare for multiple plausible futures.  Scenarios contain the stories of these multiple futures, but there are confusions in the scenario literature.  Perhaps the most common is equating scenario development with scenario planning, which is a far more comprehensive activity.

     The authors survey the scenario development literature and three recent articles that review the field.  Based on this review, they articulate eight general categories of scenario techniques with 2-3 variations for each type, resulting in more than two dozen techniques overall (not to mention variations of the variations). A chart outlines advantages and disadvantages of each, and difficulty rated on a 1-4 scale: 1) Judgment: genius forecasting, visualization, role playing, Coates (easy to do, but difficult to do well); 2) Baseline/Expected: trend extrapolation, Manoa, systems scenarios, trend impact analysis (easiest for client to accept, but no alternative scenarios proposed); 3) Elaboration of Fixed Scenarios: incasting, the SRI matrix (easiest for client participation, but filling in matrix cells may be tedious); 4) Event Sequences: probability trees, socio- vision, divergence mapping, future mapping (tells the story in the usual way, but branch points usually do not follow each other in a fixed sequence); 5) Backcasting: horizon mission methodology, impact of future technologies (creative because it decreases extrapolation of the future, but may reduce buy-in for client/audience); 6) Dimensions of Uncertainty: morphological analysis, field anomaly relaxation, GBN, option development, MORPHOL (best for considering alternative futures as a function of known un​certainties, but less creative); 7) Cross-Impact Analysis: IFS, SMIC-PROB-EXPERT (calculates final probabilities of alternatives, but almost impossible to validly estimate the conditional impacts of all alternatives against the others); 8) Systems Modeling: dynamic scenarios (the best quantitative representation of continuous variables that describe the future state, but difficult to validate without complete historical data).  [NOTE: Clarifies and complexifies the scenario landscape.  ALSO SEE Scenario Planning: An Evaluation of Practice by John Ratcliffe (Futures Research Quarterly, Winter 2003, 5-25; FS 26:6/296).]   (scenario techniques: eight types)
#20                 METHODSADVANCE \R 0.70 /ADVANCE \R 0.70 SCENARIOS            (AB)

The Sixth Sense: Accelerating Organizational Learning with Scenarios.  Kees van der Heijden (Director, Centre of Scenario Planning and Future Studies, U of Strathclyde Graduate School of Business; cofounder and director, Global Business Network) and four others.  NY: John Wiley & Sons, 2002/307p/$29.95.

     The significance of scenarios lies in helping to overcome thinking limitations by developing multiple futures.  The crux of the matter is a serious lack of awareness of impediments to success, which makes it difficult for people to think their way out of a problem.  “Many years of practice have shown overwhelmingly how scenarios can produce process gain.”  Scenarios offer a powerful way to harness organiza​tional insights.  This unique source of advantage is a sixth sense for organizations.

     Chapters discuss organizational success, barriers to strategic success, lessons learned (avoid over-reliance on traditional assumptions, guard against current success clouding the future, satisfy the moving target of customer value), how managers think about the future (decision avoidance, strategic inertia, biases in thinking, problems of overconfidence), how organizations think about the future (problems of group-think and fragmentation, communication difficulties, organizational lock-in), the impact of culture and cultural assumptions on strategy (national cultural differences, personality clashes, moving beyond cultural stereotypes), the emergence of modern scenario techniques (war games, Royal Dutch/Shell, the rise of scenario planning in the 1990s), developing skills for long-term survival (surfacing mental models, eliciting the agenda, analyzing driving forces, systems thinking), developing strategy, and adaptive learning organizations (building a scenario culture, team em​powerment, cross-team strategic conversation, enabling people to partici​pate).  [NOTE: Dry but wise.]   
(scenarios and organizational learning)
#21               METHODS ADVANCE \R 0.70/ADVANCE \R 0.70 SCENARIOS            (AB)

Scenarios in Business.  Gill Ringland (Fellow, St. Andrews Man​age​ment Institute).  NY: John Wiley, 2002/276p/$29.95pb.

     Author of Scenario Planning: Managing for the Future (Wiley, 1998/407p; FS 21:6/265) notes that “in 1997, scenarios were often aligned with corporate planning and portfolio management; now, scenarios are increasingly concerned with get​ting the big picture right.”  Contents are in four parts: 1) Evolution in the Use of Scenarios: use in corporate planning, using scenarios in teams, adopting existing scenarios, lessons learned from information markets scenarios (to communicate scenarios in organizations not steeped in scenario thinking, one needs an “elevator” speech, clear representation of “the question,” vivid names, a storyline and coherence that is credible, and a process by which scenarios can be used to decide what to do next); 2) Scenario Thinking: models of the world to anticipate “real life,” ways in which scenario thinking is being used (four main applications: political and economic changes, industry restructuring, new products and markets, portfolio management in financial services), forecasting, pitfalls (believing what we want to believe, not paying attention, the tyranny of the present, the unreliability of experts, overestimating our ability to control the future, the illusion of certainty in our assumptions, limited knowledge), evolutionary models for cultural change (social and cultural changes to 2025); 3) Making Scenarios Work: the environment for scenario thinking, the 12 stages of a scenarios project, how to get started, deciding the focal question, interviews and workshops, scenario creation,  supporting decision processes; 4) Case Studies: the future of Turkey, a new energy environment at Norway's Statoil, new car distribution in the future, the paper and publishing industry, reframing a European software business, new business oppor​tun​ities for Texaco (working with Peter Schwartz of GBN), GlaxoSmithKline's futures for health services (facilitated by Clem Bezold of IAF).

     A companion volume, Scenarios in Public Policy (Wiley, 2002/265p/$35.00pb) reprints the above sections #2 and #3 on Scenario Thinking and Making Scenarios Work, while adding case studies on public sector applications: public education in Seattle, Scotland's economic development , the VISIONS project of the future of Europe, the Foresight Report of the UK Department of Trade and Industry (4 scenarios in 2010), the US General Services Agency scenarios of the federal workplace (partnered with IAF), and scenarios  for  Consignia  (the UK's Post Office, Royal Mail, and  Parcelforce Worldwide).   [ALSO SEE Creating Strategic Advantage with Dynamic Scenarios by Audrey Schriefer and Michael Sales (Strategy & Leadership, 34:3, 2006, 31-42; FS 28:8/392).]    
        (scenarios in business and public policy)

#22       METHODS / SCENARIO PLANNING      (A)

Creating Futures: Scenario Planning as a Strategic Manage​ment Tool (Second Edition).  Michel Godet (Chair of Stra​tegic Prospective, Conservatoire National des Arts et Métiers, Paris).  Preface by Joseph F. Coates.  London & Paris: Eco​nomica, Sept 2006/349p/ $29.95pb. (Dist in US: Brookings Insti​tution Press.)

     First published in 2001 (FS 23:7/346), the new edition has been updated, expanded by 80 pages, and includes a new chapter.  The 10 chapters: 1) How to Think About the Future Now: on the fundamental concepts of la prospective [see #1], use and abuse of the term strategy, five basic questions (What could happen? What can I do? What will I do? How will I do it? Who am I?), five attitudes toward the future (the passive ostrich, the reactive firefighter, the preactive insurer, the proactive conspirator, the anticipative actor), key ideas (the world changes but problems remain the same, overestimating technological change, quashing conventional thinking, from anticipation to action through appropriation, etc.); 2) Why the Experts Get It Wrong: energy forecasting errors, the four main causes of error, misinformation, wrong questions, the diploma disease.

     3) Cli​ches and Anti-Cliches about the Future: the globalization debate, agriculture policy, the knowledge-based society, sus​tainable development (“global warming(may be only a minor fluctua​tion within centenary cycles”), oil abundance and shortage, economic growth and demographics, family policy; 4) How to be Rigorous with Scenario Planning: use and abuse of scenar​ios, an integrated approach to scenario planning, morphological analysis; 5) Initiating the Entire Process: the two-day strategic prospective workshop, competence trees, lessons from the Basque Region 2010 exercise.  6-8) Case Studies: the aluminum industry, forecasting and planning at EDF (Electricité de France), the ICW 2010 (a new Individual Combat Weapon, carried out for the French Ministry of Defense), IT5 global scenarios (on infotech in 2000), scenar​io building at Axa France (the umbrella company of the Axa insurance group), determining if Paris needs a third airport in 2030, a partici​patory exercise for BASF agricultural products.

     [NOTE: Wordy, opinionated, somewhat provocative, not very well-informed (especially on global warming), poorly or​ganized, and with a rather skimpy index and bibliography.  But the case studies may be illuminating.  ALSO SEE Scenario Planning edited by Michael Godet and Fabrice Roubelat (Tech. Forecasting and Social Change Special Issue, 65:1, Sept 2000, 1-123; FS 22:12/596).]    
  (scenario planning)
#23     METHODS / SCENARIOS  / RISKS       (AB)

Worst-Case Scenarios.  Cass R. Sunstein (Distinguished Prof of Jurisprudence, U of Chicago).  Cambridge MA: Harvard U Press, Nov 2007/340p/$24.95.

     How do people and their governments approach worst-case scenarios?  Do they tend to neglect them, or do they give them excessive weight?  And how should we deal with unlikely risks of catastrophe?  The discussion is organized around five general themes: 1) Intuition and Analysis: reactions to risks and to worst-case scenarios are intuitive and analytical; intuitions can lead to both too much and too little concern with low probability risks, while judgments based on analysis are more likely to be accurate if the analysis can be trusted (for most people, intuitions rooted in actual experience are a much more powerful motivating force; the task is to ensure that error-prone intuitions do not drive behavior); 2) Overreaction and Neglect: intuitive judgments about probability often depend on whether a bad outcome can be readily imagined (e.g., before 9/11, the terrorist threat was badly neglected; in the aftermath, people were far more fearful than they ought to be—the phenomenon of “availability bias”); when emotions are engaged, people tend to ignore the question of probability, but when governments impose excessive precautions they often fall victim to “probability neglect” (“best-case thinking—the curse, or blessing, of unrealistic optimists—is a related problem”); 3) Worst Cases Everywhere: in some contexts, people are acutely aware of the burdens imposed by attempting to eliminate worst-case scenarios; in other contexts, they are not attuned to those burdens at all (e.g., in regulatory policy, those who urge extensive precautions against worst cases often disregard the possibility that those very precautions can inflict losses and even create risks of their own; but people and nations often neglect worst-case scenarios because they are unduly attentive to the burdens imposed by precautions); 4) Risk and Uncertainty: we should try to specify the bad outcomes and to assess their probability; by multiplying outcomes by their probability, we can produce the “expected value” of various courses of action (when probabilities cannot be assigned, we should ask how much is lost by eliminating the worst-case scenario and by specifying the difference between the worst case and next-worse case); 5) Well-Being, Money, and Consequences: it is impossible to know how to handle worst-case scenarios without having a sense of the relevant consequences (cost-benefit analysis raises many questions about how to turn risks and worst cases into monetary equivalents; what matters is wellbeing, and money is a poor proxy for well-being; nonetheless, CBA often provides valuable information).

     Some other observations: 1) a Principle of Intergenerational Neutrality is desirable—one that requires the citizens of every generation to be treated equally (this principle has important implications for many problems, most obviously climate change, although it does not mean that the present generation should refuse to discount the future); 2) the Precautionary Principle is incoherent because it condemns the very steps that it requires (e.g., a universal One Percent Doctrine forbidding any course of action with a 1% chance of causing significant harm would likely result in paralysis); rather, a narrower Catastrophic Harm Precautionary Principle is proposed, to provide guidance for dealing with extremely serious risks (this principle can counteract the dual problems of overreaction and neglect); 3) the Irreversible Harm Precautionary Principle is suited to such problems as ozone depletion, climate change, protecting endangered species, and destruction of cultural artifacts (when a harm is irreversible, special precautions may be justified); 4) “many people plan far too much—and many others far too little—for unlikely catastrophes” (usually the resulting errors are innocuous, but sometimes they produce debilitating anxiety or real tragedy, e.g.: US deliberations over whether to go to war in Iraq were distorted by excessive concern with the worst-cast Saddam scenario).     
  (over- and under-reaction to worst case)
#24     METHODS /  RISKS / WILD CARDS        (A)

Blindside: How to Anticipate Forcing Events and Wild Cards in Global Politics.  Edited by Francis Fukuyama (Prof of Int’l Political Economy, Johns Hopkins School of Advanced International Studies).  Washington: Brookings Institution Press, Oct 2007/198p/$27.95.

     “Anticipating and dealing with what were thought to have been very low-probability events have clearly become central challenges for policymakers in public and private sectors all over the world.”  Those who deal professionally with global politics have a perceptual incentive structure that distorts their capacity for accurate prediction: they are seldom rewarded for predicting continuity or sudden good news, but failure to predict bad news can be a career-ending mistake.  “This asymmetry in incentives leads the vast majority of those who work on national security issues to resort routinely to worst-case analysis as a means of covering themselves in case bad things happen.”  In contrast, businessmen may be guilty of laboring under incentive structures biased toward excessive optimism.  It is impossible to anticipate all low-probability events in coming months and years, or to hedge against all that can be anticipated.  So how does one deal with the problem of being blindsided?

     Essays include: 1) Richard A. Posner on psychological, political, and analytical problems of thinking about catastrophe [see  #25]; 2) David Landes on the dynamics of technology synergy or “slow surprise”; 3) Bruce Berkowitz on US intelligence estimates of Soviet collapse in the 1980s (many officials believe they were blindsided, but the intelligence community had detected the signals); 4) David Hale on the East Asian financial crisis of 1997- 1998 which took most people by surprise (it resulted from traditional excesses that were not correctly perceived until they reached alarming size); 5) Gal Luft and Anne Korin on the search for energy security; 6) Scott Barrett on emerging infectious diseases (“the problem at a fundamental level is underdevelopment”); 7) Robert Lempert on how scenarios can help policymakers be both bold and careful (the key concept is that of “robust adaptive strategies” that perform well across a wide range of plausible futures.
     Of special interest is Ahead of the Curve: Anticipating Strategic Surprise by Peter Schwartz and Doug Randall (Global Business Network/Monitor Group), who discuss the three key elements of strategic surprise (or “game-changing events”): it has an important impact on an organization or country, it challenges conventional wisdom, and it is hard to imagine a response.  “We can already see on the horizon the signals of scenarios that may seem implausible now but which would be game-changing if they were to occur:” 1) the breakup of Indonesia (the situation is ripe to explode); 2) the rise of quantum computing (it will change the rules of the game); 3) the collapse of NATO (“we think  it  appears  virtually  certain  to  disappear within a decade”); 4) a grand European-Russian Alliance; 5) breakdown of the euro and the EU ; 6) Egypt goes fundamentalist; 7) an anti-American world (the rise of populist governments in Latin America are an early indicator).  Fukuyama concludes that “we can predict with certainty that we will be surprised(we can also predict with certainty that when catastrophic future events come, we will be inadequately prepared.” [NOTE:  Peter Schwartz is the author of many books, including The Art of the Long View  (Doubleday Currency, 1991/ 258p), still cited as a classic on developing scenarios.]

           (anticipating wild cards)
#25  METHODS ADVANCE \R 0.70/ADVANCE \R 0.70 RISKS / CATASTROPHES    (AB)

Catastrophe: Risk and Response.  Richard A. Posner (Judge, US Court of Appeals; Senior Lecturer, U of Chicago Law School).  NY: Oxford U Press, Nov 2004/322p/$28.

     “The risks of global catastrophe are greater and more numerous than is commonly supposed, and they are growing, probably rapidly.”  Any of a wide range of disasters may occur, with more than trivial probability.  An initial 70-page chapter classifies catastrophic risks in four groups: 1) Natural Catas​trophes: pandemics such as the flu in 1918, asteroids striking earth, a volcanic eruption in Yellowstone National Park that might be a thousand times more powerful than Mt. St. Helens, horrendous earthquakes; 2) Scientific Accidents: the strangelet doomsday scenario  (a shower of quarks that might reassemble themselves into a very compressed object called a strangelet, that converts anything it encounters into a new form of matter), omnivorous nanomachines, uncontrolled  replication  of  GM  crops  robots  out  of  control;  3) Other Unintended Man-Made Catastrophes: global warming leading to melting of Greenland and Antarctic icecaps (in turn releasing immense quantities of methane, which causes more warming and melting), an equally disastrous downward spiral ending in “snowball earth,” ex​haustion of natural resources (this least-likely disaster has received the most attention), major loss of biodiversity; 4) Intentional Catastrophes: atomic attack by terrorists, war involving nuclear weapons, bio​terrorism, cyber-terrorism (which could increase the risk of WMD terrorist attack).

     Why is so little being done about catastrophic risks?  Obstacles include widespread scientific illiteracy, science worship (uncritical veneration of science and scientists), the “boy who cried wolf” phenomenon aided and abetted by sci fi writers and disaster movies, scientific doomsters such as Paul Ehrlich and Carl Sagan, the optimistic backlash by writers such as Gregg Easterbrook, technology-will-save-us arguments, the difficulty of international cooperation, and “public choice” thinking that explains public policy as the outcome of rationally self-interested behavior. Cost-benefit analysis should be a major tool for evaluating catastrophic risks, to gauge the probability of particular risks, the physical consequences,  and  the feasibility of measures to reduce risks or  the magnitude of consequences by varying amounts (the “precautionary  principle” favored by Greens “is not a satisfactory alternative to cost-benefit analysis, if only because of its sponginess”).

     Posner goes on to discuss the valuing of human lives, risk vs. uncertainty, “inverse cost-benefit analysis” (dividing what the government spends to reduce a risk by the social cost of what the catastrophe would be), the “tolerable windows” approach (another way to use CBA when there is great uncertainty), and risk-risk assessment (a simplification of CBA).  Proposals for reducing catastrophic risks: a scientifically literate legal profession, a science court, a Center for Catastrophic Risk Assessment and Response, an international environmental protection agency under the UN, an international bioweaponry agency, catastrophic-risk review of new projects, and various police measures. [NOTE: The 70-page survey of possible disasters is quite useful. ALSO SEE Our Final Hour by Martin Rees (Basic Books, May 2003; FS *25:5/236), cited ex​tensively by Posner.]    
(catastrophes: growing risks of)
#26    METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70WARNING INTELLIGENCE  (A)

Anticipating Surprise: Analysis for Strategic Warning.  Cynthia M. Grabo.  Edited by Jan Goldman (Prof of Strategic Warning, Joint Military Intelligence College, Washington).  Lanham  MD: Univ  Press  of  America, May 2004/174p/$28pb.

     Grabo was recruited as an intelligence analyst for the US Army shortly after the 1941 attack on Pearl Harbor, and continued as an intelligence analyst for the US government over the next 38 years, much of it as a senior researcher for the US Watch Committee through its existence from 1950 to 1975.  During this period, she became frustrated by several failures of the intelligence community to produce clear warnings for policy​makers of impending hostile actions.  In the 1972-1974 period, she published a trilogy, A Hand- book of Warning Intelligence, which became mandatory reading for intelligence analysts. In 2003, JMIC reissued an unclassified text of this classic publication.  This volume is an abridgement with a new title.

     Grabo begins with distinctions about warning intelligence or “indications intelligence”: 1) warning is an intangible, an abstraction, a theory, a perception, and a belief; it is the product of reasoning and logic, perceived with varying degrees of understanding or certitude by each individual; 2) it is not the same as current intelligence, which can be misleading or even dan​gerous; 3) it does not emerge from a compilation of facts (“the total number of different facts or possible facts will not be as important as the interpretations attached to them; too many facts or indications may even be suspect”); 4) it does not flow from a majority consensus (“lamentable as it may be, the fact is that the most nearly correct judgments in crisis situations over a period of years often have been reached by a minority of individuals(What usually happens is that a majority in all agencies will likely be wrong”); 5) the history of every great warning crisis shows numerous facts or pieces of information that were available but not considered in making assessments at the time (“it is impossible to overemphasize the importance of exhaus​tive research for warning”); 6) warning is an assessment of prob​abilities (the probability of a Japanese attack on Pearl Harbor was actually very high; “it was just that we did not know this”); 7) warning does not exist until it has been conveyed to the policymaker (“warning that exists only in the mind of the analyst is useless”).

     Chapters examine intentions vs. capabilities, compiling indications, indications analysis, military indicators, logistics preparations, ambiguity of political indicators, problems of perception, political warning, considering the totality of political and military evidence, isolating critical facts and indications (all indicators are not ambiguous), major factors in timing and surprise (warning is not a fore​cast of imminence), the problem of deception, assessing probabilities, and early warning.  In many cases, “some warning could have been issued earlier than it was, and in some cases much earlier”; in general, the policy official is probably most receptive to early warning in cases where some action can be taken.

     The most frequent impediments to warning are inadequate examination or understanding of evi​dence, excessive preoccupation with current intelligence, dom​inance of precon​cep​tions over facts, failure to come to clear judgments, mis​judgment of timing, the reluctance to believe (leading to seeking explanations for the facts at hand other than the ob​vious one), the considerable reluctance to alarm (which pos​sibly increases the higher one moves in the government hier​archy; thus warnings tend to be conservative and re​strained), and the fear of being wrong (a primary reason for reluctance to warn).  [NOTE: Dry and stilted, but quite astute, with applica​tions outside government.]  (strategic warning essentials)

#27    METHODSADVANCE \R 0.70 /ADVANCE \R 0.70 CRISIS  MANAGEMENT       (B)

Managing Crises Before They Happen: What Every Executive and Manager Needs to Know About Crisis Management.  Ian I. Mitroff (Distinguished Prof of Business Policy, USC; President, Comprehensive Crisis Management), with Gus Anagnos (VP, CCM).  NY: AMACOM, Jan 2001/172p/$24.95.

     “Crises have become an integral feature of the new informationADVANCE \R 0.70/ADVANCE \R 0.70systems age.”  Some 60 years ago, human-caused crises such as a mine disaster would have mainly affected the local community in which they occurred.  Today, the situation is vastly different, due to complexity, connectedness, bigger scope and size of systems, speed, and visibility (the growing difficulty of hiding effects of disasters such as the Tylenol crisis in 1982).  A five-factor Best Practice Model for crisis management is proposed, involving major crisis types of families, mechanisms to plan for and respond to major crises, systems that govern most organizations, stakeholders, and good CM scenarios (best case, worst case) that bind the other four factors together.
     The best organizations plan for at least one crisis in each of seven families: 1) economic (labor strikes and unrest, market crash or decline, major earnings decline, labor shortage); 2) informational (loss of proprietary and confidential info, false info, tampering with computer records, loss of computer info); 3) physical (loss or breakdown of key equipmentADVANCE \R 0.70/ADVANCE \R 0.70plantADVANCE \R 0.70/supplies, major plant disruptions); 4) human resources (loss of key executives or personnel, vandalism and accidents, workplace violence); 5) reputational (slander, gossip, rumors, damage to corporate reputation); 6) psychopathic acts (product tampering, kidnapping, terrorism); 7) natural disasters (earth​quake, fire, floods, explosions, hurricanes).  Most organizations only consider 1 or 2 of these 7 families, and often don't go beyond the “core or normal” disasters specific to their particular industry.  Traditional risk analysis mainly selects only those crises that are familiar, or that one has experienced in the past.  Chapters also discuss varieties of telling the truth, assuming responsibility (“if there is any truth whatsoever to the charges, then I unequivocally advise the individual or organization to admit their culpability, put the crisis behind them, and get on with business”), detecting weak signals of impending bad news, thinking far outside of the boxes (never assume the out​side world will see a situation as you do), and treating the big pic​ture (by mapping all forces that contribute to your situation).  
(crisis management)
#28               METHODS ADVANCE \R 0.70/ADVANCE \R 0.70 SURPRISES             (AB)

Predictable Surprises: The Disasters You Should Have Seen Com​ing and How to Prevent Them.  Max H. Bazerman (Prof of Bus Admin, HBS), and Michael D. Watkins <www.genesis advisors.com>.  Boston: Harvard Business School Press, Oct 2004/316p/$27.50.

     A predictable surprise is an event or set of events that takes an individual group by surprise, despite prior awareness of all the information necessary to anticipate the events and their consequences.  They occur regularly in both public and private organizations—the Sept 11 tragedy and the fall of Enron are dramatic recent examples.  One of the main responsibilities of leadership is to identify and avoid predictable surprises.  Most leaders recognize growing systemic weaknesses in their organi​zations that have the potential to flash into major crises over time.  “Visionary and courageous leaders avoid tragedies by both anticipating and taking steps to mitigate the damage of such threats.  But far too many leaders are predictably surprised.”  True surprises happen, of course, for which no one should be blamed (e.g., forest fires).  But many catastrophes are quite predictable.

     Six general characteristics of predictable surprises: 1) leaders knew a festering problem existed and that the problem would not solve itself; 2) surprises can be especially expected when organizational members recognize that a problem is getting worse over time; 3) fixing the problem would incur significant costs in the present, while the benefits of action would be delayed (the strong tendency to discount the future, and run the risk of incurring a large but low-probability loss in the future rather than a small but sure loss now); 4) addressing the predictable surprise typically requires incurring a certain cost, while the reward is avoiding an uncertain cost likely to be much larger (leaders know they can get little credit for prevention); 5) organizations and nations often fail to prepare because of the natural human tendency to maintain the status quo; 6) individuals and special-interest groups that benefit from the status quo will fight hard to block reform.

     The final chapter discusses several future predictable sur​prises: 1) government subsidies that distort the global market​place (a few hopeful signs indicate that the tide could turn against agriculture subsidies); 2) global warming (the largest and most dangerous predictable surprise); 3) exploding medical costs and retirement commitments; 4) vague contracts. [ALSO  SEE Project Disasters & How to Survive Them (Kogan Page, 2005, FS 27:10/479); The Resilient Enterprise: Overcoming Vulnerability (MIT Press, 2005; FS 27:10/ 479); and Heads Up: How to Anticipate Business Surprises (Harvard Business School Press, 2004; FS 26:6/ 298).] 
  (why we don't act on predictable surprises)

#29       METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70RISK MANAGEMENT      (AB)

Risk Intelligence: Learning to Manage What We Don’t Know. David Apgar (Corporate Exec. Board, Washing​ton).  Boston: Harvard Business School Press, Aug 2006/210p/$29.95.

     Risk intelligence is an organization’s ability to weigh risks effectively. It involves classifying, characterizing, and calcu​lating threats; perceiving relationships; learning quickly; storing, retrieving, and acting upon relevant information; communicating effectively; and adjusting to new circumstances. The gap between organizations’ abilities to learn about risks can differentiate winners and losers: those that are better at learning about non-random risks can gain a competitive advantage.  Bet​ter risk assessment provides more advantage than ongoing risk management.  The four rules of risk intelligence: 1) Recog​nize which risks are learnable; 2) Identify risks you can learn about fastest; 3) Sequence risky projects into a “learning pipe​line”; 4) Create and keep networks of partners to manage all risks.

     Risk intelligence can be developed systematically: 1) Choose projects with learnable risks in mind; 2) Score your risk intelligence for the options under consideration; 3) Conduct a risk strategy audit for main activities; 4) Classify your new risk pipeline in terms of gaps that threaten growth; 5) Look for opportunities to break the compromise between risk and growth.  [ALSO SEE Peripheral Vision: Detecting Weak Signals That Will Make or Break Your Company (Harvard Business School Press, 2006; FS 29:10/400) and Early Warning: Controlling Strategic Risk with a Competitive Early Warning System (AMACOM, 2003; FS 25:11/540).]    
   (effective risk assessment)

#30       METHODS ADVANCE \R 0.70/ADVANCE \R 0.70 RISK MANAGEMENT        (A)

The Social Contours of Risk (Two Vols). Jeanne X. Kasper​son (Clark U; deceased, 2002) and Roger E. Kasperson (Re​search Prof and Distinguished Scientist, Clark U).  London & Sterling VA: Earthscan, June 2005/356p & 326p/ea.$49.95pb.

     Thirty papers on various aspects of risk management, written by Jeanne and/or Roger Kasperson, and many with additional collaborators.  Vol 1: Publics, Risk Com​muni​ca​tion and the Social Amplification of Risk covers topics such as risk and values (“most difficult risk problems are nearly always heavily value laden”), the limits of risk commun​i​cation (the primary problem involves failure to listen to those who bear the risks), the globalization of risk (global environmental risk is the ultimate threat), public participation and risk communication (“the believability of risk information is closely related to insti​tutional credibility and trust”), the long-term erosion of social trust (which greatly complicates the difficulties of risk communication—see FS 28:2/087-088), social distrust as a factor in siting hazardous facilities in the US (growing public concern over health and safety has accompanied the erosion of social trust), evaluating risk com​munication, risk communication principles for industrial accidents (help people think about probabilities, state the uncertainties, give the best case as much attention as the worst, note impact on vulnerable groups, include all consequences), hidden hazards (why certain hazards pass unnoticed and unattended, growing in size until they take a serious toll), the positive functions of rational distrust, redirecting the US high-level nuclear waste program at Yucca Mountain, the difficulties of siting hazardous facilities (lack of a systems approach, society becoming more risk averse, equity problems, social distrust), and people and systems vulnerable to climate change.

     Vol 2: Risk Analysis, Corporations, and the Globaliza​tion of Risk considers acceptability of human risk (as a con​tribution to risk standard-setting and an effective decision process), large scale nuclear plant risk analysis, corporate management of health and safety hazards, avoiding future Bhopals (a “parade of failures” led to this improbable worst-case scenario in 1984), emergency planning for industrial crises (how to anticipate industrial accidents), corporate culture and technology transfer (a case study of DuPont’s well-developed safety and environmental mission), hazards in developing countries as a cause for global concern (cultural factors, inadequate infrastructure, low levels of technical skills, blind transfer of technology, etc), assessing the vulnerability of coastal communities to extreme storms, and transboundary risks (spatial separation between a risk-generating area and exposed areas may exacerbate potential vulnerabilities. 
     [NOTE: Many of these essays are from the 1980s, but most are still likely to be useful.  ALSO SEE Risk-Benefit Analysis (Harvard Center for Risk Analysis; 2nd ed., 2001; FS 23:2/088); and The Tolerability of Risk: A New Framework for Risk Management (Earthscan, 2007; FS 29:10/393).]  
    (risk analysis)
PREFERRED FUTURES: CHANGE

#31       METHODS / CHANGE / OVERVIEW    (AB)

The Change Handbook: The Definitive Resource on Today’s Best Methods for Engaging Whole Systems (2nd Ed).  Peggy Holman (consultant), Tom Devane (consul​tant), and Steven Cady (Prof of Management, Bowling Green State U).  San Francisco: Berrett-Koehler, Jan 2007/723p (8x9()/$59.95pb.

     First published in 1999 at a mere 394p (FS 21:10/500), this expanded edition has 68 chapters, 61 of them devoted to various methods: 1) Adaptable Methods (used for a variety of purposes in organizations and communities): appreciative inquiry [see #44], collaborative loops, dialogue and deliberation, integrated clarity, open space technology, whole-scale change, the World Café [see #45],  human systems dynamics, evolutions of open systems theory, study circles, etc.; 2) Plan​ning Methods (to help people shape their future together): dynamic planning and charrettes, Future Search [see #46], scenario think​ing, search conference, community summits, large-group scenar​io planning, strategic forum, strategic visioning, the 21st Century Town Meeting.

     3) Structuring Methods (to organize a system to create desired futures): community weaving, participative design workshop, collaborative work systems design, whole systems approach to  change and run a business [see #86];  4) Improving Methods  (to create breakthroughs in processes, relationships, individual behaviors, and knowledge): rapid results, the Six Sigma approach, action learning, balanced scorecard, civic engage​ment, the cycle of resolution, employee engagement process, Gemeinsinn-Werkstatt for community spirit, idealized design, empowerment, values into action, WorkOut; 5) Supportive Methods (to enhance the efficacy of other change methods): online environments that support change, playback theater, visual recording and graphic facilitation, JazzLab, the Learning Map approach, visual explorer.

     This plethora of overlapping methods is preceded by four chapters on getting the Big Picture and making sense of these methods, how to select methods, preparing to mix and match methods, and sustainability of results.  Three concluding chap​ters by the editors describe the emergence of inspired organi​zations and enlightened communities (Holman), high-leverage ideas and actions to shape the future (Devane), and hope for the future as working together for a better world (Cady).  A 62-page appendix of sorts provides “Quick Summaries” of one page for each method listed alphabetically, describing purpose, outcomes, when to use and not use, number and types of par​tici​pants, typical duration, brief example, historical context, etc. [NOTE: An awesome compilation, managed with considerable skill.  Start here, before venturing down any particular path of preferred futures learning.] 

   (best methods for organization/community change)

#32      METHODSADVANCE \R 0.70 / ADVANCE \R 0.70ACTION RESEARCH     (A)

Futures Studies and Action Research (Special Issue).  Edited by Jose M. Ramos (Center for Social Change Research, Queensland U of Technology) and Sohail Inayatullah (Graduate Institute of Futures Studies, Tamkang U, Taiwan).  Futures, 38:6, Aug 2006, 639-722 (8 papers).

     1) Jose Ramos on dimensions in the confluence of futures studies and action research (the two fields compliment each other by stressing participation, social change, knowledge creation, systems thinking, complexity, futures visions, democratic commitments, and social innovation); 2) Sohail Inayatullah on “Anticipatory Action Learning”  (it differs from futures research by being less driven by expert forecasts and more attuned to participatory learning and questioning); 3) Tony Stevenson (Australia) on moving from vision to action as a key feature of AAL (limitations include male machismo, false optimism, and groupthink converging on the conventional wisdom); 4) Dennis List (U of South Australia) on action research cycles for multiple futures perspectives (a cycles-within-cycles-within-cycles process in a sequence of workshops can help make explicit concealed forces affecting the future); 5) Erzsébet Nováky (Corvinus U of Budapest) on action- oriented futures studies in Hungary (case studies of vocational training, regional development, and national socio-economic development); 6) Patricia Kelly (Queensland U of Technology) on helping engineering students to become sustainability professsionals (a reflective process and on-line support can contribute to a learning oasis and development of Globo sapiens); 7) Peter Hayward and Joseph Voros (Australian Foresight Institute, Swinburne U) on introducing the social change theory of P.R. Sarkar to students in the AFI’s Masters in Strategic Foresight program through an action learning process; 8) Sandra Janoff and Marvin Weisbord (Future Search Net​work) [see #46] on the well-developed “future search” planning meeting, based on Lewinian action research, that gets the “whole system” in the room and leads people to create desired futures. 
          (action research)
#33       METHODSADVANCE \R 0.70 /ADVANCE \R 0.70 TRANSFORMATIONS    (A)

Transformative Initiatives (Special Issue).  Edited by Rakesh Kapoor (Alternative Futures, New Delhi).  Futures, 39:5, June 2007, 475-643.

     Papers on “some of the significant and inter​esting ongoing transformative initiatives in different parts of the world( a small sample of worthwhile efforts” in  a  vast  and  fer​tile  field.  1) Kjell Dahle (Ideas Bank Foundation, Oslo) on a typology of five different paths for transition, led by Reformists who do not want upheaval,  Patient Revolutionaries who believe that things must get worse before they get better, Impatient Revolutionaries who assume no time to wait for the majority to agree, Grassroots Fighters who distrust elites and work at the local level, and Multi- faceted Radicals who seek 100 flowers blooming both inside and outside of established institu​tions;  2) Jai Sen (India Institute for Critical Action, New Delhi) on the World Social Forum as an emergent learning pro​cess, in realizing its slogan “Another World Is Possible”;  3) Rajni Bakshi (Mumbai) on the evolution of Socially Re​spon​​sible Investing from niche to mainstream, as part of the larger movement to change global markets;  4) Pritha Sen (Gurgaon, India) on the evolution of Ashoka: Innovators for the Public, set up in 1980 in Arlington VA by Bill Drayton to build genera​tions of new entrepreneurs to act as transformational catalysts (over half of Ashoka Fellows have changed national policy with​in five years of their launch); 5)  Bruce Tonn (U of Tennessee) on the Intergovernmental Panel on Climate Change as a global- scale initiative (“the IPCC is decidedly future-oriented” and has been “amazingly successful”; “helping  transform the conduct of science around the world”); 6) Julia Marton-Lefevre (U for Peace, Costa Rica) and Gilliam Mehers (IUCN) on the Leadership for Environment and Development (LEAD)  Pro​gramme  initiated  by  The Rockefeller Foundation; 7) Rakesh Kapoor on Auroville, an international “city of the future” set up in 1968 in southern India and why it is “radically transformative” (it now has 1,780 people from 35 countries). [NOTE: An inspir​ing collection.] 
            (transformative initiatives)
#34      METHODS / TRANSFORMATION         (A)
Handbook of Transformative Cooperation: New Designs and Dynamics.  Edited by Sandy Kristin Piderit, Ronald E. Fry, and David L. Cooperrider (all Profs of Organizational Behavior, School of Management, Case Western Reserve U).  Stanford CA: Stanford Business Books (Stanford U Press), June 2007/462p/$95.

     The 17 papers from the New Designs in Transformative Cooperation conference held in Sept 2003 at CWR are arranged in five parts: 1) The Call for Transformative Cooperation: the process of dialogue and action as a dance that leads to moral development and a more sustainable world future, Riane Eisler on the economic imperative for revisioning the economic rules of the game [see The Real Wealth of Nations; FS *29:8/297 on creating a caring economics], Hazel Henderson on 21C strategies for sustainability (also on revisioning economics for “transition to peaceful sustainable societies”), capturing the opportunity for creating a more inclusive capitalism (on development of “revolutionary routines” by companies); 2) Relational Dynamics: the transformative potential of compassion at work, ego and identity as barriers to transformative cooperation, entering the fundamental state of leadership; 3) Cooperation as a Transformative Force: stories of business as an agent of world benefit (six case studies), learning from transformative cooperation case studies (eight more case studies); 4) Designing Transformative Cooperation: transformative learning, design research in schools for management educaion, unyielding integrity as key; 5) Transformative C operation as Generative Possibility: leadership for world benefit (new horizons for research, e.g. co-creating meaning on a large scale, advancing strategic innovation, elevating ethical practice, the appreciative inquiry process, appreciative leadership, servant leadership, stewardship, cross-cultural leadership, the importance of project memes to foster sustainability across many companies.

     [ALSO SEE The AI Summit [#44] and Appreciative Inquiry Handbook: For Leaders of Change (2nd Edition) by David L. Cooperrider, Diana Whitney, and Jacqueline M. Stavros (Crown Custom Publishing and Berrett-Koehler, March 2008/454p/ $49.95), describing a 4-D Cycle process of Discovery, Dream (what might be), Design (how it can be), and Destiny (what will be) “for engaging people at any or all levels to produce effective, positive change.”  AI identifies what is positive in an organization and connects it to ways that heighten energy, vision, and action.  For a brief introduction to AI, see Appreciative Inquiry:  A Positive  Revolution  in  Change by Cooperrider and Whitney (Berrett-Koehler, 2005/86p; FS 28:2/096. On collaboration, see Collaborative Advantage: How Organizations Win by Working Together (Palgrave Macmillan, 2006; FS 28:8/398).]

        (transformative cooperation)

#35        METHODSADVANCE \R 0.70 /ADVANCE \R 0.70 TRANSFORMATION      (A)

Institutional Change.  Guest editor: William E. Halal (Prof of Management, GWU). On the Horizon (Special Issue), 13:1, 2005/58p <www.emeraldinsight.com>.

     The largely unrecognized field of “institutional change” (IC) is often confused with organizational change.  The difference is very important because major institutions around the world are in upheavals of various types that go way beyond mere organi​za​tional change.  IC transcends organizational change to focus on entire classes of organizations serving different societal functions, and how they are being transformed in response to a rapidly changing world.  Seven articles follow: 1) Central Features of Institutional Change by William E. Halal (GWU): three central features define the evolution of institutions (e-organization, self-organizing systems, stakeholder collaboration); the IT revolution is likely to drive major institutional changes this decade; institutions are likely to resemble society at large embodying Western principles of free enterprise and democracy; 2) Institutional Change in the Corporation: The New Social Charter by Ian Wilson (Wolf Enterprises, San Rafael CA): change is now extending to the basic purpose, values, and relationships of institutions, involving greater democratization, a growing preference for market systems, and more deregulation and privatization, while moving from “profit- as-purpose” to “service-as-purpose”—a culture shift of major proportions; 3) Institutional Change in Government by Harlan Cleveland (Sterling VA): e-government may be useful to manage routine tasks, but the highly complex and inter​personal nature of government places severe limits on auto​mation; the growth of governance enabled by IT is far beyond the reach of government; to make governance work, keep in mind the fuzziness between public and private, the usefulness of uncentralized systems, and the dwindling role of geographic distance; 4) Secrets of Transformation by Arthur K. Cebrowski (director, DoD Office of Force Transformation; former President, US Naval War College): identify the inevitable and make it a virtue, recognize the risk in being right too soon,  appreciate the value of “data free research” about the future, use the press and other media, change the language and control the schools to change culture, innovation creativity implementation, recognize a “tipping point” and push things over it; 5) Institutional Change in Health Care by Jonathan C. Peck (VP, Institute for Alternative Futures): forces driving transformation include new technologies, telemedicine, preventing  disability, baby boomers facing cancer deaths and challenging institutional rules (new diagnostics will likely identify thousands of different kinds of cancer and which kinds of tumor respond to different combinations of drugs), a shift to dying a good death not in institutions, patient challenges to safety/quality; 6) From Organizational to Institutional Change by Sohail Inayatullah (Tamkang U and Queensland U of Technology): a taxonomy of change in​cludes tools, strategy, capacity building, memes that meet the need of the organization, emergence and self-organization, and “microvita change” derived from the non-Western epistemol​ogy of P. R. Sarkar (microvita helps to move the organization from information to knowledge to wisdom; 7) In​side Institutional Change: A Case Study in Trans​formation by William H. White: on how change is often forced on organizations by external forces.   [ALSO SEE The Heart of Change: Real-Life Stories of How People Change Their Organizations (Harvard Business School Press, 2002; FS 24:12/ 598).] 
     (institutional change)
#36             METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70BACKCASTING           (A)

Future Subjunctive: Backcasting as Social Learning, John Robinson (Sustainable Development Research Initiative, U of British Columbia, Vancouver), Futures, 35:8, Oct 2003, 839-856.

     With the emergence of modern science, the future shifted from immutable destiny that unfolds according to divine plan to a view that future outcomes are a product of past and present circumstances.  This represented a shift from teleo​logical to causal explanation, from deterministic to prob​abilistic mode.  This has led to strong predictive modeling.  But it “flies in the face of typical human exper​ience related to thinking about the future, which is strongly goal-oriented.”  Some recent developments  focus  on  the  attempt to integrate goal-oriented approaches with the more predictive approaches typical of the natural sciences.

     Backcasting, a term coined by Robinson in 1982, involves “development of normative scenarios aimed at exploring the feas​ibility and implications of achieving certain desired end-points (in contrast to forecasts aimed at providing the most likely projection of future conditions).”  The rationale for backcasting is twofold: our ability to predict the future is strongly constrained, and, even if the future were predictable, the most likely future may well not be the most desirable
     Backcasting is an approach to analyzing alternative futures that responds to these concerns, focusing on desirable futures can be attained.  It involves working backwards to the present from a particular desired future end-point or set of goals, usually 25-50 years into the future.  Two methods of articulating desirable scenarios are possible: choice by a research team, or involvement of various stakeholder groups or the public at large (the “interactive social science” approach).  Robinson adds a case study of energy back​casting, the Georgia Basin Futures Project in British Columbia.  [ALSO SEE #82.]
         (“backcasting” as social learning)
#37  ADVANCE \R 0.70METHODS / SCENARIO BETTERMENT  (AB)
Creating Better Futures: Scenario Planning as a Tool for a Better Tomorrow.  James A. Ogilvy (co-founder, Global Business Network, Emeryville CA).  Foreword by Peter Schwartz (Chairman, GBN).  NY: Oxford U Press, April 2002/238p/$35.00.

     This book is the result of 40 years of experience split almost equally between studying and teaching philosophy (mostly at Yale U) and pursuing a career in social research and corporate consulting (at SRI International and GBN).  The basic message is that the future could and should be better than the present.  Idealism can be dangerous, and many people throughout history have been sold a bill of goods about a better future.  “But today we suffer from a lack of sufficient idealism.”  Popular images of the future tend toward the grim, young people have more fears than hopes about the long term, and most intellectuals are cynical about a better society.  “This book is unabashedly hopeful.”  But it is not a feel- good book: there is nothing inevitable about better futures— we have to create them.  And we can help people to do so by framing alternative scenarios customized to their particular situations.

     Chapters discuss the new “relational worldview” (a shift in focus from things and substances to relationships and struc​tures), values in a pluralistic world (and the need for a deeper understanding of “ethical pluralism”), post-scientific inquiry and the need to see things whole, the shift from mass market to niche  markets, the shift  from the political era of the nation-state to the economic era of the marketplace, the limits of the marketplace, rethinking representative government to compen​sate for  market- place failure, reframing the conflict between individualists and collectivists, social creativity, how the human sciences are moving toward future studies, the seven features of the relational world- view, the postmodern condition (a  plurality of standards), the process of scenario planning, and navigating the future as a team sport.
     Two concluding chapters apply these high-minded reflections to better education and health. Ogilvy lists 23 issues that have to be addressed and aligned for good schools (having to do with standards, privatization, technology, finance, governance, and content), and two scenarios (the technology fix and the privatization fix) that show the promise of potential reforms—and how one- dimensional solutions fail school re​form.  Two scenarios for better health care center on “defined contribution” and “relationship- centered care.”  In sum, scenar​io planning offers a way to see things whole; “leave problem solving to the specialists and you will get technical solutions to partial problems.”  [NOTE: Not a how-to scenario planning book by any means, but a sophisticated meditation on some leading-edge concepts.]  
          (scenario planning)
#38  METHODS / SOCIAL  ENTREPRENEURS  (BC)
How to Change the World: Social Entrepreneurs and the Power of New Ideas (Updated Edition). David Bornstein (NYC). NY: Oxford U Press, Sept 2007/3258p/$15.95pb.

     A journalist tells “the stories of social entrepreneurs advancing systemic solutions to major social problems,” with special attention to Ashoka, the international network of social entrepreneurs, started by Bill Drayton (an assistant administrator at the US Environmental Protection Agency) in 1978.  By the end of 2007, it had directly supported some 2,000 “Ashoka Fellows” working in some 70 countries.  Bornstein sees these people as “transformative forces” and part of the emergence of the global citizen sector.  This worldwide mobilization of citizens is occurring on a scale never before seen because “more people today have the freedom, time, wealth, health, exposure, social mobility, and confidence to address social problems in bold new ways.”
     During the 1990s, the number of international citizen organizations increased from 6,000 to 26,000.  They are more globally dispersed and diverse than in the past, and increasingly moving beyond stop-gap solutions to more systemic approaches, forging partnerships with businesses, governments, and academia.  The barriers that once impeded these organizations have disappeared.  The women’s movement has gained a foothold across much of the world in the past three decades, weakening social constraints that had limited women’s scope of action and expression.  And technology permits people, money, and information to move quickly and cheaply around the globe.  Even universities are studying social entrepreneurship in growing numbers: in the US and Canada alone, >200 institutions have established centers, courses, competitions, scholarships, or speaker series (e.g. the Reynolds Program in Social Entrepreneurship at NYU).

     The six qualities of successful social entrepreneurs: a strong ethical impetus, and willingness to self-correct (because of motivation to succeed), to share credit, to break free of established structures, to cross disciplinary boundaries, and to work quietly.  “There are, of course, many inefficient, wasteful, and corrupt organizations in the citizen sector.  However, because of the new surge of activity, citizen organizations are increasingly being pressed to demonstrate their efficacy.” 
     [ALSO SEE Strategic Tools for Social Entrepreneurs (Wiley, 2002; FS 24:12/599) and Advocacy for Social Justice: A Global Action and Reflection Guide (Kumarian Press, 2001; FS 25:7/344).]  
      (social entrepreneurs and citizen organizations)

#39            METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70STRATEGY                (B)
20/20 Foresight: Crafting Strategy in an Uncertain World. Hugh Courtney (Associate Principal, Global Strategy Practice, McKinsey & Co, Washington).  Boston: Harvard Business School Press, Oct 2001/207p/$29.95.

     In 1994, a group of McKinsey partners met in Paris to discuss the firm's business strategy consulting practice, and reached the troubling consensus that most strategy development approaches that were taught and used were outdated and inappropriate.  Most companies assumed that, with the right analysis, the future could be forecast with enough precision to identify the right strategy.  But rapid change and high levels of uncertainty were making this increasingly difficult.  The McKinsey group agreed to launch a Strategy Theory Initiative to develop a better approach, made up of several project teams involving >60 McKinsey consultants, several academics, and >100 companies on six continents.
     This book reflects the work of the team studying strategy under high uncertainty resulting from rapid change.  “In choosing strategies under uncertainty, there are no easy answers.”  Yet many business strategists make it harder than it has to be by relying on outdated approaches designed to optimize strategic decision making in predictable environments.  The typical process assumes that the strategists have the foresight to translate their knowledge of the future into point forecasts of key value drivers.  But in times of great uncertainty, this process is marginally helpful at best.

     After discussing the four-step process for developing and updating strategies over time and four levels of residual uncertainty (a clear view of a single future, a limited set of alternative futures, a range of possible future outcomes, and true ambiguity as a limitless range of future possibilities), chapters are arranged around five key questions for strategy under uncertainty: shape or adapt, now or later, focus or diversify, new tools or frameworks, and whether to develop new strategic-planning and decisionmaking processes.  Companies in “Level 4” uncertainty situations can benefit from a well-developed scanning network that is never turned off.  Other tools in “The Uncertainty Toolkit” involve scenario planning, game theory, decision analysis, system dynamics models, and management flight simulators or microworlds. 
          (McKinsey & Co. on strategy under uncertainty)
#40    METHODS / EXECUTING STRATEGY     (B)

Executing Your Strategy: How to Break It Down and Get It Done. Mark Morgan (Chief Learning Officer, IPSolutions Inc), Raymond E. Levitt (Prof of Civil and Environmental Engineering, Stanford U), and William Malek (Strategy2Reality LLC).  Boston: Harvard Business School Press, Dec 2007/287p/$29.95.    
     Three strategy experts with the Stanford Advanced Project Management Program complain that “corporations spend about $100 billion a year on management consulting and training, most of it aimed at creating brilliant strategy.”  Yet studies have found that <10% of effectively formulated strategies carry through to successful implementation.  “The global business landscape is littered with expensive, well-intended strategies that failed in the execution phase.”  Some make the front pages; many more die quietly or disappear into desk drawers.   All drain resources.

     Yet senior executives regularly retreat to their corner offices where they plan The Next Big Thing, leaving the grunt work of execution to lower echelons.  And that is precisely where strategy goes awry.  “One of top management’s biggest blind spots is the failure to recognize that any significant shift in strategy requires changes in day-to-day activities throughout the organization.”  Significant shifts require significant changes that can only be successful if implemented systematically.

     Strategic execution can only happen when the six essential domains of the Strategic Execution Environment are in alignment, and when all align with the external environment.  The six domains: 1) Ideation: clarify and communicate identity, purpose, and long-range intention; 2) Nature: align the strategy with company culture and structure; 3) Vision: translate long-range intention into clear goals, metrics, and strategy; 4) Engagement: through portfolio management, do the right projects required to carry out the strategy; 5) Synthesis: monitor and continuously align the project work with strategy; 6) Transition: move the results of projects into the mainstream of company operations.   [ALSO SEE Shaping the Future: A Dynamic Process for Creating and Achieving Your Company’s Strategic Vision (AMACOM, 2004; FS 26:11/546); and STRATEGY: A Step-by-Step Approach to World Class Business Strategy (Palgrave Macmillan, 2004; FS 27:10/478).]    
       (implementing strategy)
#41       METHODS / RAPID CHANGE         (AB)

Rapid Transformation: A 90-Day Plan for Fast and Effective Change. Behnam N. Tabrizi (Consulting Prof, Dept of Management Science and Engineering, Stanford U).  Boston: Harvard Business School Press, Nov 2007/328p/$29.95.

     Organizations that can most quickly respond to the marketplace and adapt faster than their competitors are the ones that make it to the top.  Despite a natural resistance to change, employees want to be part of a successful company.  Change can come in baby steps or in large giant steps.  Baby steps feel safer, but the thirst for outside-the-box thinking is lost through incremental change.  When tiptoeing around is no longer effective, the organization considers giant steps, often understood as revolution or transformation.  But leaders who try to transform their companies through reengineering in practice attack one key section at a time (finances, culture, services/products, processes).  Such piecemeal, serial efforts have not proved very effective.  A mid-1990s study found that some 70% of reengineering efforts were considered failures within five years after they were undertaken, because they were piecemeal, lengthy, and tactical (focused on the short-term).

     Based on ten years of research led by Tabrizi with a panel of experts, a team of a dozen researchers, and the “transformation performance index model,” 56 transformation efforts were ranked.  “Successful transformation efforts were all-encompassing, integrative, and fast, and had full, passionate commitment and buy-in, especially at the top layers of the organization.”  Unsuccessful organizations lacked one or more of these factors.

     This led to the “90-day transformation model”: three 30-day phases of the planning stage using crossfunctional rapid response teams: diagnosis, envisioning the future (brainstorming potential big ideas, assessing each idea according to a set of criteria, prioritizing the list), and paving the road.  The implementation phase typically lasts 6-12 months after the 90th day.  This model solves the problems associated with re-engineering and embraces the critical success factors. 
         (90-day transformation model)
#42          METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70MANAGEMENT       (AB)

The Future of Management.  Gary Hamel (Visiting Prof, London Business School) with Bill Breen (Fast Company).  Boston: Harvard Business School Press, Oct 2007/272p/$26.95.

     Companies are largely managed today by a small coterie of long-departed theorists who invented the rules and conventions of “modern” management back in the early 20C.  The influence of these patriarchs varies only slightly from firm to firm.  The scientific/modern management paradigm focuses on the pursuit of efficiency above every other goal.  Management innova​tion is needed, however, and can create a long-term advantage while confronting today’s disruptive world and markets.

     Management innovation targets such processes as strategy, capital budgeting, project management, human relations, internal communications, business review, and knowledge manage​ment.  It yields competitive advantage when any of three conditions are met: 1) the innovation is based on a novel principle that challenges some long-standing orthodoxy; 2) the innovation is systemic; 3) the innovation is part of an on-going program of rapid-fire invention where progress compounds over time.  Obstacles to innovation: too much management and too little freedom, too much hierarchy and too little community, and too much exhortation with too little purpose.   The challenges facing today’s organizations are creating a democracy of ideas (giving everyone a chance to opt in), aggregating collective wisdom, minimizing the drag of old mental models, amplifying human imagination, and reallocating resources. Some lessons for management innovators: 1) to tackle a systemic problem, you must understand its deep roots; 2) com​mit to revolutionary goals but take evolutionary steps; 3) metrics are essential; 4) keep it informal and make it a game; 5) keep at it. 
              (management innovation)

#43     METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70MANAGEMENT             (BC)
The Daily Drucker: 366 Days of Insight and Motivation for Getting the Right Things Done.  Peter F. Drucker (Claremont CA), with Joseph A. Maciariello (Prof of Mgt, Clare​mont U Grad School of Mgtt).  NY: HarperBusi​ness, Nov 2004/429p/$19.95.

     Drucker, the author of 35 books on social trends and management, has been described by management experts as the “Guru's Guru.”  To coincide with his 95th birthday, this volume assembles an idea per day from Drucker's prolific writings.  Some examples: 10 February: “the modern organization must be a destabilizer” (the only way in which an institution can maintain continuity is by building systematic, organized innovation into its very structure); 27 February: defining business purpose and mission is almost always a difficult question (“the right answer is usually anything but obvious”); 1 March: “in a period of rapid structural change, the only ones who survive are the change leaders” who see change as an opportunity and look for change (“to make the future is highly risky; it is less risky, however, than not to try to make it”); 4 May: “the next society will be a knowledge society,” and every instituion in the knowledge society has to be globally competitive; 28 September: a manager has two tasks: to create a true whole that is larger than the sum of its parts, and to harmonize the requirements of the immediate and of the long-range future in every decision and action; 5 November: the change leader's first budget is an operating budget to maintain the present business; the change leader also has a second, separate budget for the future, which addresses the question of the maximum funding that new activities require to produce optimal results.  Concludes with an annotated bibliography of 32 Drucker books from the 1939-2003 period, and an index of readings by topic (e.g. change, growth, innovation, knowledge workers, leadership, new realities, social responsibility, etc.) 
     [NOTE: The 366-day Leap Year gimmick works as an introduction / summation of Drucker's remarkable career.  The bibliography is especially useful.]    (Drucker summarized)
PREFERRED FUTURES: SPECIAL TOOLS
#44         METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70ORGANIZATIONS         (A)

The Appreciative Inquiry Summit: A Practitioner's Guide for Leading Large-Group Change.  James D. Ludema (Benedictine U; Corporation for Positive Change), Diana Whitney (President, CPC), Bernard J. Mohr (NTL Institute for Applied Behavioral Science), and Thomas J. Griffin (US Cellular).  San Francisco: Berrett-Koehler, Aug 2003/310p/ $29.95pb.

     Appreciative inquiry is the study of what gives life to human systems when they function at their best.  “As an approach to organization change, AI involves the cooperative search for the best in people, their organizations, and the world around them.”  This is significantly different from conventional managerial problem solving, where the process usually involves identifying problems, analyzing causes, searching for solutions, and developing an action plan.  In contrast, the key task in AI is to identify and leverage strengths through the “4-D” cycle: Discovery (highlighting factors that give life to the organization), Dream (imagining what could be), Design (creating social architecture to bring the dreams to life, and building commitment to a common future by dialoguing and debating), and Destiny (finding innovative ways to move the organization closer to the idea).

     “The Appreciative Inquiry Summit” is a method for acceler​ating positive change by involving a wide range of internal and external stakeholders in the change process.  The AI Summit is a single event or series of events,  that bring 30 to 1,000 people together (most of the summits conducted by the authors are in the 100-500 range).  Because of the power of wholeness, the closer we get to including every member of the system, the more dramatic and sustainable the impact.  The AI  Summit method represents a radical shift away from traditional change management approaches that put the responsibility for change in the hands of just a few.  It is based on the premise that “organizations change fastest and best when their members are excited about where they are going, have a clear plan for moving forward, and feel confident about their ability to reach their destination.”  It is a product of having the “whole system” aligned around its strengths, and around ideas that generate energy for action.

     Chapters discuss the growth of AI since the early 1980s (listing government organizations, major corporations, health care institutions, universities, and school systems that have used AI), the roots of the AI Summit method (begun by John Carter, David Cooperrider, and Mary Ann Rainey at Case Western Reserve U), the  Global  Excellence  in  Management  initiative (which led  to the Organizational Excellence Program, using the appreciative approach), the rapid growth of AI Summit methodology since the early 1990s, creating the AI Summit design, and facilitating an AI Summit (requiring a willingness to learn and assist others in learning).  [ALSO SEE #34 for three related titles on AI practices.]

         (large-group positive change)
#45    METHODS  / COMMUNICATION ADVANCE \R 0.70         (AB)

The World Café: Shaping Our Futures Through Conversations That Matter.  Juanita Brown (Senior Affiliate, Organizational Learning Center, MIT Sloan School) with David Isaacs (President, Clearing Communications) and the World Café Community. Foreword by Margaret J. Wheatley. Afterword by Peter Senge. San Francisco: Berrett-Koehler, 2005/242p/$19.95pb.
     The World Café is a simple yet powerful conversational process for fostering constructive dialogue, accessing collective intelligence, and creating innovative possibilities for action.  It enhances our capacity to talk and think more deeply together about the critical issues facing our communities, our organizations, our nations, and our planet.  It is not the only doorway to the type of dialogue that enables us to tap into the power of conversation as a core process for bringing forth new futures.  “Entering the space of authentic dialogue is like entering a central courtyard in the spacious home of our common humanity.  The World Café is only one valuable doorway into this central courtyard of collective possibility.”  Strategic dialogues, indigenous councils, salons, wisdom circles, citizens' deliberative councils, women's circles, study circles, Appreciative Inquiry, Open Space, Future Search, etc. have contributed to this life-affirming experience.  

     The theory and practice behind World Café involves seven design principles, each explored in a chapter: 1) Set the Context: clarify the purpose and broad parameters within which the dialogue will unfold; 2) Create Hospitable Space: ensure a wel​coming environment  that  nurtures personal comfort and  mutual respect; 3) Explore Questions That Matter: focus on those powerful questions that attract collaborative engagement; 4) Encourage Everyone's Contribution: invite full participation and mutual giving; 5) Cross-Pollinate and Connect Diverse Perspectives: intentionally increase the diversity and density of connections among perspectives  while  retaining  a  common  focus  on  core  questions; 6) Listen Together For Patterns, Insights, and Deeper Questions: nurture coherence of thought without losing individual contributions; 7) Harvest and Share Collective Discoveries: make collective knowledge and insight visible and actionable.

     Includes case studies on Mexico's National Fund for Social Enterprise, the annual Systems Think​ing in Action conference, the Financial Planning Association, the U of Victoria Law School, Scandinavian Sustainability Forum, the U of Texas-San Antonio Executive MBA Program, African Women with Disabilities, and var​ious organizations in Singapore (e.g., the Police Department and Ministry of Manpower). The Afterword by Peter Senge (MIT) describes World Café as “the most reliable way I have yet encountered for all of us to tap into collective creating.”

     [NOTE: A blurbfest at the front of this uplifting book includes en​dorsements by Napier Collyns (Global Business Network), Bob Johansen (Institute for the Future), Mark Gerzon (Mediators Foundation), and 30 others.  The authors live in Tomales Bay CA <inquiry@theworldcafe.com>.]
        (conversation for new futures)

#46           METHODSADVANCE \R 0.70 /ADVANCE \R 0.70  FUTURE  SEARCH       (B)

Future Search: An Action Guide to Finding Common Ground in Organizations and Communities (2nd Edition).  Marvin Weisbord and Sandra Janoff (Future Search Network, Wynnewood PA).   San Francisco: Berrett-Koehler, Jan 2000/265p/$24.95pb.

     First published in 1995, this new edition adds 46 pages, with greater emphasis on the ripple effect of future search, the potential of future search as a global change strategy, the philosophy of facilitating, and subtle refinements to the meeting design.  “Future search is a large group plan​ning meeting that brings a ‘whole system’ into the room to work on a task-focused agenda.”  The meeting seeks dramatic new action plans or a paradigm shift, and can be experienced within 48 hours by those willing to work at it. 

     A typical future search agenda is conducted over three days: Day 1, Afternoon: focus on the past; focus on present external trends; Day 2: continue on trends; focus on owning our actions (each stake​holder group makes lists of “prouds” and “sorries”); prepare ideal future scenarios of 10-20 years in the future; the whole conference notes common futures themes (what people want, potential projects to get there, and key disagreements that may remain); Day 3, Morning: the whole group reviews lists again to confirm common ground, and then engages in shortand long-term action plans. 

     Chapters discuss examples of future searches world​wide, eight conditions for success (including full attendance for the whole meeting, working across three days to space learning, taking responsibility publicly for follow-up, etc.), how to know when the time is right, getting started, logistics for an ideal site, facilitating, and follow-up practices.  [NOTE: This technique is derived from the work of Eric Trist and Fred Emery.  Three very similar exercises,  not mentioned here, are Preferred Futuring by Lawrence L. Lippitt (Berrett-Koehler, 1998; FS 21:3/146), The Vision Retreat by Burt Nanus (Jossey-Bass, 1995; FS 17:11/538), and Future Workshops by Robert Jungk and Norbert Mullert (ISI, 1987; FSA88-89/9544).] 
      
(future search planning meetings)

#47     METHODSADVANCE \R 0.70 / ADVANCE \R 0.70CONSENSUS BUILDING   (AB)

Breaking Robert’s Rules: The New Way to Run Your Meet​ing, Build Consensus, and Get Results.  Lawrence E. Susskind (Prof of Urban Planning, MIT, head of Harvard Law School Public Disputes Program) and Jeffrey L. Cruikshank.  NY: Oxford U Press, Sept 2006/222p/$30.

     Many millions of meetings are held each year in which people need to work together under difficult conditions.  The meetings are often messy, emotional, confusing, and painful.  Looking at an organization’s bylaws on how to run a meeting, they invariably refer to the parliamentary writings of Gen. Henry M. Robert, revised. In 1867, Gen. Robert of the U.S. Army Corps of Engineers was sent to San Francisco.  But there was no set way to run a meeting, so Robert wrote a manual of standard procedures based on the few available precedents (maintaining order was his first priority). Robert’s Rules of Order, first published in 1876, was continually revised until his death in 1923. In subsequent years, his daughter and grandson brought out new editions. By 1970, some 2.6 million copies had been sold.
      Robert’s Rules spell out in enormous detail all the possible questions that might come up and how to handle them.  But they have four basic problems: 1) they focus on creating a happy majority, with no attention to an unhappy minority (this results in instability, as decisions become undone); 2) the group may not get to a particularly wise decision (there is nothing inherent in parliamentary procedure that steers a group toward practical and affordable solutions); 3) they do not promote debate and dis​cussion that lends legitimacy to a decision; 4) it  puts too much power  in the hands of the most skilled parliamentarians (the dense rules encourage manipulation of the process by the few who understand it).

     The alternative is the “consensus building approach,” which enables a group or organization to reach a nearly unan​imous agreement—and then implement it successfully.  The CBA has five steps: 1) convening (getting the right people to the table and the right ideas on the table, in ways that invite productive problem solving); 2) assigning roles / responsibilities (clarifying who will be in charge, specifying ground rules, defining the role of a facilitator); 3) facilitating group problem solving (generating mutually advantageous proposals and confronting disagreements in a respectful way; effective problem solving draws on good information and considers many possible solutions); 4) reaching agreement (coming as close as possible to meeting the most important interests of all concerned); 5) holding people to their commitments.

     Consensus building usually means putting in more time at the beginning of the process than in the later stages (“going slow to go fast”), but end-to-end it generally takes no longer, and often turns out to be not only faster but less expensive.  More important, “it tends to get better outcomes, which are far less likely to come unstuck.”  [NOTE: Similar to #46.] 

           (consensus building rather than Robert’s rules)

#48         METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70CONFIDENCE          (ABC)

Confidence: How Winning Streaks and Losing Streaks Begin and End.  Rosabeth Moss Kanter (Prof, Harvard Business School; former editor, Harvard Business Review). NY: Crown Business, Oct 2004/402p/$27.50.

     When things are up, it feels as if they will always be up, and people believe they can succeed at anything they try.  When things are down, it seems as if they will always be down.  That's how depressed people feel, why economies in recession find recovery elusive, and why businesses, sports teams, and schools can stay in decade-long slumps.  Any organization or individual can be swept along by one of these fortunate or unfortunate cycles.  What causes them to rise or fall is often a matter of confidence.  “Confidence is the bridge connecting expectations and performance, investment and results.  It is a familiar term used every day to indicate future prospects in a wide variety of circumstances.”
      Confidence is a self-fulfilling prophecy, consisting of positive expectations for favorable outcomes.  When people or groups are on a roll, they go from strength to strength.  But losers seem doomed to lose, in the way that the poor get poorer, the sick get sicker, and the vulnerable become victims.  “Confidence is a sweet spot between arrogance and despair.  Arrogance involves the failure to see any flaws or weaknesses, despair the failure to acknowledge any strengths.  Over​confidence leads people to overshoot, to overbuild, to become irrationally exuberant or delusionally optimistic, and to assume they are invulnerable( But underconfidence is just as bad, and perhaps worse. It leads people to under- invest, to under-innovate, and to assume that everything is stacked against them, so there's no point in trying.”

     Topics covered: winning streaks as the cycle of success, why winning streaks end (threats and problems are denied, people let the disciplines go and let the support system crumble), dialogue as the antidote to denial (the capacity to discuss the undiscussable), the dynamics of decline (managers become less communicative, the organization gets caught in “doom loops” that make problems worse, isolation and blame increases, decision paralysis sets in), why losing streaks persist (case study: the 80-game losing streak of Prairie View A&M's football team), the turnaround challenge (risking unpopular decisions, culture change, ending poverty of the spirit, avoiding false recovery; “turnarounds can be a very slow and long-term process”), facing facts and reinforcing responsi​bility (case study of Gillette), cultivating collaboration, inspirational leadership, and the ultimate sign of confidence (“a virtually self-organizing system in which people feel em​powered to seize initiative” without being told to do it).

     The work of leaders in delivering confidence involves: articu​lating values and visions, serving as role models, em​bedding winner behavior in the culture, fostering straight talk (winning teams are data rich), communicating expectations clearly, mak​ing information transparent and accessible, struc​turing col​laborative conversations, defining goals and definitions of success, and opening channels for new ideas.  [NOTE: A splendid and original book, very much about shap​​ing positive futures.   The blurb by Warren Bennis, the guru of leadership studies, calls this book “a masterpiece(an astonishing piece of scholarly work written with grace and lucidity.”  Agreed.  ALSO SEE Revival of the Fittest: Why Good Companies Go Bad and How Great Managers Remake Them (Harvard Business School Press, 2003; FS 25:6/278).]   
             (winning and losing streaks explained)

#49            METHODSADVANCE \R 0.70 /ADVANCE \R 0.70 STARTUPS              (AB)

Startups That Work: The 10 Critical Factors That Will Make or Break a New Company.  Joel Kurtzman (Boston; Chairman, the Kurtzman Group) and Glenn Rifkin.  NY: Portfolio (Penguin Group), Oct 2005/293p/$25.95.

     Kurtzman, a former editor of the Harvard Business Review, was Global Lead Partner for Thought Leadership and Innovation at PricewaterhouseCoopers.  In the 1999-2004 period, he assembled a team of PwC analysts to study 350 suc​cessful startups in the US, Europe, and Israel, and conducted dozens of in-depth interviews with investors, exec​u​tives, and directors.   Leaders of startups must have many strengths: 1) a vision for the company; 2) understanding of business models ; 3) a deep grasp of markets, etc. The research team developed a “Star Chart” model regarding what matters most: strategy (market size, competitiveness position, the business model), resources (cash and cash flow, value contrib​uted by the investors, the management team), and performance (product development, distribution channels, acquiring the right customers).

     All startups are different and there are no hard and fast rules.  But 10 critical factors, or “rules of thumb,” have been distilled from the research: 1) start with a group of 3 or 4 founders (the larger the group, the better its chances, especially if the founders previously worked together); 2) insure that a marketing or sales person is a member of the founding team; 3) hiring the right team is critical; build a network of talented people from whom you can draw; 4) concentrate on creating value (the best venture capital investors look for longer-term payoffs); 5) manage your cash (young companies need tight finan​cial discipline); 6) understand the markets you are entering; 7) find a great first customer that offers big bragging rights; 8) build a board that helps to create value and make them work as partners; 9) make your product or service high quality and unique, and brand it in a way people won’t forget; 10) enjoy the ride: “without exception, the entrepreneurs we interviewed—and the people who funded them—loved what they did; they had passion, vision, and an ability to shrug off mis​takes and move on.”  [NOTE: Virtually all business books are about existing companies.  This is a rare and insightful look at building a new enterprise.] 
   (“rules of thumb” for startups)
#50          METHODSADVANCE \R 0.70 /ADVANCE \R 0.70 TRANSITIONS           (AB)
Growing Pains: Transitioning from an Entrepreneurship to a Professionally Managed Firm (New and Revised Edition).  Eric G. Flamholtz (Prof of Management, UCLA; President, Management Systems Consulting Corp) and Yvonne Randle (VP, MSCC).  San Francisco: Jossey-Bass, 2000/388p/$36.95.

     We have witnessed an explosion of entrepreneurship in the past three decades.  But a significant number of firms exper​ience problems and sometimes fail as they grow and develop beyond the initial new venture stage.  Entrepreneurship as a component of culture must continue regardless of the size of an enterprise.  But “the form of an entrepreneurial organization must change over time as it grows and increases in size and complexity(an organization must never become bureaucratic, but it must inevitably change and develop more formal systems, processes, and structure if it wants to maximize the likelihood of continuing to be successful.”  Organizations go through four stages: new venture, expansion, professionalization, and consolidation.  As organizations increase in size, they often experience growing pains: people feel “there are not enough hours in the day,” they lack understanding of where the firm is headed, there is little follow-up to plans, etc.  Chapters describe expansion stages, strategic planning at different stages of organizational growth (growing from an informal to a formal and institutionalized process), alternative forms of organi​za​tional structure, management development at different organi​zational levels, organizational control systems, effective leadership at different stages of organizational growth, and corporate culture management.      (four stages of organizations)

#51    METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70LEADER SUCCESSION         (B)
Effective Succession Planning: Ensuring Leadership Con​tinuity and Building Talent from Within (2nd Edition).  William J. Rothwell (Prof of Human Resource Development, Penn State U).  NY: AMACOM, Jan 2001/338p/$65.00.

     Changing demographics makes the identification of successors key to the future of many organizations, i.e.: “20% of the bestknown companies in the US may lose 40% of these senior executives to retirement within the next five years.”  Amid the twofold pressures of pending retirements in senior executive ranks and the increasing value of intellectual capital and knowledge management, “it is more necessary than ever before to plan for leadership continuity and employee advance​ment at all levels.”
     A succession planning and management program (SPM) is “a deliberate and systematic effort by an organization to ensure leadership continuity in key positions, retain and develop intellectual and knowledge capital for the future, and encourage individual advancement.” It should be regarded as a fundamental tool for organizational learning, ensuring that the lessons of organizational experience (or institutional memory), will not only be preserved, but combined with reflection on that experience to achieve continuous improvement in work results (also called “double loop learn​ing”).  SP&M programs provide increased opportun​ities for high potential workers, identify replacement needs, increase the talent pool of promotable employees, contribute to strategic business plans, build intellectual capital, improve employee ability to respond to changing environmental demands, improve employee morale by promot​ing from within, and help to cope with the effects of downsizing (which has “continued unabated” since the first edition of this book was published in 1994).

       (succession planning and management programs)
#52     METHODSADVANCE \R 0.70 / ADVANCE \R 0.70FAMILY BUSINESS         (AB)

Perpetuating the Family Business: 50 Lessons Learned from Long-Lasting, Successful Families in Business.  John L. Ward (Co-Director, Kellogg Center of Family Enterprises, Northwestern U <www.JohnLWard.com>).  NY: Palgrave Macmillan, June 2004/178p/$29.95.

     Only about 20% of family businesses last beyond 60 years in the same family, and about half of all family firms fail to make it though the next generation.  The inability to master succession becomes a personal anguish, repeated millions of times worldwide. 
     Another trend poses equal potential for distress.  About 25 years ago, only 5-10% of all US family businesses were run and owned by teams of siblings (the rest were led by single leaders, usually male, who had succeeded single leaders).  Today, however, surveys show 40-50% of family firms in the US will be owned and led by groups of brothers and sisters in the future (but there is very little experience with sibling co-owners, a still unproven approach to leadership).  In the past, family businesses that survived were lucky enough to be in a protected niche where costumers, competitors, and technology didn't change.  But “finding a protected niche is no longer... realistic.” 
     What can family business owners do?  Ward offers lessons learned from hundreds of family businesses he has consulted with or studied worldwide (“the lessons are much the same for family businesses everywhere”).   Five major  ADVANCE \R 0.70keys to  enduring  success: 1)  respect   the  challenge  of  combining  family  with  business; 2) family business issues are common and predictable (notably, problems of succession, financing business growth and family liquidity, attracting non-family managers, compensation, and employment of family members); 3) hard work at communication is indispensable; 4) planning is essential to continuity (the most successful business families tackle it willingly and intelligently); and 5) commitment is required.

    [ALSO SEE Succeeding Generations: Realizing the Dream of Families in Business (HBS Press, 1999; FS 21:12/568) and Sustaining the Family Business (Perseus, 1999).]   (family business continuity: lessons learned)

#53   METHODS /  MEETING DEADLINES   (ABC)

Deadline! How Premier Organizations Win the Race Against Time.  Dan Carrison (Santa Clarita CA; Semper Fi Consulting).  NY: AMACOM, Oct 2002/246p/$24.95.

     How do organizations behave when facing critical, high pressure deadlines in the near future?  The author of Semper Fi: Business Leadership the Marine Corps Way interviewed some 70 “deadline busters” to discover the secrets of deadline management.   Six  chapter-length  case  studies  are  offered: 1) on how Turner Construction Company delivered the new Denver Broncos football stadium ahead of time and under budget; 2) how Airborne Express entered a venture so fraught with deadlines that UPS and FedEx had backed away; 3) how NASA's Jet Propulsion Laboratory managed its 2001 mission to Mars; 4) how the FBI manages  a  kidnapping to meet a literal “drop-dead” deadline; 5) Boeing's race to deliver the 777 wide-body to its “launch customer” (United Airlines); and 6) Conoco's volunteer weekend relief effort in 2001 after 36 inches of rain fell from tropical storm Allison in a 24-hour period in Houston (an intense short-term deadline that serves as a model for any business).  

     The recurring themes of effective deadline management: 1) Schedule is Sacrosanct: reverence for the deadline is the single most important management tool; all of the long-term projects, however,  were  guided  by  realistic  and   believable   timelines;  2) Willingness to Accept Risk: the deadlines described here involved risk; the challenges were accepted by professionals who immediately went about finding ways to reduce the risk by preparing backup plans, brainstorming creative solutions, or taking out insurance policies; 3) Company Men and Women: all the deadlines profiled here were successfully met by team members who averaged 25 years of service to their organizations and loved their work; “company men and women are precisely the kind of people one wants tasked with a significant deadline”; 4) Family Outreach: business success is not sustainable without a strong emotional base; the wise man​ager knows the importance of family and finds ways to sym​bol​ically involve the “other half” of the deadline team and enlist their support; 5) Willingness to Ramp Up: nearly all the pro​filed organizations had to ramp up sig​nificantly to meet their deadlines. [NOTE: Fascinating and instructive take on futures that must be realized—on time!]
    (managing deadlines)
#54  METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70LOGISTICS PLANNING         (A)

Global Logistics and Distribution Planning: Strategies for Management (4th Edition).  Edited by Donald Waters (former Prof of Operations Management, U of Calgary).  London: Kogan Page, June 2003/436p/$65.00.  (Dist in US by Stylus, Sterling VA.)

     First published in 1988, “the whole field of logistics has continued to develop at a remarkable pace” since the 3rd edition appeared in 1999.  “Not long ago, logistics would hardly be mentioned in the long-term plans of even major companies; now its strategic role is recognized in almost every organization.” Reasons for this change include improved communications, increasing concern for the environment, and devel​opment of logistics into one integrated function responsible for all aspects of material movement to assure a smooth journey of materials from original suppliers, through supply chains, and on to customers.

     The 25 contributions include new directions in logistics (far greater emphasis on design and management of logistics pro​cesses), agile supply chain principles, time compression in the supply chain, a typology of logistics strategies, how Internet traders can streamline supply chains and distribution networks, performance measurement, benchmarking, delivering sustainability, training in logistics, urban freight solutions, global strategy, and strategies in four world regions (Western Europe, Central and Eastern Europe, Southeast Asia, and North America). 
      (logistics planning: growing importance)
#55    METHODS ADVANCE \R 0.70/ CORPORATE BOARDS    (AB)

Back to the Drawing Board: Designing Corporate Boards for a Complex World.   Colin B. Carter (former Senior VP, The Boston Consulting Group) and Jay W. Lorsch (Prof of Human Relations, Harvard Business School).  Boston: Harvard Business School Press, Jan 2004/242p/$29.95.

     Do boards perform anywhere near their potential?  Are members well-informed about issues facing the company?  Do they understand the industry in which they compete?  Are their responsibilities well-defined?  Is the board effective?  Most answers to these questions are “No,” or “Not really,” even if the board has made an effort to improve itself.  “No board that we know of has been immune to recent reform initiatives.  But most boards continue to struggle in spite of the increased scrutiny and regulatory reforms imposed from the outside, and the efforts many boards have pursued on their own.  Directors continue to be overwhelmed by a slate of responsibilities that is only going to become more complex and difficult.”  The root cause of problems most boards have is inadequate attention to the way each board is designed.

     A gradual consensus about what constitutes best practice has emerged in the past decade. At its core is the basic proposition that boards must be empowered to govern well.  The best way to achieve empowerment is to ensure that boards are controlled by directors who are independent of company management, and that director incentives are closely aligned to those of shareholders.  Best practices include: 1) a majority of independent directors on each board (the definition is becoming tighter, excluding employees, suppliers, customers, and advisors); 2) a leader for the board who is not the CEO (perhaps designated as “lead director” or “presiding director”); 3) each board has three core committees: audit, compensation, and corporate governance; 4) independent directors should meet periodically alone, without the CEO or other inside directors; 5) boards should approve of the company strategy, as developed by management, and assess its effectiveness; they should also evaluate CEO performance, and have oversight of management development and succession planning.
      We will be better off by acknowledg​ing that directors have inadequate time and a limited knowledge base.  Successful boards will focus on time and knowledge as scarce resources, and work at ways to increase their own productivity.  Future boards will possess a genuine portfolio of diverse skills, accept more specialized roles among directors, and demonstrate a relationship of equals based on trust.  [ALSO SEE Excellence in the Boardroom: Best Practices in Corporate Directorship by William A. Dimma (Wiley Canada, 2002; FS 24:12/600).]   
      (corporate boards: best practices)
#56   METHODSADVANCE \R 0.70 /ADVANCE \R 0.70 NONPROFIT CAPACITY     (AB)
Sustaining Nonprofit Performance: The Case for Capacity Building and the Evidence to Support It.  Paul C. Light (Prof of Public Service, NYU; Sr. Fellow, Brookings Institution).  Wash​ington: Brookings Inst. Press, Sept 2004/211p/$44.95; $18.95pb.

     The third in a series of volumes in the Brookings Nonprofit Effectiveness Project, following Making Nonprofits Work (2000) and Pathways to Nonprofit Excellence (2002).  Non​profits have been buffeted by many of the same questions about accountability and stewardship that rocked the private sector in the past three years. Whereas many of the private business scandals involved little more than greed, “the nonprofit sector suffers from a different scandal—persistent underinvestment in it basic organizational infrastructure.  Driven to do more with less, many nonprofits simply make do with the bare minimum, often denying their employees the training, technologies, and support they need to do their jobs.”  Public confidence in nonprofits is declining, and “almost certain to continue its downward slide.”  Americans do not question what nonprofits do, but how they spend their money.  In an Oct 2003 survey, just 15% of Americans said nonprofits had the wrong programs for helping people, while 70% said they had the right programs but were simply inefficient.

     Nonprofits are doing a great deal to improve their performance, but “the vast majority of capacity building is self-funded and occurs with little or no contact with the outside world.”  Unlike the private sector, which spent >$100 billion on consultants in 2003, nonprofits have little access to the kind of capital needed to update facilities and systems, and often launch improvement projects with limited planning and little objective data with which to measure success.  Organizational capacity clearly makes a difference in nonprofit effectiveness.  Based on a survey of 318 nonprofits, Light reviews the state of capacity building, the case for capacity building (involving planning, reorganizing, assessing, training, etc.), improving the odds of success (ultimately, the best way is “to pick the right answer for the right problem at the right time and for the right reason”), and the spiral of sustainable excellence.  To the extent that organizations invest in building capacity, they can move up the spiral, survive a crisis or shock, and ensure against decline.  “To the extent that they ignore organizational capacity or wait until the last minute to act, they can just as easily move down the spiral.” [ALSO SEE Nonprofit Organizations: Principles and Practices (Columbia  U Press, July 2008; FS 30:7/300), on governing effectively, growth and renewal, quality improvement, strategic planning, etc.]  
    (nonprofit capacity building)

#57          METHODS ADVANCE \R 0.70/ADVANCE \R 0.70 PHILANTHROPY       (AB)
Looking Out for the Future: An Orientation for Twenty-First Century Philanthropists.  Katherine Fulton (President, Monitor Institute) and Andrew Blau (GBN).  Emeryville CA:  Monitor Institute and Global Business Network, April 2005/83p (9x12()/ download at <www.futureofphilanthropy.org>.
     This handsome book is the culmination of a four-year Future of Philanthropy project funded by the David and Lucille Packard Foundation and the W.K. Kellogg Foundation.  It begins with a quick overview of US philanthropy by the numbers: $241 billion total giving in 2003 (including $26 billion of foundation giving), nearly 65,000 foundations in the US (up from 24,000 in 1982—but only 3,360 had paid staff in 2003), a projection of 100,000 foundations in 2020, and the estimated 50,000 US estates  worth >$20 million that will pass to the next generation and charity through 2017 (there will be 1.5 million estates worth $1 to $10 million).

     Every effort to promote social benefit today takes place in a new ecology that influences how philanthropy can and will be practiced.  The seven key forces: 1) Privatization: private power has grown steadily over the last generation, away from governments and toward businesses, NGOs, and individuals (wealthy individuals today, whose numbers have risen dramatically, can lead international efforts that were formerly the province of governments alone); 2) Connection: advances in communication and transportation promote global connection and commerce (philanthropists are increasingly called on to span borders and domains); 3) Acceleration: creation/diffusion of knowledge is accelerating, due to growing density, speed, and scope of connection; 4) Multiplication: the rich are getting richer and there are more of them, and thus more donors and more foundations; 5) Diversification: philanthropy is growing in size and diversifying;  it is no longer only for  the  very rich; 6) Observation: both givers and grantees are being held to rising standards of accountability and transparency; 7) Reflection: university pro​grams devoted to nonprofit leadership and philanthropy have sprung up across the US (philanthropic infrastructure groups have grown from 44 in 1980 to 172 in 2002).

     The new ecology reflects a changed environment.  Within philanthropy,  there  are  six  significant  areas  of  experimentation: 1) New Grantmaking Strategies: supporting organizations in​stead of programs, becoming more focused, high engagement giving bringing the donor and grantee into partnership; 2) Re​thinking Resources: increasing payout rates, using all financial assets for social change; 3) Redefining Spheres of Activity: influencing public policy, crossing borders; 4) Creating a Culture of Learning: more rigorous evaluation, learning from communities, learning with and from grantees and other funders; 5) Aggregating Actors: more collaboration in that no one funder has enough assets to address major problems; 6) Questioning the Foundation Form: giving while living, outsourcing foundation functions, creating new community foundations.

     Concludes with a variety of scenarios and four principles that synthesize the most interesting experiments now underway: exploit philanthropy's strategic advantage, seek cooperative advantage, embrace complexity, and invite meaningful scrutiny.  [NOTE: Founded in 1987, GBN has, since 2000, been in the Monitor Group, a family of professional service firms with 29 offices worldwide.  The Monitor Institute is the vehicle by which Monitor Group works to amplify and accelerate public benefit created by innovative private actors.  ALSO SEE On the Brink of New Promise: The Future of U.S. Community Foundations (Monitor Group, Dec 2005; FS 28:2/095.]  
(philanthropy: new directions
#58        METHODS / BIGTHINK                 (B)

Big Think Strategy: How to Leverage Bold Ideas and Leave Small Thinking Behind. Bernd H. Schmitt (Prof of International Business, Columbia Business School; <www.MeetSchmitt.com>.). Boston: Harvard Business School Press, Dec 2007/ 177p/$29.95.

     Business leaders need creative and bold strategies to compete.  Most strategy books, however, present familiar tools for analysis and planning that never result in bold ideas that change markets.  Leaders all want to think big, but their organizations are trapped in a mode of small thinking that kills creativity.  “Small Think” is characterized by inertia and resistance, narrow-mindedness, and risk aversion. It is built into the siloed structure of most companies, where various “silos” (sales, finance, human resources, R&D, etc.) view each other as rivals.  It is easy.

     “Big Think is a creative and visionary thinking and leadership style that leverages bold ideas and actions.  Big Think organizations are integrated around a few core ideas that produce lasting impact.”  They face challenges creatively, reasoning about them from new angles, generating ideas to solve them, and rallying the whole organization around the core ideas.  Big Think requires leadership that questions deeply held assumptions about a business or an industry.  The six interrelated strategy tasks of Big Think: sourcing new ideas by making new connections, evaluating the ideas in terms of their potential for lasting impact, turning the ideas into a strategy (a dynamic whole that provides a clear plan), executing the strategy, leadership, and sustaining Big Think by implanting it into the organizational tissue (“we need employees who are ‘Big Think Heads’”).  Four generic strategy types for Big Think: opposition (creating the opposite of established strategies), integration (bringing seemingly incompatible concepts together), essence (the essential parts of an entity taken to an extreme), and transcendence (going far beyond the established boundaries of a business or industry).  And “the big three of Big Think”: guts, passion, and perseverance. [ALSO SEE Creativity, Inc: Building an Inventive Organization (Harvard Business School Press, 2003; FS 25:7/345).]    
      (visionary thinking as Big Think)

#59     METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70DREAMS ADVANCE \R 0.70/ ADVANCE \R 0.70GOALS        (BC)

Dreamcrafting: The Art of Dreaming Big, The Science of Making It Happen.  Paul Levesque and Art McNeil (Achieve Group).  San Francisco: Berrett-Koehler, 2003/217p/$15.95pb.

     Most people never realize their Big Dream because there is no single clearly defined objective, no mechanism for sustain​ing motivation, not enough time to devote to it, little or no support from family and friends, and no understanding of how every seemingly unrelated little improvement advances the big dream.  Dreamcrafting creates alignment in life.  The basic premise is that a dream generates purpose, and out of purpose comes alignment. 
     The five dreamcrafting macroskills: 1) Aspiration: igniting a sense of mission with a compelling vision of success (it's critical that your dream be defined with precision); 2) Motivation: intensifying and maintaining resolve (motivation levels are high at the outset, but invariably fizzle—e.g., New Year's resolutions, soon forgotten); 3) Projection: linking today's responsibilities with tomorrow's big dream (freeing up blocks of time, establishing balance, and learning to live with “one foot in tomorrow”); 4) Inclusion: reducing and eliminating resistance from those around you; 5) Application: applying  macroskills to small dreams as well as big ones.
       (dreams and goals for individuals)
#60         METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70FRINGE  IDEAS          (BC)
The Deviant's Advantage: How Fringe Ideas Create Mass Markets.  Ryan Mathews (Detroit MI) and Watts Wacker (Westport CT).  NY: Crown Business, Sept 2002/305p/$25.95.

     The authors, each billed as “a futurist and principal of FirstMatter,” champion positive deviance as the kind of trans​formational change that takes fringe ideas and morphs them into mass markets.  “Deviation is the ultimate source of growth and innovation.”  Changes in society drive changes in business, and as society becomes more and more deviant, businesses in turn have to become more deviant to prosper, or even survive.  Innovation is seen as a cyclical activity and change as the only certainty.  The path of change is predictable and exploitable, as the distance from the Fringe to the heart of social acceptance has compressed.  The specific steps in this process involve movement from Fringe, to Edge, to the Realm of the Cool, to the Next Big Thing, and finally to Social Convention. As the devox  (the voice / spirit / incarnation of deviant ideas / products / individuals) moves from Fringe to Social Con​vention, it builds markets. It then leaves Convention in nonlinear progression to Cliché, Archetype, and Oblivion.

     Understanding the devox enables an appreciation of our entrance into the Post-Information Age, a culture characterized by constant, relentless, and all-encompassing change.  “The Post- Information Age is an era without an empirically perceived, traditionally agreed-on, or commonly affirmed social context.  It is a ‘present’ lacking definition leading to a future that is being constructed using the architectures of uncertainty.”  The compression of time and space creates a condition identified as Abolition of Context.  Thus, “even the slickest trend watchers can't keep up.”  The impact of deviant thinking and the Abolition of Context is examined in areas as diverse as sex (how markets are being formed around ideas as diverse as cel​ibacy and multiple genders), language (and how conventions are being disintegrated), art, science, religion, and war.  Deviance is then applied to business, with chapters on deviant corporate cultures, deviant consumers, deviant marketing, deviant products, deviant brands, deviant tools for marketing, and how you, too, can become a deviant.

     [NOTE: Essential rocket fuel for rebels; probably not for respectable analysts and academics (but, hey, one never knows).  Wacker is co​author of The 500-Year Delta (HarperBusiness, 1997; FS 19:7/349) and The Visionary's Handbook (Harper Business, 2000; FS 22:8/393).  ALSO SEE Seeing What’s Next: Using Theories of Innovation to Predict Industry Change (Harvard Business School Press, 2004; FS 26:11/545) and The Eye for Innovation: Recognizing Possibilities and Managing the Creative Enterprise (Yale U Press, 2005; FS 28:2/097).]
          (deviance in the Post-Information Age)
#61    METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70RADICAL INNOVATION     (AB)

Breakthrough: Stories and Strategies of Radical Innovation.  Mark Stefik (Palo Alto Research Center) and Barbara Stefik.  Cambridge MA: The MIT Press, Oct 2004/ 294p/ $29.95.

     An inventor and a transpersonal psychologist (who has a private practice to help people overcome creative blocks) describe the ways of invention / innovation, practices of leading inventors and managers in innovative organizations, and how breakthroughs are created.  Breakthroughs are rare events that take people by surprise.  “The future is invented not so much by a heroic loner or by a single company with a great product as by the capacity to combine science, imagination, and business.”  An innovation ecology includes education, research organizations, government funding agencies, technology companies, investors, and consumers.  A society's capacity for innovation depends on its innovation ecology. The infotech sector offers a powerful example, with ambitious scientists and engineers drawn to the chase, along with expensive equipment and first-rate colleagues. 
     Chapters explore a phase model for innovation, breakthrough dilemmas (the challenge of managing costs and benefits of innovation), radical research (following a problem to its root can be a fast track to breakthroughs), the dance of the two questions at the heart of invention (“What is possible?” and “What is needed?”), invention as seeing something that others miss (“inventors see the world differently from most people”), four ways of inspiring discovery and invention (theory-driven, data-driven, method- driven, need driven), the long road from inventive idea to innovation (the other 99% of the work), mentoring and apprenticeship, the prepared mind and the “Aha!” moment of discovery (preparation is essential to bring the necessary ideas to mind at the same time), shifting mindset to loosen the hold of our patterns of thinking, walking in the dark (a feeling of being lost known to all repeat inventors—a normal part of the creative process), innovative research groups, obstacles to radical innovation (long innovation times, comfortable ruts, doing the impossible), and cultures of innovation.  [NOTE: Obviously by and for techies, but can be applied to other areas.]     
    (radical innovation)

 #62  METHODS / ADVANCE \R 0.70WORKPLACE  IDEAS      (BC)

Ideas Are Free: How the Idea Revolution Is Liberating People and Transforming Organizations.  Alan G. Robinson (School of Management, U of Mass-Amherst) and Dean M. Schroeder (Prof of Bus Adm, Valparaiso U).  San Francisco: Berrett-Koehler, 2004/232p/$24.95.

     Performance expectations for managers keep going up, as they are asked to do more and to do it with less.  For top management, the standard response to flagging profits and more competition is budget cuts and layoffs.  In turn, middle managers and supervisors suffer, as they are left with too few resources and people to do the work, and are forced to operate in survival mode. But help is closer than they realize in the people who work for them: people who see many things holding the organization back that their managers don’t.  “Employees often know how to improve performance and reduce costs more intelligently than their bosses do.  Yet they are rarely given a chance to do anything about it.” 
     Radical change takes place when managers encourage and implement large numbers of employee ideas for improving performance, the organization’s culture, and the quality of people’s lives. The authors visited 17 countries and >150 organizations in a variety of industries to find out what worked and what did not.
      Some topics considered: 1) how ideas drive a culture of high performance (e.g., Milliken, a global fabric and specialty chemicals company, averaged 110 ideas/employee in 2002, and is thus able to compete with companies in developing nations whose wages are <5% of those in Europe and the US); 2) the need for humility in managers who may believe that they know better than those who work for them; 3) why organizations never run out of improvement opportunities (e.g., Toyota’s idea system is absolutely central to its management philosophy); 4) the importance of small ideas (rather than looking for the next big thing—the next breakthrough or “home run.” It is smarter to go after the small ideas that are much less likely to migrate to competitors); 5) the problem with offering rewards (on the surface it seems a smart thing to do, but rewards sub​stantially increase the time, cost, and effort needed to evaluate and implement ideas, and often act as disin​cen​tives); 6) making change easy (“to handle large numbers of ideas in a cost-effective way, an organization has to drastically reduce the time and effort needed to evaluate and implement them”); 7) making ideas a central part of work (assessing man​agers on how well they do at promoting ideas, giving appropri​ate training and support, encouraging employees to see beyond the obvious).  [NOTE: Sensible and uplifting.]        
      (promoting ideas in the workplace)
PREFERRED FUTURES: LEADERSHIP
#63        METHODS ADVANCE \R 0.70/ADVANCE \R 0.70 LEADERSHIP           (AB)
Nobody in Charge: Essays on the Future of Leadership.  Harlan Cleveland (Sterling VA; President Emeritus, World Academy of Art and Science).  Foreword by Warren Bennis.  San Francisco: Jossey-Bass, June 2002/236p/$27.95.

     Essays by a WFS Board member and former US Ambas​sador to NATO, President of the U of Hawaii, and social science dean at the U of Minnesota Humphrey Institute and at Syracuse U Maxwell School.  Leadership is defined as “bring​ing people together to make something different happen,” based on four simple observations that nobody's in charge, everybody has a chance to be partly in charge, most people will not reach for that brass ring, and those who do will find that they are “leaders.”
     Topics include: 1) leadership as “the get-it-all-together profession” (the critical dimension of leadership is organizing your mind for the analysis and projection of breadth—the complement of  depth); 2) the nobody-in-charge society (on the rapid drift to “uncentralization,” or “many flowers blooming”); 3) ten interactive revolutions transforming our world (increase in explosive weapons power, biotechnology, computers, tele​coms, the widening spread of knowledge, the idea of human rights, a global fairness revolution, fierce loyalties to cultural identity colliding everywhere with homogenizing moderniza​tion, an emerging ethic of ecology producing a revolution of human self-control, openness and market incentives); 4) some 21C conundrums (rapid globalization of ideas and markets, issues of economic fairness becoming ever more intense, the twilight of hierarchy opening a fast-growing requirement for people who can and will take the lead).

     Other topics: 5) more governance with less government (“a tid​al change of values is already well under way: the macrotask ahead of us is to manage a worldwide transition from indis​crim​inate and wasteful growth to purposeful, effi​cient, and compas​sionate growth”); 6) cul​tural diversity on a collision course (“group rights” clashing with “human rights” and with the global​izing  influence  of  sci/tech);  7) biotech's  ambiguous  attraction; 8) intuition and chaos in the real world (on the contri​bution of chaos theory to the practice of leadership); 9) the leader as futurist (some tempting siren songs to turn aside: mistaking current megatrends for future destiny and ignoring “externalities” that can't be counted; “the starting point for thought-leading-to-action is the imaging of a future that works”); 10) a style for complexity (more leadership of equals, finding private joy in complexity and change, reflective leadership with a soft voice, supplying a pinch of optimism); 11) edu​cation for citizen leadership in an information-rich society (we need integrative minds, but “our education system is still geared more to categorizing and analyzing the patches of knowledge than to threading them together”; a new core curriculum for citizenship would stress the capacity to synthesize, public purposes, the ethics of citizenship, leadership, and a global perspective).  
     (leadership; governance; complexity; citizenship)
#64       METHODSADVANCE \R 0.70 /ADVANCE \R 0.70 LEADERSHIP             (AB)

The Leaders We Need: And What Makes Us Follow.  Michael Maccoby (President, Maccoby Group, Washington; Oxford U Saíd School of Business).  Leadership for the Common Good Series.  Boston: Harvard Business School Press, Nov 2007/249p/$26.95.

     A psychoanalyst, anthropologist and consultant states that “in times of great cultural change, such as the present, people need leaders to take them to a positive future.”  The need for leaders is urgent—to mobilize human intelligence and energy to grapple with historic threats such as global warming, and to respond to vast opportunities to improve life on this planet.  Yet, despite thousands of books and articles on the subject, we haven’t improved on classic writings about leadership.  “There is only one irrefutable definition of a leader, and that is someone people follow.”
     “Who are the leaders we need?  They are the leaders motivated to achieve the common good who have the qualities required to gain willing followers in a particular culture, at a historical moment when leadership becomes essential to meet the challenges of that time and place.” In the global marketplace of our time, the leadership context has changed from that of 50 years ago, when stability was valued.  Now, in the context of con​tinual change brought about by knowledge workers, leadership is needed not only at the top, but throughout companies.  Different types of leaders are needed: strategic leaders to communicate a vision, operational leaders to transform vision into results, and network leaders to facilitate understanding and trust. The bureaucratic theory of leadership assumes a one-size-fits-all manager and a psychology of followers that no longer describes a growing number of working people.  Rather, in the evolving knowledge organization, we must realize how different personality types fit specific leadership roles.  “Because people are less likely to idealize leaders as father substitutes and they’re more critical of parental figures in general, you can’t lead in ways that worked in the past, especially in the advanced industrial democracies.”

     Chapters describe industrial-bureaucratic social character vs. the new social character of knowledge work, why people follow bad leaders, revising leadership think​ing for our era, from bureaucratic followers to interactive collaborators, leaders for health care (“an industry desperately in need of visionary leaders”), leaders for schools (emphasizing KIPP—the Knowledge Is Power Program that trains school leaders), the president we need (“we need political leaders who can explain the forces that are changing the world, are able to educate people about them, and galvanize a creative response”), and becoming a leader we need (“the largest gap in the intellectual ability needed for effective leadership in the knowledge age is systems thinking(an essential quality for leaders in the knowledge age is the ability to keep learning”).  [NOTE: In​cludes four pages of astute analysis on George W. Bush as “a counterfeit narcis​sist who outsources his visions.” ALSO SEE The Productive Narcissist: The Promise and Peril of Visionary Leadership by Michael Maccoby (Broadway Books, 2003; FS 25:7/347).]     
       (leadership for a knowledge age)

#65       METHODS / LEADERSHIP              (AB)

Leader to Leader 2: Enduring Insights on Leadership from the Leader to Leader Institute’s Award-Winning Journal.  Edited by Frances Hesselbein (chair, Leader to Leader Institute; editor, Leader to Leader) and Alan Shrader (managing editor, L to L).  San Francisco: Jossey-Bass, April 2008/ 364p/ $29.95pb.

     Established by Frances Hesselbein in 1990 as the Peter F. Drucker Foundation for Nonprofit Management, the Institute seeks to provide social sector leaders with essential leadership wisdom, inspiration, and resources to lead for innovation and build vibrant organizations.  The 35 brief essays are in five parts: 1) Understanding Leadership: leadership as an enabling art (by Stephen R. Covey), building the bridge as you walk on it, the price and prize of leadership, the source of leadership (by Peter M. Senge); 2) Improving Your Personal Effectiveness: the transformation from “I” to “We”, challenge as the opportunity for greatness, maintaining focus, standing up for your values, mastering Peter Drucker’s The Effective Executive, the influential leader, 10 questions to ask about how well you communicate, the leader’s role in managing conflict, using dialogue to deal with conflicts; 3) Developing People and Teams: growing new leaders, helping people achieve their goals, energizing others, strengthening teamwork, communication strategies, making diversity pay off; 4) Leading High-Performance Organizations: doing performance planning right, aligning boards and management on strategy, leading transition, the enduring skills of change leaders (by Rosabeth Moss Kanter), the key to cultural transformation, organizational culture as competitive advantage; 5) Leading Strategically in a World That Demands Innovation: strategic innovation, assessing your organization’s innovation capabilities, relying on everyone’s creativity [see #62].
     Hesselbein concludes with a 30 point “checklist” for a successful journey to the future, e.g.: 1) revisit the mission every three years, each time refining or amending it; 2) mobilize the total organization around the mission; 3) focus on those few initiatives that will make a difference; 4) expand the definition of communication from saying something to being heard; 5) provide board members and the entire staff with carefully planned and continuing learning  opportunities designed to unleash  creative energy; plan for  leadership  transition in a thoughtful way; 7) disperse the tasks of leadership across the organization; 8) infuse every job with a marketing mindset; 9) build on strengths instead of dwelling on weaknesses; 10) allocate funds for leadership development opportunities; 11) develop no more than five powerful strategic goals that together are the board’s vision of the desired future of the organization; 12) lead beyond the walls of the enterprise: form partnerships, alliances, and collaborations that spell synergy, success, and significance. [NOTE: An outstanding primer by leading experts.  ALSO SEE from “L to L” The Leader of the Future (J-B, 1996; FS 18:4/178) and The Leader of the Future 2 (J-B, 2006; FS 28:12/592), with 27 essays on leading in a diverse world, leading in a time of crisis and complexity, and leading organizations of the future.]   
    (leadership essays)

#66          METHODS ADVANCE \R 0.70/ADVANCE \R 0.70 LEADERSHIP        (AB)

Contemporary Issues in Leadership (Sixth Edition).  Edited by William E. Rosenbach (Prof of Leadership Studies, Gettysburg College) and Robert L. Taylor (Prof of Management, U of Louisville).  Boulder CO: Westview, Jan 2006/290p/$29pb.

     A collection of 21 key articles from the broad leadership literature.  They include: 1) Marshall Sashkin of GWU on a new vision of leadership or leadership that matters (three basic elements are the will to act, the will to use power, and the will to think critically about cause and effect over time or visionary leadership); 2) James M. Kouzes and Barry Z. Posner on chal​lenge as the opportunity for greatness (“given the extraordinary challenges the world faces today, the potential for greatness is monumental”); 3) Neal Thornberry on the key elements of the vision​ing process and teaching managers in vision workshops (vision provides organizational direction, aligns people, and forces management to come to grips with their strategic obligation; unit managers and division heads can create visions, but it helps if there is a corporate vision to connect to); 4) John W. Gardner (1965) on problems of preparing leaders for tomorrow to cope with big questions (we immunize many of our most gifted young people with an “antileadership vaccine” against any tendencies to leadership in our complex society); 5) Warren Bennis on traditional topdown leadership as wrong, unrealistic, maladaptive, and dan​ger​ous (“post​bureaucratic organization requires a new kind of alliance between leaders and the led”); 6) Daniel Goleman on emotional intelligence as a common trait of the most effective leaders; 7) Christopher Williams of UNU on  global leadership and human survival (on the education of leaders and a learning leadership focused on planetary information).   
   (leadership: key essays)

#67               METHODSADVANCE \R 0.70 /ADVANCE \R 0.70 LEADERSHIP             (B)

The Anticipatory Leader: Buckminster Fuller’s Principles for Making the World Work, Medard Gabel (Big Picture Consult​ing, Media PA) and Jim Walker (Mind Palace, Philadelphia), The Futurist, 40:5, Sept-Oct 2006, 39-44.

     A careful study of the writings, inventions, and methods of Buckminster Fuller (1895-1983) provides a powerful blueprint for problem-solving leadership in an age of rapid change.  This “comprehensive anticipatory design leadership” framework is useful not only for changing the world, but for changing your local organization or business.  The ten principles: 1) Think Comprehensively: frame problems in their  widest  possible  context; 2) Anticipate the Future: many of Fuller’s insights, proposals, and inventions were decades ahead of their era; 3) Respect Gestation Rates: everything has its own rate: a baby takes 9 months, a new computer chip 18 months, an automobile 3-5 years (if you arrive too early in a market, your idea may be stillborn; if too late, you’ll be playing catch-up); 4) Envision the Best Possible Future: Fuller always focused on what the world should be like and how to meet everyone’s basic needs—a “big picture” moral vision (vision statements are powerful tools for bringing about change); 5) Be a “Trim Tab” Mover of Big Ships: a trim tab acts as a small rudder to turn the larger rudder of giant ships, offering tremendous leverage in changing direction (to be a “trim tab,” ones needs a clear understanding of where the ship is going and where it ought to be headed); 6) Take Individual Initiative: all people should be leaders; you don’t need to have the leader’s job to make a difference; 7) Ask the Obvious and Naïve Questions: sometimes this is the best way to initiate change (e.g., why can’t we design homes that are easy and in​expensive to build?); 8) Do More With Less: the wild card in wealth creation is human ingenuity; 9) Seek to Reform the Environment, Not Man: the most effective leverage can almost always be found by reforming the physical infrastructure in which people live and work; 10) Solve Problems Through Action: Fuller’s example should serve as tremendous inspiration.  [NOTE: Gabel is the leading disciple keeping Fuller’s ideas alive.]      
    (Bucky Fuller’s principles)

#68            METHODS ADVANCE \R 0.70/ADVANCE \R 0.70 LEADERSHIP              (B)

Leadership and Futuring: Making Visions Happen (Second Edition).  John R. Hoyle (Prof of Educational Admin, Texas A&M).  Foreword by Edward Cornish (Founder, World Future Society).   Thousand  Oaks  CA: Corwin  Press  (Sage Pubs), Jan 2007/122p/$24.95pb.

     A book about broadening skills to create new and exciting learning organizations that take people to places they have never been. Visions of shared leadership and bottom-up empowered organizations “are the new rage in organizational design.” The new leader is a creative gadabout who helps design organization futures through visioning and persuading others to share the vision.
     Topics include: leadership and futuring, leadership styles (authoritarianADVANCE \R 0.70/ADVANCE \R 0.70take-charge, transactional, participative, transformational), assumptions of futuring, studying the future, the four essential elements for making visions happen (vision, belief statements, mission, goal statements), sketches of seven visionary leaders who moved people and programs to success, motivating others to engage in futuring, visionaries as risk takers, making visions happen (“clear, shared visions have a magnetic pull if people are inspired and empowered to help make the visions happen”), staff development techniques to envision real-world programs (envisioning schools of the future, scenario writing, propo​sitions about future society, the Delphi technique), communi​cating the vision clearly.  [NOTE: Addressed to educational leaders.]      
         (futuring, leadership, and schools)
#69            METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70LEADERSHIP            (B)

Leaders Who Make a Difference: Essential Strategies for Meeting the Nonprofit Challenge.  Burt Nanus (Santa Cruz CA; Prof Emeritus of Management, USC) and Stephen M. Dobbs (San Rafael CA; Exec VP, Bernard Osher Founda​tion).  San Francisco: Jossey-Bass Publishers, Oct 1999/279p/$26.00.

      Nonprofit organizations make numerous and significant contributions to societal and world well-being.  People are at the heart of the nonprofit enterprise, none more so than the leader, who provides inspiration, direction, and strategic guidance that enables the organization to move forward and make a difference.  “Nothing is more important to improving the ability of nonprofit organizations to serve their clients and communities than improving the effectiveness of their leaders.”  Leadership is crucial because “the primary mission of leadership in nonprofit organizations is to focus laserlike attention throughout the organization on the greater good that it is capable of providing and then to marshal the energy and re​sources to make it happen.”

     Chapters discuss the distinc​tive character of nonprofit leadership (where success is measured in terms of social good), issues of concern to non​profit leaders (fund-raising, an appropriate board of directors, forming alliances, improving program quality), qualities of successful leaders (being forward-looking, inspiring, honest, and competent), the greater good, developing a vision statement.

     The six distinct roles of leadership: 1) Visionary: dreaming the dream and promot​ing a shared vision to guide decisions, stimulating new ways of think​ing, set priorities, and raise funds (unfortunately, “many leaders think that if they have a good mission statement, that's enough”); 2) Strategist: creating the framework for decisions and actions to realize the vision (unfortunately, “sometimes the strategies of nonprofit leaders are poorly defined, misunderstood, or no longer effective”); 3) Change Agent: the leader is the chief change maker and must promote honest and frequent communications, widespread and genuine participation, effective training, creativity, and learning; 4) Coach: building a team, igniting staff passion, creating an organizational culture, encouraging top performance; 5) Poli​tician: focusing on stakeholders, being an active spokesperson; 6) Campaigner: seeking, cultivating, and protecting the financial lifeline.

     A final chapter describes leaving a legacy: a long-term perspective on handing over the past to the future and preparing others to be leaders.  Looking ahead, many changes are seen in the art of non- profit leadership: from few leaders to leaders at every level, from leading by cost control and fund​raising to leading by vision, from being reactive to being anticipative, from directing staff to empowering and inspiring, from information held by a few to information shared by many, from acting as boss to acting as coach, and from acting as stabilizer to acting as change agent.  [NOTE: Wise, well-written, and worthwhile, as are all books from Nanus, e.g. Leaders: Strategies of Taking Charge with Warren Bennis (HarperBusiness 1997; FS 19:8/388), Visionary Leadership (Jossey-Bass, 1992; FSA93/12704), and The Vision Retreat (Jossey-Bass 1995; FS 17:11/538).]      
        (nonprofit  leadership)
#70     METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70ORGANIZATIONS           (B)

The First 90 Days: Critical Success Strategies for New Leaders at All Levels.  Michael Watkins (Associate Prof, Harvard Business School).  Boston: Harvard Business School Press, Nov 2003/ 252p/$24.95.

     “As long as there have been leaders, there have been leadership transitions.”  The actions taken during the first 3 months in a new job will largely determine whether one succeeds or fails.  Transitions are periods of opportunity—a chance to start afresh and make needed changes—and also periods of acute vulnerability, because established working relationships are lacking, as well as a detailed understanding of one's new role.

     This book is not only about failure prevention but transition acceleration—condensing time to reach the “breakeven point” when new leaders have contributed as much value to their new organization as they have consumed from it.  Five propositions underlie this approach: 1) root causes of transition failure al​ways lie in a pernicious interaction between the situation and the individual (failure is never just about flaws of the new leader, nor just about a no-win situation); 2) there are sys​tematic methods that leaders can employ to lessen the likelihood of failure and reach the breakeven point faster; 3) the overriding goal in a transition is to build momentum by creating virtuous cycles that build credibility and by avoiding vicious cycles that damage credibility; 4) transitions are a crucible for leadership development and should be managed accordingly; 5) adoption of a standard framework for accelerating transitions can yield big returns for organizations, in that some 25% of managers in a typical company take new jobs every year, and each person in transition affects many others.

     A “road map” for 10 key transition chal​lenges: 1) make a mental break  from your  old job; 2) accelerate your learning; 3) match strategy to situation (a clear diagnosis of the situation is essential); 4) secure early wins to build credibility and create momentum; 5) negotiate success with your boss by managing expectations; 6) achieve alignment between organizational structure and its strategy; 7) build or restructure your team; 8) create coalitions or supportive al​liances; 9) keep your balance and your ability to make good judgments (the risk of losing perspective and making bad calls is ever present); 10) help everyone in your organization to accelerate their own transitions and strengthen succession planning.  
            (leadership transition acceleration)
#71      METHODSADVANCE \R 0.70 /ADVANCE \R 0.70 LEADERSHIP       (ABC)

A Leader’s Legacy.  James M. Kouzes (Executive Fellow, School of Business, Santa Clara U) and Barry Z. Posner (Dean, School of Business, SCU).  San Francisco: Jossey-Bass,  2006/202p/ $22.95.

     Co-authors of The Leadership Challenge (“1.4 million copies sold in >17 languages”) explore leadership topics and lessons learned over two decades of study. “Legacy thinking means dedicating ourselves to making a difference, not just working to achieve fame and fortune.  It also means appreciating that others will inherit what we leave behind.  By asking ourselves how we want to be remembered, we plant the seeds for living our lives as if we matter.”  Further thoughts on legacy are provided by 21 brief essays in four parts: 1) Significance: leadership as hard work and sacrifice, the best leaders are teachers, the need for loving critics; 2) Relationships: leadership is personal, leaders should want to be liked (a major factor in being successful), seeking to understand when you don’t see eye to eye, don’t take trust for granted, don’t be a micro​manager; 3) Aspirations: forward-looking as a leadership prerequisite (“you can leave a lasting legacy only if you can imagine a brighter future, and the capacity to imaging exciting future possibilities is the defining competence of leaders; today’s leaders have to be concerned about tomorrow’s world and those who will inherit it—they are the custodians of the future”), exploring future possibilities (the leader has to think about the next project, and the one after that, and should get everyone involved in asking “What’s next?”), it’s not just the leader’s vision (“what people really want to hear is not the leader’s vision; they want to hear about their own aspirations(the very best leaders understand that their key task is inspiring a shared vision”), liberating the leader in everyone, leaders as followers (no one person can do it alone; leaders should never get hung up on being “in charge”); 4) Courage: leadership as courage in action, how little acts can have huge impacts, the courage to be human and humble, failure as an option (unless we try something new, progress won’t happen), legacies as the result of determined doing. Kouzes and Posner have surveyed thousands of people on what they want in their leaders, finding that “being forward-looking is second only to honesty as the most admired leader quality.” On average, 72% of respondents select it. In Asia, Europe, and Australia the preference for forward-looking is a full 10% higher than in America.  At the more senior levels in organizations, those selecting forward-looking approach 90%.  Every serious student of the subject asserts that leaders must have the capacity to envision an uplifting and ennobling image of the future and to enlist others in a common purpose. Yet, “today’s leaders stink at it.” It is this competency that is least understood, appreciated, and demonstrated.  Why?  The fre​quent explanation is that people and organizations today are hostage to the present.  Other factors that obstruct long-term thinking are the pace of change, increased complexity, and most leaders feeling overworked.  [NOTE: Simply written and right on target.  ALSO SEE Your Leadership Legacy: Why Looking Toward the Future Will Make You a Better Leader Today (Harvard Business School Press, 2006; FS 29:10/396).]      
   (forward-looking as key leader quality)

#72         METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70LEADERSHIP                 (AB)

Leading Leaders: How to Manage Smart, Talented, Rich, and Powerful People.  Jeswald W. Salacuse  (Prof of Law, Tufts U).  NY: AMACOM, Jan 2006/218p/$27.95.

     Former Dean of the Tufts U. Fletcher School and of the SMU Law School points to the challenge of leading leaders in high-talent organizations: lawyers, consultants, physicians, investment bankers, portfolio managers, professors, scientists, research analysts, accountants, and boards of directors.  Elites are not troops that readily fall into line.  They are themselves leaders, with their own constituencies, a strong sense of independence, and strong loyalties to professional organizations. Thus, to lead other persons, especially leaders, you have to work at the job. The key process of leading leaders is communication through one-on-one interactions. Leaders will follow you not because of your position or charisma, but because they consider it in their interest. Your job as leader is to convince them that their interests lie with you.

     Any leader must face seven tasks every day: 1) Direction: determining a single vision out of the many visions held by mem​bers, and building a coalition in support of the vision (an extremely labor-intensive process; Goldman Sachs case study); 2) Integration: making stars a team (barriers include no perceived common interests, lack of shared history, too much bad history, poor communication, cultural differences, spoilers who seek to prevent change); 3) Mediation: settling leadership conflicts through reward, coercion, information, coalitions, etc.; 4) Edu​cation: teaching the educated by diagnosing the learning problem, one-on-one education, framing problems to engage others; 5) Motivation: working with the person who has everything; 6) Representation: leading outside the organization to acquire resources, manage relationships, and  project  an  image; 7) Trust Creation: trust is vital to leadership, and should not be confused with friendship; it is a form of capital (obstacles to trust include lack of time, an overly competitive environment, frequent changes in leadership, the exaggerated leadership ego).  
      (managing leaders)

#73             METHODSADVANCE \R 0.70 /ADVANCE \R 0.70 LEADERSHIP               (A)

Environmental Leadership Equals Essential Leadership: Re​defining Who Leads and How.  John C. Gordon (Prof of Forestry and Environmental Studies, Yale U) and Joyce K. Berry (Dean, College of Natural Resources, Colorado State U).  New Haven CT: Yale U Press, March 2006/c166p/$22.

     Co-authors of Environmental Leadership: Developing Effective Skills and Styles (Island Press, 1993) view most environmental problems as “wicked” ones: long times to solu​tions, complex interaction of components and people, a weak and scattered science base, a need for integration across disciplines to understand or solve them, an atmosphere that is emotion-charged and contentious, and likely surprises and un​intended consequences born of uncertainty.  “All important problems that leaders confront increasingly take on these characteristics.”
     To reflect the new leadership demands, the core skills and styles are described as “essential leadership.”  Leadership can be learned, and problem solving is the essential leadership skill. But leaders no longer have as great an edge in information and influence as they once had.  Multiplication of technical specialties has spread responsibility for problem solving, requiring a higher order of synthesis than in the past.  New leadership is no longer characterized by a single, charis​matic leader: “in the Essential Leadership era, ‘everyone leads, everyone learns to lead’.”  Key ingredients of environ​mental leadership: think frequently and positively about change, think broadly and flexibly, learn to listen, know and practice your values, and be a lifelong learner.

     The most important leadership characteristics to nurture and practice are creating a shared vision (the key to environmental leadership), the ability to find and transmit needed information, listening to all ideas, defining and pursuing an action agenda, doing things now rather than later, standard setting (formulating the definition of success), and humanity (using empathy and humor). The first step in solving con​tentious environmental issues should be to seek areas of agreement. Courageous leaders can move beyond long-standing gridlock by bringing everyone to the table and by helping the rational middle to find its voice and power.  “Total human satisfaction is not a common attribute of environmental prob​lem solutions.  Most solutions arise from compromise among deeply held values and objectives, and most likely no one group will believe that all their needs and objectives have been met.  But all participants should feel these solutions are better in some way.”
               (leadership for environmental issues)

PRESENT TRENDS: INDICATORS
#74            METHODS ADVANCE \R 0.70/ADVANCE \R 0.70 INDICATORS             (AB)

Genuine Progress and Well-Being Indicators, Fred G. Thompson (CEO, Futurescan Consulting, Ottawa), Futures Research Quarterly, 21:4, Winter 2005, 63-71.

     Regular reporting of indices can assist in national and local policy-making.  Many organizations are developing indicators of “genuine progress,” “well-being,” and “quality of life.”  But there is no common methodology, and thus a comparison be​tween programs is difficult. A brief survey of various programs and proposals in Canada and elsewhere is offered: 1) Canada Well-Being Measurement Act: a proposal introduced in Parlia​ment in Feb 2001, but it was shelved (the Green Party of Canada is working on reintroducing the Act); 2) National Round Table on the Environment and the Economy: has developed a set of six factors to measure well-being in Canada, including a human capital factor; 3) “Dashboard”: the International Institute for Sustainable Development in Winnipeg <www.iisd.org> has developed a brightly colored graphic display showing measures in four domains (social, environment, economic, insti​tutional) chosen from the UN, World Bank, and OECD for some 200 countries (the “dashboard” display emulates an instrument panel of a car or airplane); 4) GPI Atlantic: a non-profit group in Nova Scotia developing an index of sustainable development and well-being called the Genuine Progress Index; <www.gpiatlantic.org>; 5) The Atkinson Foundation of Toron​to, collaborating with the GPI Atlantic group to develop a Canadian Index of Well-Being; together they publish a quarterly newsletter, Reality Check—The Canadian Review of Well-Being; 6) Ontario Social Development Council: has developed a Quality of Life Index; <www.qli-ont.org/indexe.html>; 7) Calvert- Henderson Quality of Life Indicators [see #75]: unbundl​ing central issues in 12 domains of life;  8) Redefining Progress in Oakland CA developed a Genuine Progress indicator as a broader substitute for GNP;  <www.Redefining Progress.org>; 9) New Zealand Local Government Act of 2002: requires all regions to submit regular reports on environmental, cultural, and economic well-being, using a seven-level Economic Living Standard Index.
     Also notes the Australian Unity Well-Being Index, the Economic and Social Well-Being Index for South Carolina developed at Clemson University, the Minnesota Progress Indicator built on 42 indicators, the United Way State of Caring Index using 35 indicators, and the Index of Sustainable Economic Welfare developed by Friends of the Earth and the University of Surrey. 

            (well-being indexes in Canada and elsewhere)
#75           METHODS ADVANCE \R 0.70/ADVANCE \R 0.70 INDICATORS                (A)

Calvert-Henderson Quality of Life Indicators: A New Tool for Assessing National Trends.  Edited by Hazel Henderson (St. Augustine FL), Jon Lickerman (Calvert Group), and Patrice Flynn (former VP of Research, Independent Sector).  Bethesda MD: Calvert  Group,  Feb 2000 / 391p (8x11( ) / $19.95pb  (See  <www.calvert-henderson.com> for updates).

     The culmination of a five-year multi-disciplinary research effort to paint a broad picture of the quality of life in the US, and the first national, comprehensive effort to redefine QOL using a systems approach.  The 12 QOL indicators range far beyond the traditional national accounts approach of GNP and other money-denominated indexes, seeking to complement current statistics and identify blind spots where new data collection is needed.  The domain of each indicator is related to the other indicators, resulting in a model that links major factors and processes: 1) Education Indicator: attainment levels, expenditures, literacy rates, access, distribution, discrimination, lifelong learning, alternative forms; shows that enrollment and expenditures will increase, as the tide of attainment levels rises; 2) Employment Indicator: full and part-time employ​ment (both voluntary and involuntary), the unemployed and duration of unemployment, underemployment, discouraged workers, volunteers and unpaid workers; 3) Energy Indicator: energy efficiency, energy intensity (con​sumption/dollar of GDP).

     4) Environment Indicator: environmental quality, resources, industry/ infrastructure, consumer products/services, and wastes; substantive gains were made in the 1970s and were generally maintained in the 1980s and 1990s—but significant challenges remain; 5) Health Indicator: infant mortality, life expectancy, and an expanded concept of health; the US provides more health care services at higher costs, with about two times the physicians per capita than any other country; ADVANCE \L 0.706) Human Rights Indicator: surveys the legal state of our human rights; the US has some of the most advanced protections in the world, but “many Americans con​tinue to face human rights violations” (e.g. disproportionate sentencing, a proliferation of prison labor, prisoner mistreatment, discrimination in using the death penalty).
     7) Income Indicator: trends in the level and distribution of hourly wages and family income, noting that “the real hourly wages of most workers have fallen…The vast majority of men and many women are working at far lower wages than their counterparts a generation earlier”; 8) Infrastructure Indicator: economic (highways, pipelines, ports, utilities, communications), social (schools, hospitals, fire and police, parks), human capital, and environmental); concludes that infrastructure investment has lagged since the early 1970s; 9) National Security Indicator: covers diplomatic activities and military programs, and ways to improve national security in the future (continue reducing world​wide military expenditures, press for curtailed arms transfers, expand the web of treaties and agreements, uphold the rule of law in international rela​tions); 10) Public Safety Indicator: private sphere (risk-taking behaviors, alcohol use, protective equipment) and public sphere (laws, product design, financial incentives, cultural values); 11) Re-Creation Indicator: looks at recreation resources and 13 major types of recreation; 12) Shelter Indicator: the majority of Americans are well-housed, but considerable shelter deprivation persists.  [NOTE: The Calvert Group is an asset management firm specializing in socially responsible and tax-free investing.  ALSO SEE <www.beyondgdp.eu> for proceedings of a Nov 2007 European Parliament conference in Brussels on measuring progress,  true  wealth, and  the well-being of nations.]

                     (quality-of-life indicators)

#76        METHODS / SUSTAINABILITY            (A)
Sustainability Indicators: A Scientific Assessment.  Edited by Tomáš Hák (Indicator Unit, Charles U Environment Center, Prague), Bedŕich Moldan (Charles U), and Arthur Lyon Dahl (UNEP).  SCOPE 67.  Washington: Island Press, May 2007/ 413p/$49.95pb.
     In the Foreword, Jacqueline McGlade (European Environment Agency, Denmark) writes that “degradation and extreme alterations to the natural environment pose some of the deepest challenges to modern society.  The effects of humans on the planet can be found everywhere.”  Many governments and institutions have accepted that action must be taken, but increasing levels of consumerism and the inexorable drive to improve conditions of people in the developing world are pushing society up against a wide range of environmental limits. 
     “There is a growing body of evidence from many bioregions that the accumulation of small, seemingly insignificant changes can lead to greenlash: flips or dramatic shifts in the structure and dynamic behavior of ecosystems.”  Predicting which types of change will occur and over what time and space scales is fundamental to protecting our environment.  Sentinel indicators that capture the dynamics of change are essential.  It is increasingly important for sustainability policies to be supported by information flows from heterogeneous sources.  Indicators meet this challenge.  But the biggest bottleneck facing us today is our ability to choose the right signal or indicator to make a decision at the right time.  “What is needed is an indicator framework in which to successfully monitor, learn, decide, and act, to be able to obtain a clear view of where current and proposed policies are taking society.”  Any sustainability indicator framework must contain sentinel indicators.
    Essays discuss conceptual and methodological challenges, ensuring policy relevance, frameworks for environmental assessment and policy integration, indicators of natural resource use and consumption, an index of geobiosphere load, health and environment indicator frameworks, biodiversity indicators, and the Environmental Sustainability Index developed at Yale and Columbia with the World Economic Forum, which ranks 146 countries on 21 indicators [remarkably, the US is #45].
      [NOTE: The Scientific Committee on Problems of the Environment (SCOPE), established in 1969, helps natural and social scientists identify emerging environmental issues.  ALSO SEE Sustainability Indicators: Measuring the Immeasurable? by Simon Bell of the Bayswater Institute in London and Stephen Morse of the U of Reading (Earthscan, 2nd edition, June 2008/ 228p/$38.95pb), arguing that attempts to quantify sustainability do not seem to work, and that Systemic Sustainability Analysis is needed.]
       (sentinel indicators of “greenlash”)
PANORAMIC VIEWS: SYSTEMS
#77              METHODSADVANCE \R 0.70/ADVANCE \R 0.70SYSTEMS                (BC)
Dancing with Systems, Donella Meadows (former WE contributing editor; deceased, Spring 2001), Whole Earth, #106, Winter 2001, 58-63.

     An excerpt from an unfinished manuscript, Thinking in Systems, arguing that the mindset of the industrial world assumes a key to prediction and control.  But self-organizing, nonlinear, feedback systems are inherently unpredictable.  They are not controllable, and understandable only in the most general way.  “The goal of foreseeing the future exactly and preparing for it perfectly is unrealizable(The future can't be predicted, but it can be envisioned and brought lovingly into being.”  Systems can't be controlled, but they can be designed and redesigned, and we can dance with them. Living successfully in a world of systems requires our full humanity, rationality, ability to sort out truth from falsehood, intuition, compassion, and our vision.

     The most general “systems wisdoms” are summed up: 1) get the beat (watch how the system behaves and learn its history); 2) listen to the wisdom of the system (aid and encourage the forces and structures that help the system run itself; don't be an unthinking intervener); 3) expose your mental models to the open air  (everything you know is only a model; invite others to challenge your assumptions; “mental flexibility—the willingness to redraw boundaries, to notice that a system has shifted into a new mode, to see how to redesign structure—is a necessity when you live in a world of flexible systems”); 4) stay humble and stay a learner (in the words of the late Don Michael, embrace your errors); 5) honor and protect information (as a guess, 99% of what goes wrong in systems is due to faulty or missing information); 6) locate responsibility in the system (sometimes blaming or trying to control the outside influence blinds one to the easier task of increasing responsibility within the system); 7) make feedback policies for feedback systems (a dynamic system can never be governed by a static, unbending policy; it's easier and much cheaper to design policies that change depending on the state of the system—policies that design learning into the management process); 8) pay attention to what is important, not just what is quantifiable (our culture, obsessed with numbers, gives us the idea that what we can measure is more important than what we can't measure); 9) go for the good of the whole (don't maximize parts of the systems or subsystems while ignoring the whole; aim to enhance total system properties such as sustainability and resilience); 10) expand time horizons (the official time horizon of industrial society doesn't extend beyond the next election or quarterly earnings report); 11) expand thought horizons (follow a system wherever it leads, surely across traditional disciplinary lines; “seeing a system whole requires more than being `interdisciplinary'(it can be done; it's very exciting when it happens”); 12) celebrate complexity (the universe is messy, non​linear, chaotic, dynamic, diverse, and evolving; that's what makes the world interesting).  
      (systems wisdoms summarized)

#78               METHODS ADVANCE \R 0.70/ SYSTEMS              (AB)

Nature's Magic: Synergy in Evolution and the Fate of Human​kind.  Peter Corning (Director, Institute for the Study of Complex Systems, Palo Alto CA).  NY: Cambridge U Press, May, 2003/454p/$28.

     Author of The Synergism Hypothesis: A Theory of Pro​gressive Evolution (McGraw-Hill, 1983; FSA85/6477) argues that synergy is one of the great governing principles of the natural world, and has greatly influenced the trajectory of life on Earth.  Synergy broadly refers to the combined or coopera​tive effects among various forces or elements in a given context—effects that are not otherwise possible.  Synergy ranks with such heavyweight concepts as gravity, entropy, energy, and information as one of the keys to understanding how the world works, how we got here, and where we are going.  In contrast to the reigning dogma of evolutionary biology known as Neo-Darwinism (where “random” gene mutations are said to be the underlying source of creativity in evolution, which is shaped over time by competition among “selfish genes”), Corning advocates the paradigm of “Holistic Darwinism” that views evolution as a multi-leveled process in which selfish genes are most often subordinated to the dictates of synergistic systems or “selfish genomes.”

     “A frequent cause of grief in modern societies is our failure to understand the full dimensionality of our systems.”  Four key concepts  should be central to a more systemic view of the future: 1) almost every important innovation or change is part of a very complex, synergistic system, and will likely have an impact on that system; 2) major innovations are subject to the paradox of dependency, with synergies contingent on the functioning of all the parts in the particular historical context; 3) the technological and economic systems that we depend on for our survival are vulnerable to the “synergy plus or minus one” phenomenon (the whole can be undermined or destroyed by an unforseen intrusion or the loss of a major part); 4) the synergies of scale that can accumulate over time often have a double edge; they can produce positive synergies, but also negative synergies where more is less 
     Some major themes of Holistic Darwinism: 1) “it is time to replace the simplistic, one-leveled Neo-Darwinian selfish gene paradigm—a prime example of reductionism”; 2) the evolution​ary process can best be characterized as a continuing inter​section between chance, necessity, and differential selection; 3) human creativity and technology, and our collective political actions, are part of long-term evolution; “for better or worse, we are now a major cause of evolutionary change”; 4) “the future of the human species, and of complex modern societies, is up for grabs(we can and must undertake strategic planning for the global survival enterprise.”  [ALSO SEE Panarchy: Transformations in Human and Natural Systems  (Island Press, 2002; FS 24:5/250) on the Resilience Network Project.]
     (Holistic Darwinism)

#79    METHODS / INTEGRATIVE THINKING     (A)

Integral Futures (Special Issue).  Edited by Richard Slaughter (Foresight Intl., Australia).  Futures, 40:2, March 2008, 103-201.

     In his introduction on Integral Futures Methodologies, Slaughter critiques the futures field as “a social and cultural side- show” and seeks “a more hopeful role for futures studies, and improved prospects for the wider world (requiring) a reinvigorated, re-positioned and fundamentally re-vitalized field.” The promise of Integral Futures is that it can help bring about this new level of operational capability.  This goal is within reach because “over several years, a new generation of integrally informed futures practitioners has been emerging.”  They have a systematic overview of the main “reality domains” and how each interacts with the others, are keenly aware of  their values and  perceptual filters, and work from a post-conventional stance.  “The emergence of Integral Futures seems to be a genuinely new stage of development for futures inquiry and practice.  It brings into play quite new ideas and principles, providing structure where there was none.”
     The 7 papers in this Special Issue provide “a sample of work from what might be called the current ‘leading edge’.”  1) Pathways to Integral Perspectives by Peter Hayward (Swinburne U) describes three integral perspective theorists (Jean Begser, Jürgen Habermas, and Ken Wilber), pointing to the potential to challenge assumptions of the conventional world and develop “meta- cognitive understanding”; 2) What Difference Does ‘Integral’ Make? by Richard Slaughter describes the essentials of the integral approach (the four-quadrant model of Ken Wilber is the most obvious and immediately applicable element), taking scenario planning to “a new and more capable stage of development,” integral development of the transformative cycle, causal layered analysis (“one of the most innovative and useful methods to have recently emerged in futures studies”), and environmental scanning; 3) Towards an Integral Renewal of Systems Methodology for Futures Studies by Josh Floyd (Swinburne U) surveys systems methodologies; 4) An Integral Extension of Causal Layered Analysis by Chris Riedy (Sydney U of Technology) finds that CLA has great value for Integral Futures work; 5) Integral Scenarios: Reframing Theory, Building from Practice by Chris C. Stewart (Emergent Insights Consultancy, Melbourne) describes Wilber’s All Quadrant, All Level, All Lines, All States, All Types meta- theory and “Integral Foresight” as the most advanced of five world- views; 6) An Integral Method for Indexing the Social Mediation of Preferred Futures by Mark G. Edwards (U of Western Australia) describes a theory of social mediation that builds on the integral futures framework, applied to three future health systems; 7) Integral Futures: An Approach to Future Inquiry by Joseph Voros (Swinburne U) discusses five types of inquiry paradigms (positivism, post-positivism, critical theory, constructivism, participatory) and the need to accept multiple ways of knowing. 

     [NOTE: Highly academic style, all from Australia (presumably Slaughter’s students), and all reverently citing Slaughter and Ken Wilber.   ALSO SEE A Theory of Everything: An Integral Vision for Business, Politics, Science, and Spirituality by Ken Wilber (Shambhala, 2000; FS 22:12/600) and The Integral Vision: A Very Short Introduction to the Revolutionary Integral Approach to Life, God, the Universe, and Everything by Ken Wilber (Boston: Shambhala, Aug 2007/232p) which explains the four quadrants with charts, photos, and arresting typography. “Because an Integral framework explicitly harnesses and includes more truth, and more potentials, than any other approach, it makes one’s work in any area radically more effective and fulfilling.”]         
     (integral methods)
#80                         METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70CLA               (A)

The Causal Layered Analysis (CLA) Reader: Theory and Case Studies of an Integrative and Transformative Method​ology.  Edited by Sohail Inayatullah (Prof, Graduate Institute of Futures Studies, Tamkang U; <ww.metafuture.org>).  Taipai, Taiwan: Tamkang U Press, Dec 2004/575p/$38pb.

     CLA, first developed by Jim Dator's student, Inayatullah, is described by Dator as “the first major new futures theory and method since Delphi, almost 40 years ago(a very sophisticated way to categorize different views of and concerns about futures, and then to use them to help groups think about futures far more effectively.”  CLA consists of four levels: 1) The Litany: quantitative trends and problems, often exaggerated and used for political purposes, and often leading to a feeling of help​lessness or apathy (assumptions are rarely questioned); 2) Systemic Causes: technical explanations and academic analysis based on social, technological, economic, environmental, political, and historical factors (the data are often questioned, but the language of questioning does not contest the paradigm within which the issue is framed); 3) Legitimating Discourse/ Worldview: the deeper social, linguistic, and  cultural  processes  and  assumptions  (showing  how  the discourse  we  use  is complicit in  framing  the issue at the stakeholder, ideological, civilizational, and epistemic  levels); 4) Metaphor/Myth: the deep stories and  collective  archetypes  (the frame of questioning must enter other frameworks of understanding, e.g.: assumptions about the nature of time, rationality, and agency).  CLA can be used both in academic settings and in action learning settings such as a futures workshop.  “The strength of CLA is its capacity to move beyond the superficiality of conventional fore​casting methods, insofar as these methods are often unable to unpack worldviews, ideologies, and discourses.”
     Essays are in three sections: 1) Methodological Com​parisons: Sohail Inayatullah on deconstructing and recon​structing the future, Johan Galtung on the social costs of modernization, Zia Sardar on medicine in a multicultural society, Rick Slaughter on reconciling breadth and depth in futures inquiry,  Marcus Bussey on critical spirituality; 2) Case Studies on Causal Layered Analysis: Alan Fricker on genetic engineering in agriculture,  Marcus Bussey on unpacking educational futures, Patricia Kelly on “Futurelandia” as effectively colonized by scientists and technologists (e.g., the Cosmic Evolution imagery on the Foundation For the Future home page); 3) CLA as an Evolving Methodology: four critical views and a 15-point response by Inayatullah.  [NOTE: Bookcover blurbs include Ted Gordon (“a liberating method”), Peter Bishop (“a cornerstone of futures methodology”), and Graham Molitor (“pace-setting work”).]
      (Causal Layered Analysis)
#81    METHODS / INTEGRATIVE THINKING   (AB)

The Opposable Mind: How Successful Leaders Win Through Integrative Thinking. Roger L. Martin (Dean, School of Management, U of Toronto).  Boston: Harvard Business School Press, Dec 2007/210p/$26.95. 

     Thinkers who exploit opposing ideas to construct a new solution enjoy an advantage over those who consider only one model at a time.  The most common failing of conventional thinking is losing sight of the whole.  Integrative thinkers take a broader view of what is salient to the decision, consider multi- directional and nonlinear causal relationships, keep the entire problem firmly in mind while working on its individual parts, and search for the creative resolution of tensions, rather than accept unpleasant trade-offs.  The integrative thinker’s stance has 6 key features: 1) existing models do not represent reality; they are simply the best or only constructions yet made; 2) conflicting models, styles, and approaches to problems are to be leveraged, not feared; 3) better models exist that are not yet seen; 4) they believe that they are capable of finding a better model; 5) they are comfortable wading into complexity to ferret out a new and better model; 6) they give themselves time to create a better model. 

     The critical tool for integrative thinking is abductive logic– creating the best interim model/explanation for the known facts including those that do not fit in the current model. The tools for abductive logic are generative reasoning, causal modeling, and assertive inquiry. Generative reasoning seeks insights that don’t fit neatly into existing models. Causal modeling seeks both how ideas interact and why. Assertive inquiry is the approach to exploring alternative models.    
       (integrative thinking for leaders)

#82          METHODSADVANCE \R 0.70 /ADVANCE \R 0.70 PLANNING                  (AB)

Idealized Design: Creating an Organization’s Future.  Russell L. Ackoff (Wharton School, U of PA), Jason Magidson (GlaxoSmithKline), and Herbert J. Addison.  Upper Saddle River, NJ: Wharton School Publishing, July 2006/285p/$27.

     “Idealized design has its greatest benefit when an organization or a part thereof finds itself at a crossroad, where incre​mental improvement of past business models and practices will no longer assure future success, and in fact may even precipitate a crisis.”  In an environment of such radical change, a new approach to planning is called for where continuous innovation in every aspect of a business is a way of life. Idealized design is deceptively simple: in solving problems of any kind, the way to get the best outcome is to imagine what the ideal solution would be and then work backwards to where you are today. This ensures that you do not erect imaginary obstacles before you even know what the ideal is.  

     The steps to Idealized Design: 1) Assume that nothing now exists and you can create what you want; 2) “Mess” formulation, using systems thinking to understand threats, weaknesses, and opportunities (also includes obstruction analysis and reference projections of the future if no changes are made); 3) “Ends Planning” by defining what the organization would like to do if it could; 4) “Means planning” by identifying what needs to be done to achieve the ends; 5) “Resource planning” and scheduling to implement the plan; and 6) Design controls to monitor the plans, schedules, and outcomes.  Idealized design processes have two constraints (the ideal must be technologically feasible and able to survive) and one requirement (the design must be capable of being improved over time). Idealized design promotes understanding of what is designed, transforms the image of what is feasible, simplifies the planning process, enhances creativity, and facilitates implementation. Preparing an idealized design benefits also from a systems analysis of the “mess,” a mission statement, and a state​ment of properties to be included in the ideal design.  [NOTE: Offers many examples.]    
  (systems approach to planning)

#83     ADVANCE \R 0.70METHODS / 100-YEAR  PLANNING        (A)

Shaping the Next One Hundred Years: New Methods for Quan​​ti​tative, Long-Term Policy Analysis.  Robert J. Lem​pert, Steven W. Popper, and Steven C. Bankes (RAND Pardee Center).  Santa Monica CA: RAND, 2003/187p/$30pb. [Brief version in Scientific American, April 2005; FS 27:5/203.]
     The RAND Frederick S. Pardee Center for Longer Range Global Policy and the Future Human Condition was established in 2001 “to enhance the overall future quality and condition of human life by improving longer-range global policy and long-term policy analysis.” The Center concentrates on developing new methods and improved measures of human progress, identifying policy issues with important implications for the long-term future (i.e., 35-200 years ahead), using longer-range policy analysis to improve near-term decisions, and “collaborating with like-minded institutions and colleagues.”

     In many areas of human endeavor, “it would be derelict to make important decisions without a systematic analysis of available options.”  Powerful analytic tools now exist to help assess risks and improve decisionmaking, but almost universally, systematic quantitative analysis rarely extends more than a few decades into the future.  Such assessments are rare because few people believe that they can be conducted credibly.  But new methods enabled by modern computers “may radically transform human ability to reason systematically about the long-term future.”
     This report describes a new approach to long-term policy analysis (LTPA) by reframing the question “What will the long-term future bring?” as “How can we choose actions today that will be consistent with our long-term interests?”  Four key elements of successful LTPA are proposed: consider large ensembles of scenarios (hundreds to millions), seek robust (not optimal) strategies to deal with a wide range of plausible futures, achieve robustness with adaptivity (evolving over time in response to new information), and design analysis for interactive exploration of the multiplicity of plausible futures. To help guide the process of elicitation and discovery, the study employs an “XLRM” framework considering exogenous uncertainties (X), policy levers (L), relationships (R), and measures of desirability (M).

     Topics considered include the challenge of LTPA in a world of rapid and profound transitions, the challenge of global sustainable development, a history of thinking about the future (the Delphi method, foresight exercises, computer simulation models such as World3, scenario-based planning), weakness of scenario planning (it misses many important futures that do not make the cut into the top few, and provides no systematic means to compare alternative policy choices), decisionmaking under conditions of deep uncertainty, the XLRM framework, the limits to growth vs. unlimited growth debate, and the Wonderland model to generate scenarios (which has 43 input parameters that embrace the XLRM framework's key uncer​tain​ties).  In sum, “The biggest paradox is that our greatest potential influence for shaping the future may often be precisely over those time scales where our gaze is most dim.         
      (systems content for 100-year  long-term policy)

#84    METHODSADVANCE \R 0.70 / ADVANCE \R 0.701000-YEAR PLANNING      (A)

Integrated 1000-Year Planning, Bruce E. Tonn (School of Plan​ning, U of Tennessee-Knoxville), Futures, 36:1, Feb 2004, 91-108.

     The primary reason for 1,000-year planning is to reduce threats to the long-term survival of humanity and other life.  A secondary motive is to improve the quality of all life on earth over the long term.  Plans that address the survival of humanity writ large do not exist, despite the plethora of threats to our well-being. There are current global plans with narrow foci, such as the Montreal Protocol, the Kyoto Protocol, and the Law of the Sea.  But these efforts are not integrated, and they have relatively short time frames. “Without holistic, integrated, and future-oriented proactive actions, the health of Spaceship Earth will only be protected and nurtured over the long-term by chance.”  Why 1000 years?  Because short-time horizons constrain if not completely mask—the recognition of big picture issues and threats, e.g.: over the next 50 years, rising sea levels may not be devastating, but within 1000 years, large swaths of countries like Bangladesh will most certainly disappear.  “The long-term horizon is also needed to facilitate a qualitative change in mindset from the short-term to the long-term.”  Indeed, 1000-year planning is already being promoted by the Foundation For the Future and The Long Now Foundation.

     Elements of 1000-year plans include energy, land use, carbon management, oceans, biodiversity, nuclear and hazard​ous waste, water, human settlements, threatening near-earth objects, space exploration, and integration of these elements with each other.  Opportunities for crosscutting R&D need to be identified and pursued.  It may also be necessary for 1000-year planners to plan for new dark ages, as well as for better times.

     Who should develop 1000-year plans?  Grassroots groups of sci​entists, planners, environmentalists, and other concerned citizens, along with NGOs and private-sector organizations.  The hyper-self-interests, myopia, and power politics of nation states are not currently conducive to 1000-year planning, and near-term prospects for integrated planning are “not great.”  On the other hand, “the elements needed for an international grassroots 1000-year planning initiative either exist or will soon come into existence.”  [NOTE: The main focus here is not so much a 1000- year span, but thinking and integrated planning for humanity.]
        (1000-year planning needed)

  QUESTIONING / CRITIQUES   
#85          METHODS ADVANCE \R 0.70/ADVANCE \R 0.70 LEARNING               (AB)

Some Observations With Regard to a Missing Elephant, Donald N. Michael (San Francisco; Prof Emeritus of Public Policy, U of Michigan), J.  of Humanistic Psychology, 40:1, Winter 2000, 8-16. 

     In life, as in the story of the blind men and the elephant, there is no elephant, and the storyteller is blind.  “What is happening to the human race, in the large, is too complex, too interconnected, and too dynamic to comprehend.  There is no agreed-on interpretation that provides an enduring basis for coherent action based on an understanding of the enfolding context.”  Six unavoidable sources of the storyteller's blindness and our ignorance: 1) “we have too much and too little information to reach knowledgeable consensus and interpretation within the available time for action; more information in the social realm generally leads to more uncertainty, not less;” among the growing amount of information is that which increases our doubt about the integrity, validity, and reliability of the information we do have; 2) no shared set of value priorities, which differ depending on persons/groups and circumstances; conflicts abound between short-term expedience vs. long-term prudent behavior, group vs. individual identity, individual vs. society, freedom vs. equality, local vs. national/ global; 3) no agreed-on criteria for how deeply to probe; how much context is necessary to decide what to do about a situation depends on values; 4) our linear language fails to engage multiple interacting factors simultaneously; 5) an increasing and unavoidable absence of reliable boundaries to circumscribe turf, relationships, concepts, identity, property, gender, time, etc.; boundaries are increas​ingly eroded, disintegrated, and more and more ambiguous—yet without boundaries,  we can't make sense of anything; 6) increasing expression of the self-amplifying, unpredictable acting out of the shadow residing in each human (our instincts and extrarational responses); this acting out allows for more creativity, but also fosters violence, selfishness, and extreme positions.

      So how do we go about being engaged in a human world we don't and won't understand?  We can live constructively with the fact of our ignorance by recognizing that we live in illusions, acknowledging our vulnerability and finiteness, avoiding pride and arrogance, acting in the spirit of hope (but not optimism), acting in the spirit of “tentative commitment,” being “context alert” as a moral and operational necessity, being a learner/teacher and a question-asker all the time (not an answer-giver), and practicing compassion (“the blind must care for the blind”).  [NOTE: The late Don Michael is the widely beloved author of On Learning to Plan—And Planning to Learn (1973; 2nd ed, Miles River Press, 1996; FS 18:10/464)]   
          (facing ignorance / uncertainty)

#86      METHODSADVANCE \R 0.70 /ADVANCE \R 0.70 INFOMAPPING              (A)

What We Do Not Know: Using Information Murals to Portray Scientific Ignorance, Robert E. Horn (Visiting Scholar, Stanford U), Futures, 38:3, April 2006, 372-377.

     Complex socio-technical public policy issues increasingly involve scientific uncertainty—and even complete ignorance of phenomena.  Lack of crisp description of uncertainties often leads to lack of trust by the general public, in turn impeding solutions to serious public policy issues.  One-sided ideas of “sound science” that do not describe uncertainties and degrees of unknowns also confuse public discussion.  We need ways to understand and display what we do not know, as well as what we know.  Future studies are by definition about the unknown, but rarely do we say what we do not know, or specify the paths to knowing more about unknowns.  An approach to addressing what we do not know is beginning to be explored through vis​ual information murals, knowledge maps, or “unknowns maps.”

     An illustrative mural on the ecological risks of genetically engineered plants is provided in reduced size on p374 (file can be downloaded at <http://www.stanford.edu/people/rhorn>).  The mural uses the metaphor of darkness to convey the idea of our ignorance, and figures of scientists with flashlights shining on small fragments of text that describe what is not known.  Street- lights at the bottom illuminate what science does know.  The vertical axis runs from established knowledge to unknowns about long-term effects, multiple release of organ​isms, inter-relationships among organisms, specific organisms, and imprecisely known risks.  The horizontal axis is a taxonomy of kinds of effects: invasiveness, non-target effects on beneficial and native organisms, non-target organ​isms, indirect effects, new viral diseases, insect and herbicide resistance, allergens, and regulatory.  Colored paths connect the various illuminated areas, suggesting possible re​search topics. [ALSO SEE Robert E. Horn, Visual Language: Global Communication for the 21st Century (Macro VU Press, 1998; FS 21:1/017).]         
         (information murals to map ignorance)
#87    METHODSADVANCE \R 0.70 / ADVANCE \R 0.70PREFERRED FUTURES     (AB)
Future as Fantasy: Forgetting the Flaws,  Rakesh Kapoor (Alt. Futures, New Delhi), Futures, 33:2, March 2001, 161-170.

     Future studies can play an important role in scrutinizing future fantasies, perhaps even in influencing the way we dream about the future. But, as often happens, the rift between potential and reality is huge.  Offers nine propositions about the uses and misuses of future studies: 1) future studies serves no purpose unless it helps build a world that is more humane, just, peaceful, and beautiful; 2) it is over-burdened, paradoxically, with a modernizing past associated with western technological civili​zation (and consequently dominated by instrumental rationality, while neglecting other worldviews and cultural perspectives); 3) it has been dominated by pop futurism, which in turn is dominated by techno- futures (grandiose visions of the future built on wonderful and miracu​lous technology); 4) it has primarily served the interests of large business corporations and the military-industrial complex in developed countries; 5) it has little or no relevance to a majority of the world's people—the “people without future”; 6) it takes little note of the colossal changes taking place in the real world; 7) it as a  discipline  has  had  little  impact  on  public  policy; 8) there is a huge gap between the insights and consciousness of futurists, and the consciousness and actions of ordinary humans and powerful decision-makers; 9) the role that future studies can play in a globalizing world is unclear, due to restrictions on the free movement of people and deep-seated barriers to the flow of worldviews.  To overcome these limitations, Kapoor proposes more political engagement in creating a democratic future, foresight perspectives informing public debate, a serious focus on alternative futures, and freedom from the fundamentalism of the religion of technology.      
      (future studies critiqued)

#88        METHODSADVANCE \R 0.70 /ADVANCE \R 0.70 TRAPS                      (AB)

Traps in Futures Thinking—and How to Overcome Them, Mika Mannermaa (Futures Studies Mannermaa Ltd, Piispan​risti, Finland), in Howard F. Didsbury Jr (ed), Thinking Creatively in Turbulent Times (WFS Conference Volume, July 2004), 41-53.

     The history of unsuccessful forecasts offers a wide variety of juicy examples, e.g., flying machines are impossible (1895), 1930 will be a splendid employment year (1929), a paperless society by the turn of the century (1986), and the 1996 collapse of the Internet (1995).  We should learn from these mistakes and consider some specific traps: 1) “This Is It!” Thinking: announcing the end of ideology, that everything there is to be invented has been invented, or that the current status quo in world politics will last forever (remedy: “simply don't ever think like this!”; evolution has no end point); 2) Paradigm Blindness: sticking to the predominant “normal science” paradigm, or the predominant way of thinking in any group; this prevents us from seeing essential factors outside of our paradigms (remedy: visit the domains of strangers; don't read only journals, magazines, and Web pages of your own dis​cipline; don't take part in futures conferences only [!]); 3) Trend-Faith: “railway thinking” the same pattern will hold in the future by following linear or exponential growth, cyclical fluctuations, or some combination of the two; basic postulates are unchanging change and unchanging non- change (remedy: don't ask if an important trend will break down, but when; nevertheless, trend thinking can be used for producing business-as-usual reference scenarios); 4) Cultural Contempt: announcing, for example, that the Japanese will never make anything that the Americans would like to have (remedy: if you think you are the greatest or your company is overwhelmingly superior, start re-thinking); 5) Overenthusiasm or Disparaging Everything New: both are the opposite extremes of the pattern of exaggeration (remedy: be suspicious; how​ever, these extreme attitudes may be valuable in a scenario project).  To avoid these traps, every organization should have a “disturbance generator” to ask odd questions about basic assumptions, and identify new important weak signals in the operating environment.  
     (futures-thinking: five traps)

#89                   METHODSADVANCE \R 0.70 /ADVANCE \R 0.70 TRAPS                 (A)

Averting Decision Debacles, Paul C. Nutt (Dept of Management, Ohio State U), Technological Forecasting and Social Change, 71:3, March 2004, 239-265.

     “Half of the decisions made in organizations fail, making failure far more prevalent than previously thought.”  Three blunders lead to debacles: 1) making premature commitments (jumping on the first idea that comes along, and then spending years trying to make it work); 2) using resources for the wrong things (spending time and money for costly evaluations carried out to support an idea someone is wedded to; the urge to support a preferred course of action often gets intense, and invariably leads to expensive evaluations to show that the decision is useful andADVANCE \R 0.70/ADVANCE \R 0.70or doable); 3) relying on failure-prone decision practices (practices with a good track record are well known, but rarely practiced; e.g.: participation is rarely used until forced onto decision-makers).

     A chain of events in which blunders create traps and traps bring about failure is found in all debacles and most failed decisions.  Seven traps that can ambush decision-makers: 1) not taking charge by reconciling claims made by others; 2) failing to deal with the barriers to taking action; 3) ambiguous directions not understood by key players; 4) limited search and no innovation (decisionmakers in debacles often embrace a quick fix; the first workable idea that emerges gets adopted); 5) misusing evaluations; 6) ignoring ethical questions about who pays, who benefits, and who decides (typical of large-scale infrastructure projects); 7) failing to learn (learning is thwarted when leaders have no tolerance for mistakes and errors).  Three case studies illustrate each blunder and trap: Shell's disposal of the obsolete Brent Spar facility in the North Sea, Quaker's ill-advised purchase of Snapple juice drinks, and tax support for Nationwide's sports arena in Columbus OH.
                        (blunders and traps in decision debacles)

#90     METHODS  /  TRAPS               (AB)

Future Think: How to Think Clearly in a Time of Change.  Edie Weiner and Arnold Brown (Weiner Edrich Brown, NYC).  Upper Saddle River NJ: Pearson Prentice Hall, 2005/ 244p/$24.95.

     The future is about change.  After >35 years of studying constant and confusing change, Weiner and Brown have learned that “the future can be grasped only when you combine objective information about change with clear-eyed thinking.”  The 15 proven paths to insight and foresight described here are rooted in physical principles, diversity of thinking, long-wave observations, and common sense.  The 15 techniques are arranged in four parts.

     I. Personal  Traps: 1) Looking Through Alien Eyes: seeing things from a fresh reality is a powerful lesson (“there may be only two kinds of intelligent life-forms who do not suffer from educated incapacity—aliens from another planet and children”); 2) Trend/ Countertrend: every trend creates its opposite, e.g.: New Ageism and Fundamental​ism get stronger in opposition to each other (as does Islam and Christianity); the growing flood of information is so great that it impedes wise decisions; 3) Substituting the Spiral for the Pendulum: we see cycles as pendulums that swing out and back along the same arc, but, through alien eyes, things cannot  retrace their path because the context has changed; 4) Extremes Inform the Middle: to predict where the middle will wind up, free your mind of one-sided traps and consider both extremes (e.g., corporate social responsibility vs. free-market capitalism, techies vs. Luddites, free speech vs. censorship).

    II. Organizational Traps: 5) Efficiency Breeds Vulnerability: the price of efficiency is often increased vulnerability (e.g., infosystem paralysis, concentration of space or time); 6) The Multiple Effect of New Distribution Channels: those who figure out what their channel does best, and what best to do in an era of multiple channels, will benefit; 7) Entropy: as systems become more complex, their energy dissipates over time (“you can predict much of the future by seeing entropy set in”; to escape this trap, organi​zations have to be innovative and nimble); 8) Integrity Begets Quality:  if true integrity exists—fair and open dealing with all stakeholder groups—quality will follow (quality is not merely a matter of statistics; rather, it is a moral issue).

    III.  Seeing the Big Picture and Freeing Your Mind: 9) The Law of Large Numbers: the larger the number, or the more time that goes by, the higher the probability of any occurrence; 10) Demography: one of the most critical drivers of future trends (especially note demographics in Muslim countries, the number of youths, Asian demographics, immigration, aging, etc. and beware of extrapolation); 11) Compromise vs. Lowest Common De​nominators: the latter is the strongest chance for a successful solution; finding any common denominator requires a fresh look. 

     IV. Using Metaphors: 12) Right-of-Way: railroads went into decline by not realizing they were in the right-of-way business; similarly, few businesses understand how to capitalize on their right-of-way (a key to business success in the future); 13) Football Meets Shopping: on how marketers can think about being only 10 min​utes into the game; 14) Managing by Harnessing Evolution: the evolution paradigm now seems to be underpinning pro​gressive management (all organizations must make them​selves into accelerators of evolution); 15) Self-Defeating and Self-Fulfilling Prophecies: they can make the future happen or prevent it from happening.  In sum, planners tend to make three really big mistakes: faulty analysis, not seeing the big picture, and failure to link information to action.
       (15 paths to foresight)

#91          METHODS / QUESTIONING                  (AB)

Future Savvy: Identifying Trends to Make Better Decisions, Manage Uncertainty, and Profit from Change,  Adam Gordon (Cardiff, Wales).  NY: AMACOM, Sept 2008/$24.95.

     Former Senior Associate at Coates & Jarratt Inc focuses on how to evaluate forecasts and extract value from them, discussing such topics as why predicting is poorly done, learning from forecast success, forecast filtering, the quality of information and data in forecasts,  basic  innumeracy  as  a common problem in forecast data, recognizing forecast intentions, future-aligning vs. future- influencing forecasts, optimists vs. pessimists, bias traps (selective choice of data, emotional words, prejudicial definition, self- asserted forecasts of success, motivational forecasts, sponsored forecasts, technophilia), the zeitgeist bias (seeing reality through the lens of our times; often a problem with consensus and expert forecasts), identifying and testing assumptions, drivers and blockers of change (and how viewing these dynamics improves our forecast filtering), horizon scanning, projecting trends, the limits of quantitative forecasting, the limits of determinism (chaos, complexity, wicked problems), a systems perspective in forecasting, vicious and virtuous cycles, anticipating S-curves and accelerations, questioning the notion of  “exponential change,” why it’s better to be vaguely right via scenarios than exactly wrong, and breaking free of “The Official Future.”

     [NOTE: An excellent primer for questioning “the five P’s.”  ALSO SEE  Bad Predictions by Laura Lee (Elsewhere Press, 2000; FS 22:12/594), The Politics of Misinformation by political scientist Murray Edelman (Cambridge U Press, 2001; FS 23:12/ 598), and Humane Politics and Methods of  Inquiry by Ithiel de Sola Pool of MIT; ed. by Lloyd S. Etheredge (Transaction, 2000; FS 23:4/198).]  
     (questioning trends and forecasts)
#92       METHODS / EFFECTIVE RESEARCH    (B)
Closing the Deal: How to Make Organizations Act on Futures Research, Jerome C. Glenn (Director, Millennium Project), Theodore J. Gordon (Senior Fellow, Millennium Project), and James Dator (Director, Hawaii Center for Futures Studies), foresight, 3:3, June 2001, 177-189.

     The Millennium Project surveyed its network of futurists and planners in a three-round “Global Lookout” questionnaire, attempting to identify the factors required for successful implementation of futures research in decision-making.  An earlier brief version of this article, Twenty-Seven Ways to Make Your Futures Research More Effective, was published in Futures Research Quarterly (Summer 2000, 43-46; FS 23:4/194).  Briefly summarized, the 27 ways include: make sure that those involved in the process are clear about the objectives, confirm that futures research provides a framework for discus​sion rather than predictions, work with a champion of the activity in the organization, include key actors in the research process, provide information clearly demonstrating a pending crisis (to counter institutional inertia), make proposals clear and simple, connect costs of proposals to benefits, suggest ways to make decisions in an uncertain environment, use the testimony of eminent scientists, clarify the forecasted condition with and without action, be innovative in presenting findings, make the work continuous and cumulative, and establish link​ages to other similar activities in government and industry.

     This article repeats the 27 ways to make futures research more effective, and adds the following: 1) Top Impedi​ments to the Timely Use of Early Warnings: institu​​tional (no one has responsibility to act), financial (lack of funding or unwillingness to invest), lack of interest in the long-term future, planning inadequacy, the complexity of problems, leaders failing to understand complexities, lack of clear-cut strategy and goals, action proposed by a political opponent, lack of reliable data or uncertainty of risk, and lack of consensus among key actors; 2) Greatest Moral Impediments: lack of attention to future generations, caring only about wellbeing of one's group or nation, corruption, greed, frag​mented views, pressures from lobbying groups, lack of respect for the environment, lack of compassion; 3) Two Case Studies of Successful Futures Research: James Dator's influence on the Virginia Judiciary in the 1980s, using visioning, environ​mental scanning, and participatory methods (some 70% of propo​sals have been adopted); Jerome Glenn's influence on Jamaica's national strategy plan in 1995, using environmental scanning, scenarios, and a “Snowball Delphi” series of inter​views.

                  (making futures research more effective)

#93   METHODS ADVANCE \R 0.70/ADVANCE \R 0.70 FUTURES RECEPTIVITY      (A)

Finding Time for the Future and Overcoming Future Avoid​ance, Irving H. Buchen (Director of International Programs, IMPAC Univ, Punta Gorda FL), foresight: the journal of futures studies, strategic thinking and policy, 7:6, 2005, 3-7.

     It happens regularly and almost compulsively.  “The future is usually the last item on the agenda.  Meetings end without ever getting to it.  Promises are made to carry the future over to next week’s agenda only to find that the urgent present pre​empts thinking ahead.”  CEOs are so preoccupied with quarter​ly earnings that they often put long-term business trends on the back burner, or give them short shrift.  Many examples could be added from virtually every sector.  Futurists may be partly or largely complicit because they scare people, overwhelm them with a barrage of trends, impatiently leap ahead to a future totally discontinuous from the present, or widen a futures gap that needs to be bridged.

     Five strategies that may make constituencies find time for the future and be more receptive: 1) address the debilitating impacts of a premature future and raise the issue of coping dynamics; 2) persuade leaders to make the future the first and perhaps only item on the agenda; 3) engage the problem of paralysis brought on by too many variables; 4) restore the planning function by identifying both the probable and the possible (“salvage structuring anticipa​tion”); 5) seek internal organizational allies for the future and recommend that companies engage in collaborative and structured conversations about the future at all levels.
     [ALSO SEE Ten Ways Futurists Can Avoid Being Destroyed by Arnold Brown (Futures Research Quarterly, 15:2, Summer 1999, 7-13; FS 22:4/102).]    
  (overcoming futures avoidance)
#94        METHODS ADVANCE \R 0.70/ ADVANCE \R 0.70CONSULTING                  (B)

High-Impact Consulting: How Clients and Consultants Can Work Together to Achieve Extraordinary Results (Revised and Updated).  Robert H. Schaffer (Schaffer & Associates, Stamford CT).  San Francisco: Jossey-Bass, April 2002/264p/$27.95.

     Consulting refers to expertise that has the explicit goal of helping organizations effect positive changes. Consulting projects that do not yield improved client performance are on a par with books on weight reduction that do not lead to any weight loss. Consulting frequently fails to produce client results—actual benefits, rather than just the delivery of a consultant product. This book is addressed to clients of consulting firms (who delude themselves if they assume that success from their expert help will automatically follow), all consultants (whether or not “consultant” is in their job title), professionals who want to become more effective change agents, and internal consultants and corporate staff groups charged with improving performance (there are many more internal consultants than members of consulting firms).

     A successful consulting project must achieve three out​comes: the consultant must provide a solution or a method new to the client, the client must achieve measurable improve​ment from the consultant's solution, and the client must be able to sustain the improvement over time.  Consultants understand the impor​tance of successful implementation, and want to do good for their clients. But “most of them don't make client implementation a central focus of their consulting practices.”  They provide insights and ideas about change, but pay virtually no attention to help the client effect change.  [ALSO SEE #40 on the implementation problem.]
     High-impact consulting involves defining goals in terms of client results instead of consultant products, matching project scope to what the client is ready to do, aiming for rapid-cycle successes to generate momentum, building a partnership to achieve and learn, leveraging resources (more results with fewer consultants), creating a contract for collaboration (instead of a proposal for a job), building communication bridges, and overcoming anxiety.        
       (consulting for high impact)
#95         METHODS ADVANCE \R 0.70/ADVANCE \R 0.70 REPORTS                     (BC)

The Big Idea: A Step-by-Step Guide to Creating Effective Policy Reports.  Suri Duitch.  NY: The Center for an Urban Future <www.nycfuture.org>, 2002/127p/$14pb (Chelsea Green dist).

     “There's nothing as powerful as a good idea.”  With smart writing and proposals that capture the imagination of the press and policymakers, a few dedicated researchers can help rewrite laws, allocate millions of dollars, and change people's lives for the better. Conversely, “a study that is pedantic, poorly written, hard to navigate or just too long is guaranteed to end up unread, no matter how important the ideas buried within.”   Getting involved in policy is not just a matter of explaining bright ideas to someone who can make them happen.  It also requires strong political skills, good press relations, powerful writing and editing abilities, and a willing​ness to think critically about one's best efforts.  The tools to make it work:  get beyond your current thinking on a topic, find un​common bedfellows to make your message more powerful, tell people something they haven't heard before, know the tactics of your enemies and their weaknesses, and write like a reporter—not a professor.  “Make it easy for them to grasp your ideas,” and stand out from the crowd.  Too much policy writing is boring, ponderous, unfocused, or—worst of all—shrill.

     Topics include getting prepared (know your organization and the level of support you will get), building an up-to-date database, building an agenda, putting together your team, doing the research, confirming controversial allegations from inde​pendent and unrelated sources, creating the report (first draft, being brief, editing and review, good report design, proof​reading), selling the report (“a little bit of flash combined with a whole lot of doggedness and determination”), the press as your best chance to broadcast your message, holding press conferences to build excitement (add drama by holding it somewhere relevant to the topic), letters to the editor, paid advertising, and public forums.  [NOTE: Short, smart, and sassy.  A good companion is  People Skills for Policy Analysts (Georgetown U Press, 2003; FS 25:7/342 ).]           
    (effective policy reports)

#96    METHODS ADVANCE \R 0.70/ NATIONAL  FORESIGHT      (A)

Evaluation of National Foresight Activities: Assessing Rationale, Process and Impact, Luke Keorghiou and Michael Keenan (both PREST, U of Manchester Business School), Technological Forecasting & Social Change, 73:7, Sept 2006, 761-777.

     Foresight covers multiple activities and purposes sharing a name.  Some common stated goals are: 1) exploring future opportunities to set priorities for investing in science and innovation activities; 2) reorienting the science and innovation system; 3) demonstrating the vitality of the science and inno​vation system—the technological opportunities that are avail​able and the capability of science and industry to fulfill that promise; 4) bringing new actors into the strategic debate (e.g., including social stakeholders or sections of the general public such as youth); 5) building new networks and linkages across fields, sectors, and markets or around problems. “The foresight process involves intense iterative periods of open reflection, networking, consultation, and discussion, leading to the joint refining of future visions and the common ownership of strategies, with the aim of exploiting long term opportunities(it is the discovery of a common space for open thinking on the future and incubation of strategic approaches.”

     Eight recent experiences of foresight evaluation are listed for 9 EU countries and Japan, with three of the countries discussed further as case studies: 1) The UK Foresight Programme, launched as a policy instrument to reorient the science base in the direction of wealth creation and quality of life; 2) The German FUTUR initiative, which sought to introduce fresh ideas into the research funding of the BMBF ministry; 3) The Hungarian Technology Foresight Programme, a holistic exercise based on sectoral and thematic panels and use of a Delphi survey, macro-scenarios, and workshops.  Concludes that there is no “one-size-fits-all” evaluation, and that the approach is also affected by other factors such as motivation for evaluation and timing.  Rigorous evaluation is a prerequisite: foresight can only be strengthened by a more systematic body of knowledge to assist learning and improvement.     
      (national foresight evaluation) 

#97               METHODSADVANCE \R 0.70 /ADVANCE \R 0.70 FRONTIERS              (A)

Frontiers of Futures Research: What’s Next?  Theodore J. Gordon, Jerome C. Glenn, and Ana Jakil (all American Council for the United Nations U, Washington), Technological Fore​casting and Social Change, 72:9, Nov 2005, 1064-1069.

     There are many methods and approaches to the study of the future.  While these methods are internally coherent and used systematically, there is no assurance that evolution of such methods will lead to a more organized “science-like” field.  There are few attempts to aggregate futures data and build current work on proven prior work.  Addressing some frontiers may improve the quality of the enterprise: 1) Integrating New Technology with Futures Research Methods: the Internet has made participation of dispersed people practical; if current trends continue, “40 years from now nearly all futures methods will be conducted in software, through networks, with diverse and changing sets of people, continually cross-referencing data and monitoring decisions; hence, the image of a few bright people, using a few interesting methods to forecast the future, may be replaced by the image of many people interacting with many combinations of methods to shape the future”; 2) Reducing the Domain of the Unknowable: some important future developments are currently unknown but discoverable (others, however, are intrinsically unknowable); we could certainly speculate more about such discontinuities; 3) Decision- Making in Uncertainty: instead of using forecasting methods to produce single-value deterministic images of the future, uncertainty and underlying assumptions should be made explicit (“a lot of work is needed here”); 4) Planning in Non​linear, Chaotic Systems: linear systems can be stable, can oscillate, or can be unstable; a fourth state of behavior can be triggered in nonlinear systems: chaos (where the system seems to operate in random fashion); most social systems are non​linear and thus “a whole new set of approaches to planning and systems management need to be invented” for managing chaotic systems; 5) New Sources of Social Data: as large-scale data bases become available, analysis tools will be able to isolate causal relationships and aid social model building.           
    (futures research frontiers)
#98              METHODS ADVANCE \R 0.70/ADVANCE \R 0.70 WISDOM                  (A)

A Handbook of Wisdom: Psychological Perspectives.  Edited by Robert J. Sternberg (Prof of Psychology and Education, Yale U; 2003 President, American Psych. Assn.) and Jennifer Jordan (Yale U).  NY: Cambridge U Press, June 2005/387p/$75.
     “At a time when poor choices are being made by notably intelligent and powerful individuals, this book presents analysis and review of a form of reasoning and decision making that is not only productive and prudent but also serves a beneficial purpose for society.”  Chapters examine theories of wisdom across time and cultures, philosophical theories of wisdom, people’s implicit theories of wisdom, challenges in developing a psychology of wisdom (wisdom research only started at the beginning of the 1990s), wisdom during adolescence and young adulthood, the quest for wisdom in adulthood (it is an un​common ability; a rare gift), questions about whether age brings wisdom (although no research has shown a decline in wisdom across the lifespan), wisdom and personality (it is not possible to speak of the relationship because concepts of wisdom differ widely), emotions and the development of wisdom, the relation of ethics and morality to wisdom, models of boundary crossing (“generative wisdom” goes beyond conventional understanding or knowledge), wise public policies and wisdom about systems, foolishness, and appreciative wisdom (recognizing behavior as either wise or unwise).

     Some definitions of wisdom: 1) a life lived in conformity with truth and beauty (ancient Greece); 2) a holistic cognitive process, a virtue or compelling guide for action, and a good, desirable state of being; a mental process  best seen as focusing  on the most relevant variables, by  considering  the broadest  interests, and by  taking long-range effects into consideration (Csikszentmihalyi and Rathunde, 1990); 3) it always includes an understanding of human nature and self-knowledge; “wise people are character​ized by hope for the future, and commitment to it”; they join the achievements of the past with those of the future, serving as “agent of cultural evolution” (Csikszentmihalyi and Nakamura, 2005); 4) a metacognitive style plus sagacity, knowing that one does not know everything, seeking the truth to the extent that it is knowable (Sternberg); 5) a multi-dimensional balance or integration of cognition with affect, affiliation, and social concerns (Orwoll and Perlmutter); 6) awareness of the fallibility of know​ing and striving for a balance between knowing and doubt​ing (Meacham); 7) an intellectual ability to be aware of the limitations of knowing and how it impacts solving ill-defined problems and making judgments (Kitchener and Brenner); 8) the organismic integration of relativistic and dialectical modes of thinking, affect, and  reflection  (Kramer); 9) expertise in uncertainty (Brugman); 10) seeing through illusion (McKee and Barber); 11) expertise related to dealing with fundamental problems related to the conduct and meaning of life—problems that are typically complex and poorly defined, with multiple solutions (Berlin Wisdom Paradigm); 12) wisdom in public policy is good judgment about important matters, with a genuine commitment to the well-being of individuals and society (Etheredge).  [NOTE: Wisdom has much to do with good futuresthinking.  ALSO SEE Why Smart People Can Be So Stupid edited by Robert J. Sternberg (Yale U Press, 2002; FS 25:4/162), exploring the opposite of wisdom.]  
  (wisdom definitions)
Too many items, or too few?  Feedback to
<mmarien@twcny.rr.com>
Appendix B. Annotated Bibliography

Note to the reader: Although the following annotated bibliography by Future Survey has not been updated since 1994, it still has many useful sources that should be included in this series. One significant forecasting methodology text since then was Principles of Forecasting: A Handbook for Researchers and Practitioners, edited by Professor J. Scott Armstrong of the Wharton School at the University of Pennsylvania and published by Kluwer Academic Publishers in May 2001. It has 30 chapters for forecasting methods.

Futures Studies Methodology

ADVANCE \d2Selections from Future Survey
compiled by

Michael Marien

Editor, Future Survey
Webster Road, Lafayette, NY 13084 USA

Phone 315/677-9278; Fax 315/677-9248

with the assistance of Lane Jennings and Janet Colacino

This annotated bibliography offers a total of 81 items in the following sub-categories:

A. General Background (18 items)

B. Forecasting (9 items)

C. Planning and Visioning (15 items)

D. Scanning and Scenarios (10 items)

E. Other Relevant Methods (17 items)

F. Evaluation and Critiques (12 items)

All items in the bibliographies have been selected from monthly issues of Future Survey or from Future Survey Annual. Subscriptions to Future Survey are available from the World Future Society, 7910 Woodmont Avenue, Suite 450, Bethesda, MD 20814 USA.
ADVANCE \d2
A. General BackgroundADVANCE \d2
ADVANCE \u0Why Futures Studies?  Eleonora Barbieri Masini (Prof of Social Forecasting, Gregorian U, Rome). London N4 1AD: Grey Seal Books (28 Burgoyne Rd), April 1993/144p/£20.00. 

    Former President of the World Futures Studies Federation asserts that Futures Studies in the 1950s and 1960s were extremely rich in ideas and activities. At the start of the 1970s, interest seemed to wane. But by the end of the 1970s and the early 1980s, there was a renewed impetus and interest, which is still continuing today. De-spite fluctuations and a situation of apparent fluidity in the last 30 years, “I believe that these studies can now be considered a discipline.” Futures Studies respond to a need that is especially felt in our time of rapid and interrelated change. Future thinking forces us to think about the basic questions of life. It has three generally accepted principles: 1) there is a constant dilemma between knowledge, and desire and fear (between possibles and desirables); 2) the only space on which humans can have an impact is the future; 3) there is not one future, but many possible futures. Seven characteristics of futures studies are discussed: transdisciplinarity, complexity, globality, normativity, scientificity (the most‑debated trait; many doubt that it belongs on this list because of no hard data), dynamicity, and participation (also questioned by some). Masini also discusses spatial and temporal dimensions, philosophical and ethical elements, limits (self‑altering aspects, irrationality, lack of data on the past and present), terminology, futures projects in various world regions, objective and normative methods, scenario development, and systemic global models.

     Concludes that Futures Studies “are a way of making people and societies identify and openly declare their objectives.” Although first initiated in the industrialized countries, it is in the developing part of the world that this discipline will develop, in that the functions of clarification and criticism have been especially embraced by these countries. [NOTE: Excellent “starting‑point” by a long‑time leader; especially valuable for its brevity. There is a hint of the antique, though, with much citation of futurists from an earlier era (Bertrand de Jouvenel, Joseph Martino, John McHale, Erich Jantsch, Gaston Berger), and no futures thinking applied to futurism itself. It seems inaccurate (or, at best, premature) to call the enterprise a “discipline.”  Masini does not consider today's “who” of futures studies [see items #15 and 16 below]. By doing so, one can sense growth in numbers, but also a profound growth in incoherence.]

(futures studies introduction)

02

The Future of Futures Studies: a European View, Eleonora Barbieri Masini (Roma-Prati, Italy; past President, World Futures Studies Federation), Futures, 21:2, April 1989, 152-160.

     In the mid-1970s/early 1980s, several important crises emerged that affected futures studies: the beginnings of challenging the validity of the welfare state, the growing and irreversible awareness in the developing countries of their rights, clear signs of failed development strategies, growing awareness by different groups of women in all parts of the world, a number of social movements emerging in different countries (ecological, pacifist, economic), and an aging population in the industrialized countries. This period of discontinuity produced awareness of the complexity and interconnectedness of events, and the sense that the future will not be a linear continuation of past and present. “As a consequence, the function of futures studies is increasingly becoming that of clarifying objectives, which in turn illuminate projections, forecasts and proposals.” Global models have lost their appeal, and there is a growing movement toward futures studies that are local. In the US and Europe, futures studies will increasingly concentrate on management changes, new technologies, and aging societies. Futures studies issues will be very different in the developing countries, where pressing needs such as fool production and distribution, and the availability of fresh water, will be crucial. As for methods, strategic planning will become more important in both the public and the private sectors.

(futures studies to clarify objectives)

ADVANCE \u503

Views on Futures Research Methodology, Roy Amara (Senior Research Fellow, Institute for the Future, Menlo Park CA), Futures, 23:6, July‑Aug 1991, 645‑649.

     When modern futures research originated in the 1960s, a primary focus was methodological. In the eyes of many, futures research was synonymous with Delphi, cross‑impact modeling, gaming, and simulation. These early methods have been refined, and in some instances superseded by more effective tools. Delphi is now far more seldom used since it has proved too expensive and blunt an instrument for many applications. For group processes, the generally preferred vehicle at IFF is the structured workshop. Cross‑impact has been superseded by “softer” qualitative descriptions of interactions or by far simpler spreadsheet models. On a macro level, the dominant trend has been away from methodological formalisms and doctrinaire approaches that suggest silver bullet solutions. The principal objectives of futures research are to help inform perceptions, alternatives, and choices about the future by: 1) the art of the possible (laying out paths of probabilities); 2) the science of the probable (examining the likelihood of particular paths); 3) the politics of the preferable (implementing particular paths). The tools of futures research can be improved significantly in the future by setting agendas (selecting what is most relevant), detecting structural changes, interleaving planning and implementing, and developing criteria for judging the quality of futures studies products. For the possible, the major quality criterion could be plausibility (general conformity with physical and behavioral principles, internal consistency). For the probable, the major criterion could be reproducibility. For the preferable, the criteria could be value explicitness and impact explicitness. But these criteria should not be applied in excessively rigid ways—as straitjackets rather than guidelines.

(trends in futures research)

ADVANCE \u504

Challenges to Planning and Strategy in the 1990s: Globalization and International Organization, Michael F. Oppenheimer (Executive VP, The Futures Group),  Vital Speeches of the Day, 59:5, 15 Dec 1992, 130‑134.

     An address at the National Defense University on a seeming paradigm shift in international relations. Likely international conditions of the 1990s include a continuing crisis of economic growth, increased political and economic turbulence, a post‑Cold War redirection of resources, a growing role for international organizations, and collectivization of crisis intervention. “Planners are now faced with a far wider range of plausible futures than they faced just ten years ago. An extremely wide‑angle lens is now essential if we are to encompass within our view the range of possibility for which we must plan. Indeed, this range is so vast that many of our traditional analytical and forecasting techniques must be called into question.” Our enthusiasm for forecasting should be further tempered by the likelihood that we are only at the very beginning of unraveling the pervasive effects of 40 years of the Cold War. To forecast trends would require that we surround those forecasts with bands of uncertainty which would be almost infinite. Rather, the emerging world makes scenarios a more powerful tool. They can open our eyes to new possibilities, help us to structure monitoring and intelligence gathering, and help to sharpen and inform the policy debate.

(growing need for scenario planning)

05

The Knowledge Base of Futures Studies (Special Issue). Edited by Richard A. Slaughter (Inst. of Education, U of Melbourne). Futures, 25:3, April 1993, 227‑374.

     Slaughter states that the knowledge base of futures studies is no more challenging, no less soundly based, than many other fields. “The futures field may or may not be a discipline in the narrow sense. What is incontrovertible is that it produces working knowledge and supports disciplined enquiry.” A viable model emerges from the layering of six core elements: 1) language, concepts, and metaphors (alternatives, options, sustainability); 2) theories, ideas, and images (evolution, progress, chaos, wise culture); 3) literature [a core of “about 200 key books” is mentioned but not explicated]; 4) organizations, networks, practitioners (WFS, WFSF, Club of Rome); 5) methodologies and tools (scanning, scenarios, Delphi, models); 6) social movements and innovations (peace, women, environment). Although the field may have fallen on hard times in some contexts, the times are ripe for a steady resurgence of futures work because it is important.

     Seven long essays reinforce this view of core elements. Sohail Inayatullah describes three frames of reference (the predictive, the interpretive, the critical), poses basic images of the future (growth, collapse, reversion to past, transformation), and lists 20 metaphors of time (generational, lifecycle, leisure, lunar/solar, geological, cosmic, etc). Martha J. Garrett outlines the steps of the futures project (clarifying purpose, hiring a team, building networks, etc) and the futures study (gathering information, determining key variables, constructing scenarios, selecting strategies, etc). Anthony J. N. Judge recalls some of the cognitive functions of metaphor and applies them to the future as “what” (leaps, jumps, good times, Gaia), “where” (forwards, the future in children), “which” (choice between alternatives), “when” (linear progress, cycles), “who” (the future as the returning Christ or Anti‑Christ, or as a leader such as Bill Clinton), “how” (chickens come home to roost, riding waves of change), and “why.” Richard Slaughter defines three core areas of activity in the futures field (futures research, futures studies, futures movements), and articulates 20 key concepts such as choices, sustainability, the metaproblem, cultural editing, re‑negotiating meanings, the foresight principle, limits to growth). Ian Miles considers the tenuous relationship of science fiction to futures studies, finding much SF unable to cast light upon the present. Hazel Henderson points to citizen movements as social early warning systems that prefigure trends, noting that they have emerged as major actors leading the worldwide search for global ethics and survival‑enhancing cultural DNA codes. Rolf Homann and Peter H. Moll survey the Western futures organizations (WFS, WFSF, Futuribles, and a few others), finding “a surprising lack of cooperation” and questioning the management of most.

    Ten mini‑essays on the futures studies knowledge base are also included. W. Basil McDermott points to the problems of generating new knowledge, such as revealing complexity and previously hidden problems. Michel Godet cautions against reducing anticipation to scenario building. Yehezkel Dror views most futures studies as a messy mix of superficial and fashionable normative preferences, along with predictive outlooks that lack deep grounding. Eleonora Barbieri Masini applauds the role of women in building alternative futures. Samar Ihsan asserts that empowering women ensures the success of democracy and the progress of society. Magda Cordell McHale cautions against cultural arrogance. Allen Tough urges more integrative and big picture thinking. Igor Bestushev‑Lada considers how “barracks socialism” in Russia and elsewhere can be transformed from a pathological situation to a normal one. Donald N. Michael reminds us that futures studies are epistemologically groundless, and that they reflect a Western cultural bias. Lester W. Milbrath asserts that we have no other choice but to learn our way to a sustainable society. Concludes with an annotated bibliography of selected non‑US sources from Europe, India, South Asia, the Pacific Basin, and Britain.

(futures studies knowledge base)

06

Futures Concepts and Powerful Ideas. Richard A. Slaughter (School of Education, U of Melbourne). Kew, Victoria 3101 Aust: Futures Study Centre (62 Disraeli St), Nov 1991/186p(8x12()/$A40.00 (US$45.00). 

     A “resource pack...for anyone wishing to understand or utilize some of the conceptual riches of the futures field.” Brief sections are devoted to such Basic Concepts as models of futures work (exploration, alternatives, options, choices), the futures field (encompassing futures research, future studies, and various futures movements), prediction vs. forecasts vs. foresight, past vs. present vs. future, Elise Boulding's “200 year present,” sustainability, and creativity. Powerful Ideas include critical futures study, aspects of the metaproblem (dominance of instrumental rationality, desacralization of nature, reductionism, powerful technologies linked with inadequate worldviews), cultural editing and the need to reconstruct our worldview, the transformative cycle of social and cultural change, renegotiated meanings, the foresight principle, time capsules, futures in education (“education for whole persons needs a futures dimension”), social learning and social innovations, new kinds of growth, human futures beyond earth, nanotechnology, maps of knowledge, the hierarchy of knowledge (ranging from data and information to knowledge and wisdom), why futures are essential, and an agenda for the 21st century (repairing the damage, creating sustainable economies, releasing human potential, creating institutions and processes of foresight, finding new purposes and meanings, and reinventing culture). About half of this “resource pack” is devoted to large‑type summations of key points designed to be displayed using overhead projectors.

(futures resource pack)
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Recovering the Future. Richard A. Slaughter (Centre for Applied Research on the Future, U of Melbourne). Clayton, Victoria, Australia: Monash U, Graduate School of Environmental Science, 1988/189p.

     Collected essays representing “a series of explorations within the field of Critical Futures Study.” The future can no longer simply be assumed, and has become problematic. Although life has always been uncertain, our particular time is characterized by a breakdown and loss of certainty which is qualitatively different from previous historical experience, e.g. emergence of global problems, technology-led insults, and 5 billion people alive on planet Earth. The result is a collective loss of confidence and vision—an inability to see the future in any other than disastrous terms. If we cannot envision substantially improved future states of affairs, the present becomes that much harder to bear. It is only by “taking issue with the way things are” that we can begin to see how they could be different. By recovering our individual sense of the future, we might recreate what has for too long been missing from our public life: a quality of participating consciousness in space and time.

     Specific topics include the ten central themes of futures study (alternative futures, possible/probable/preferable futures, the present as unique, the necessity of human control over change, etc.), the optimistic American mindset, reassessing the “standard view” of science, analyzing ideologies and interests in the futures literature, the transformative cycle as a tool for illuminating change, optimism and pessimism, technology and the future in children's media (whereby children learn to fear the future because it is represented to them in disruptive and incoherent ways), roots of the nuclear threat, empowerment and vision in the extended present, speculative fiction as being identified with a set of obsolete images and purposed (“post-galactic sf” could and should express a higher vision that is not subordinated to escapism), cultural reconstruction in the post-modern world, a rationale for futures in education, a model futures curriculum, and futures study in higher education. [NOTE: Wide-ranging and thoughtful.]

(Critical Futures Study)
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Reclaiming the Future: A Manual on Futures Studies for African Planners. World Futures Studies Federation et al. Published for the United Nations Development Programme. London UK and Riverton NJ (PO Box C-166), Tycooly International, Dec 1986/197p/$42.00pb.

     A project of WFSF, Association Internationale Futuribles, and Association Mondiale de Prospective Sociale, involving 16 futurists of 12 nationalities (including 7 African nations) in preparing a manual to assist African planners to consider long-term trends and to choose desirable futures among possible ones. Chapters discuss Africa's need for futures studies (mainly by Mahdi Elmandjra), three views of African futures (by children, peasants, and politicians), futures studies concepts  (mainly by Eleonora Masini), methodologies in futures studies (mainly by Sam Cole, who covers models, scenarios, surprises, etc.), scenario analysis (mainly by Ian Miles, who covers “recent” scenarios of the 1979-83 period such as the Interfutures project, Herman Kahn's “Next 200 Years,” the 1980 Lagos Plan of Action), and futures studies and policy making (mainly by Philip H. Bowers). [NOTE: Although aimed at African planners, this manual can be of some use to other planners. Regrettably, though, it suffers from a five-year lag in preparation and distribution: the latest citation is 1983, so the scenarios may be outdated.]

(futures studies for LDC planners)
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Future Scan and Anticipatory Management. Satish C. Seth (Ministry of Science and Technology, New Delhi). New Delhi 110 001: Centre for Anticipatory Management (P.O. Box 3035), Jan 1989ADVANCE \r0/ADVANCE \r072p(8x11()ADVANCE \r0/ADVANCE \r0Rs200; Rs160pb; $US30.00.

     A leading Indian futurist and author of India: The Next 7000 Days (New Delhi: Wiley Eastern, 1986) asserts that any intelligent understanding of India's future must take into account population growth (from 800 million in 1988 to over 1 billion by 2000), poverty (40% of the population living below a bare minimum), uneven development of different states, Indian value plurality, and technological plurality. Old ideas have exhausted their utility, and India must generate a new enthusiasm and a future-oriented culture by formally introducing  teaching about Future in schools, colleges and universities. Chapters discuss Future and its alphabets (varying perceptions of time, cultural attitudes toward change, “strategic normative envisionment”), the spatial view of Future and allied considerations (command of resources, numbers, and needs, happiness scale) the ABC of Future Scan (all managers need to acquire a genuine concern to anticipate Future, for which they need a group of forecasters, programmers, and scanners), cybernetic management of rural futures (with marginal change and optimal change scenarios), rebuilding bureaucracy by training bureaucrats for the 21st century, the atomic age and the future of man (including an 11-item global threat inventory), the unfinished tasks of futures consciousness, a draft syllabus of futures studies to be introduced into the Indian higher education system, and the current status of futures studies in India. [NOTE: Much good material here, including a score of charts summarizing why we study Future, methods for future scanning, future threats and opportunities in Indian society, strategic planning and corporate goal setting, etc.]

(future studies in India)
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From Anticipation to Action: A Handbook of Strategic Prospective. Michel Godet (Prof of Strategic Prospective, Conservatoire National des Arts et Métiers, Paris). Trans. by Clare Degenhardt. Foreword by Joseph F. Coates. Paris: UNESCO, n.d. (May 1993?)/277p/pb.

     Author of Scenarios and Strategic Management (Butterworths, 1987) offers a manual of prospective strategy: “simple, operational tools for the conspirator of the future, which potentially means all of us.” Chapters discuss schools of prospective (post‑industrial, neo‑Malthusian, long waves, bifurcation and chaos theory), schools of strategy (heuristic approach, the rationalists), principles of anticipation and prospective thinking (which have “nothing to do with the determinism of Futurology or Forecasting”), the scenarios method, structural analysis and the MICMAC method (a Gallic version of the cross‑impact matrix developed by Godet in 1973), the MACTOR method (Matrix of Alliances and Conflicts: Tactics, Objectives, and Recommendations), reducing uncertainty by expert consensus methods, identifying and evaluating strategic options, integrating scenarios and strategy, devising a company plan and shared vision (and pitfalls in doing so, such as lack of real content, avoiding necessary structural change, etc.), and 11 likely trends: South‑North and East‑West migration, environmental threats, a lawless international environment, slow and irregular growth, energy price rises, the flood of new technologies, deregulation, global competition, rise of service industries, welfare state crisis, and a growing part of the population excluded from the job market. [NOTE: Far‑ranging and lively.]

(strategic prospective handbook)
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Futures Studies: A Tool‑Box for Problem Solving. Michel Godet (Prof of Industrial Prospective, CNAM, Paris). Paris: UNESCO Bureau of Studies and Programming, “Future‑Oriented Studies” Programme), June 1991/83pADVANCE \r0/ADVANCE \r0US$50.00 from GERPA Prospective, 26 rue Montmartre, 75001 Paris. (Also in French and Spanish.)

     Provides a “tool‑box” inventory of available methods, listed according to the type of problem under study: 1) asking the right questions: scenarios, prospective workshops for groups who wish to think about possible and/or desirable changes [ALSO SEE: Future Workshops by Robert Jungk; FS Annual 1988‑89 #9544], structural analysis (MICMAC); 2) understanding the past and actors' strategies: the MACTOR method to resolve conflicts between groups; 3) scanning the field of possible futures: morphological analysis (Morphol), the Delphi method to identify convergence of opinions, the Regnier Abacus that provides a color decision scale for group opinion, the cross‑impact matrix (SMIC); 4) evaluation and choice of strategic options: relevance trees, and the Multipol method to take account of multiple criteria in decision‑making. Advantages and limitations of each method are described. [NOTE: Literature scanning and associated learning, the essential method promulgated by FS, is not mentioned in this brief technical guide to la prospective. Software for MICMAC, Morphol, SMIC, and Multipol are available from GERPA at hefty prices ranging from $1000 to $1850.]

(ten futures studies methods)
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Scenarios and Strategic Management. Michel Godet (Professor, Conservatoire National des Arts et Métiers, Paris). Preface by H. Igor Ansoff. London and Stoneham MA: Butterworths, 1987/210p/$59.95. (Originally published as Prospective et Planification Stratégique, by Economica Press, Paris, 1985.)

     Both futures studies and strategic management are in favor today within most forward-thinking organizations, but these two complementary movements have grown in ways which were logically separate. This book seeks to show that there are powerful synergies between the two approaches, since all types of strategic planning and goal-setting presuppose a prior exploration of possible, probable, and desirable futures.

     The frequent errors which occur in forecasting, and the noticeable absence of forecasts of crisis events, bear witness to the crisis within forecasting itself. Causes of errors include inaccurate data coupled with ADVANCE \l0unstable models, ADVANCE \l0lack of a global and qualitative approach, and explanation of the future in terms of the past. The future must be studied with a view to illuminating the present, which is the basic idea that inspires futures thinking, or la prospective. “La prospective is neither forecasting nor futurology, but a mode of thinking for action and against fatalism, which supplies a key to understanding and explaining crises. In a world characterized by uncertainty and by the risk of trends being disrupted, intellectual investment in undertaking la prospective is more necessary than ever.”

     Chapters cover a critique of forecasting, pluralism and complementarity, the scenarios method, identifying key variables with the MICMAC method (Matrices d'Impacts Croisés, a Gallic version of the cross-impact matrix developed by Godet in 1973), analysis of past and future plans (showing why the first oil crisis was predictable), expert consensus methods to reduce uncertainty, the SMIC method (French acronym for Cross Impact Systems and Matrices), principal concepts of strategic management, internal auditing and external assessment, the choice of strategic options, reappraising strategic planning (“The main focus of planning is not the plan, but the process of reflection and concentration which leads to it”), the secrets of excellence (citing Peters and Waterman), and three methodological recommendations to avoid errors of diagnosis: 1) ask the right questions—do not hesitate to think against the grain; 2) the key to success in seeking excellence is as likely to be found in the human factor as in the technological and financial factors; 3) consider methodologies not as ends in themselves but as tools to stimulate thought and communications.

(la prospective as thinking for action)
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Histoire des Futurs: les figures de l'avenir de Saint Augustin au XXIe siecle. Bernard Cazes (Head, Long Term Planning Unit, Commissariat General du Plan, Paris). Editions Seghers, 1986/475p. (French language only).

     The 20th century has spawned systematic investigations to penetrate the future and to guard against its uncertainties. But it did not invent the notion of rational anticipation and long-term projections of societal trends. A taxonomy of futures research is developed according to the purpose of the forecast (edifying to the reader or assisting in decision making), the nature of the postulated change (continuous vs. discontinuous)., and the presence or absence of “progress” in the future under consideration. By using these categories, a limited number of patterns are perceived in projecting the future: social evolutionism, cyclical patterns, managed progress (the future as the result of directed human action), backward progress (discarding established patterns of civilization), and decadence (the future as increasingly worse than the present). While these categories of thinking still hold today, two new phenomena emerged after WWII: institutionalized futures thinking in both public and private sectors, and increasing professionalism in futures thinking.

(history of futures thinking)
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The Future: Trends into the Twenty‑First Century. Edited by Joseph F. Coates and Jennifer Jarratt (Coates & Jarratt Inc, Washington). THE ANNALS of The American Academy of Political and Social Science (Sage Publications), Vol 522, July 1992/1‑151/$25.00;$15.95pb.

     A “showcase for professional futurists,” sampling topics that have received substantial attention from futurists, and demonstrating the richness of approaches in futures studies. In the initial essay, Exploring the Future: A 200‑Year Record of Expanding Competence, Coates and Jarratt provide their usual lists: 1) six streams of development in the study of the future (science/technology, military interests, business, sociology, history, and the literary tradition); 2) a typology of futurists according to audience (those who pursue a specialized interest in an organization, those creating a scholarly literature, those addressing the general public); 3) implicitly shared beliefs of futurists (there is no single future, we can identify alternative futures, we can influence the future and have a moral obligation to do so); 4) how to explore the future: identify key elements of the system being studied, identify forces driving toward change or maintaining stability, assess the force and direction of these trends, develop alternative futures that include preferable visions, consider low‑probability “wild cards,” identify appropriate actions; 5) the benefits of a good futures study (reveals and tests assumptions, widens the scope of thinking about the future, enables interpretation of events and developments); 6) why forecasts fail (mechanical extrapolation of trends, unexamined assumptions, limited expertise, lack of imagination); 7) four global trends that will become more critical in the next two decades (status of women, international relations, population growth, impact of infotech); 8) four critical US issues in the next two decades (growing crisis in governance and leadership, declining quality of education, forces for a more diverse population, lack of a mechanism to define long‑term collective objectives). [NOTE: To put this article in perspective, one must ask whether the boastful “200‑Year Record of Expanding Competence” has grown at a rate sufficient to match the expanding complexity of problems. We have assuredly grown more literate, yet functional literacy in the new era is decreasing.]

     Two other essays in this issue also focus on methods. In The Methods of Futures Research, Theodore J. Gordon describes the Delphi technique, time series analysis, modeling, probabilistic techniques such as cross‑impact analysis, and nonlinear techniques. In contrast, The Good‑Books Imperative: Keeping Up in Futures Studies, by Michael Marien, extols reading as perhaps the most important (but often neglected) method, and recommends over 100 good current books in five categories: environmental issues and sustainability, global issues, US domestic issues, technology, and methods to shape the future. Other contributors include Pat Choate on US‑Japanese trade, Vary T. Coates on infotech, Richard D. Lamm on the environment, Jan M. Grell and Gary Gappert on governance, Michel Godet on Europtimism, Ian Miles on the changing sexual division of labor, Christopher J. Dede on education, Walter A. Hahn on scenarios of aging America, and Jonathan Peck and Clement Bezold on health care and AIDS.

(futures studies overview/sampler)
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The Futures Research Directory: Individuals 1991‑92. World Future Society (Patricia M. Johnson, editor). Bethesda MD: World Future Society, Jan 1991/248p/$29.95pb ($26.95 for WFS members; free with WFS Comprehensive Professional Membership).

     A listing of 1,172 individuals involved in futures studies (broadly defined), updating the 1987 edition listing 773 individuals. Each entry provides the following points of information: address, day and evening phone number, date and place of birth, formal education, recent employment, major publications, professional activities, and specialization. Listees include such notables as Roy Amara, Samir Amin, Isaac Asimov, Frank Barnaby, Gerald Barney, Warren Bennis, Igor Bestushev‑Lada, Lester Brown, Fritjof Capra, Marvin Cetron, Arthur C. Clarke, Herman Daly, John Diebold, Yehezkel Dror, Mahdi Elmandjra, Amitai Etzioni, Frank Feather, Ossip K. Flechtheim, Tom Forester, Andre Gunder Frank, Christopher Freeman, John Gardner, Martha J. Garrett, Katryn Gillwald, Heitor Gurgulino de Souza, Peter G. Hall, Hazel Henderson, Ronald Higgins, Ivan Illich, Nandini Joshi, Robert Jungk, Ilona Kickbusch, Alexander King, Richard Lamm, Ervin Laszlo, Spyros Makridakis, Pentti Malaska, Ray Marshall, Eleonora Masini, Norman Myers, John Naisbitt, Marc Nerfin, Saburo Okita, Russell Peterson, Peter Raven, Ziauddin Sardar, James Gustave Speth, Paul Streeten, Milton Terris, Jan Tinbergen, Eric Trist, Roberto Vacca, Murray Weidenbaum, Michael Young, etc.

     Geographical Index lists 361 non‑US names (31% of the total), including 166 in Europe, 88 in Canada, 42 in Asia, 28 in Oceana, 20 in the Middle East and Africa, and 17 in Latin America and the Caribbean. The US listings are categorized by state; California, with 129 names (11% of total; 16% of US total), is far ahead of all others. Women account for 126 listings, 11% of the total. Subject Index groups listees under such general categories as aging, artificial intelligence, business, computers, creativity, development, education, environment, finance, global issues, human resources, impact assessment, issues management, long‑range planning, peace and security, policy analysis, religion, sustainable futures, technology, trend analysis, urban issues, values, and women's issues.

     [NOTE: The essential “Who's Who of futures studies,” with a new, concise format allowing more information in less space. The expanded number of listings over the 1987 edition may reflect some growth of futures thinking, but is probably largely due to a greater effort to gather hard‑to‑acquire information. There are still many noteworthy individuals not listed here—especially outside of North America—because they are still unknown to the compilers, they cannot be precisely located, or they are too busy to respond. Please send in names and addresses of omitted but deserving people who ought to be in the next edition of this important and unique directory.]

(1991‑92 futurist directory)
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The Futures Research Directory: Organizations and Periodicals 1993‑94. Edited by Lane Jennings (WFS). Bethesda MD: World Future Society, June 1993/121p/$55.00pb ($39.50 for WFS members). A companion to the Individuals directory (above), listing 187 organizations and 124 periodicals. Less than a third of the organizations and less than one‑fifth of the periodicals were in WFS's last tally (The Future: A Guide to Information Sources; 1979).

     Organization listings include all or most of the following: address, phone and fax numbers, key staff members, staff size and/or number of members, annual budget, year founded, major funding sources, goals and special interests, current projects, special facilities, periodicals published, and recent books and reports. Some sample entries: Australia's Commission for the Future, The Basque Institute for Futures Studies, The Brookings Institution (250 staff), California Futures, Carrying Capacity Network, Center for a Sustainable Future (Rome), The Chinese Society for Futures Studies (5,200 members), Club of Rome, The Conference Board (200 staff), Paolo Soleri's Cosanti Foundation (120 staff), Fritjof Capra's Elmwood Institute (1,400 members), The Heritage Foundation (145 staff), Institute for Futures Studies (Copenhagen), Institute for World Economics in Kiel (320 staff), International Food Futurists (Chicago), International Futures Library/Robert Jungk Foundation (Salzburg), MIT Macro‑Engineering Research Group, MIT System Dynamics Group, New Zealand Futures Trust, OECD International Futures Programme, David Korten's People‑Centered Development Forum, The Philippine Futuristics Society (163 members), Policy Studies Institute in London (55 staff), Polish Academy of Sciences Committee for Futures Studies, Pro Mundo (Buenos Aires), Russia's Open University Futures Research Center (Igor V. Bestushev‑Lada, Director), Sustainability Ltd. in London (John Elkington, Director), Swiss Society for Futures Research (630 members), Third World Forum in Dakar, the UNU in Tokyo, The Urban Institute in Washington (250 staff), US Congress Office of Technology Assessment (140 staff), World Business Academy, and World Game Institute in Philadelphia (32 staff).

     Periodical listings include all or most of the following: address, editor, year founded, subscription rates, frequency, circulation, pages per issue, audience, and special concerns. Some examples: American Demographics, Ecological Economics, The Ecologist, Ekistics, Future and Development in China (20,000 bi‑monthly circulation), Future Generations Journal in Malta, Future of Korea and the World (4,000 circulation), In Context (8,000 circulation), Information for the Future in Copenhagen (1,900 circulation), Mutantia in Buenos Aires (5,000 circulation), New Perspectives Quarterly (25,000 circulation), OMNI (900,000 circulation), Pro Zukunft (or Pro Future, the German‑language Future Survey with 1,600 circulation), Science and Technology in Japan, Social Alternatives in Australia (4,000 circulation), MIT's Technology Review (93,000 circulation), and Whole Earth Review (25,000 circulation). [NOTE: An indispensable welcome to the wide world of general and specialized futures studies—much wider than perhaps anyone has imagined. And it is even wider if one considers the several hundred organizations and periodicals that did not respond to requests for information!]

(futures organizationsADVANCE \r0/ADVANCE \r0periodicals)
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On Alternative Ways of Studying the Future: International Institutions, An Annotated Bibliography and a Norwegian Case. Kjell Dahle (Head of Planning, Alternative Future Project, Oslo). Foreword by Johan Galtung. N‑0182 Oslo 1: Prosjekt Alternativ Framtid (Hausmannsgate 27), April 1991/187p.

     The Nordic Alternative Future Project arose at the end of the 1970s, and seeks to arouse the widest possible interest in the development of society according to alternative guidelines, through active democratic choice. The unique feature of the project is that it is state‑funded, with the explicit aim of shaping value‑based alternatives to current policies and societal arrangements. After a 30‑page introduction to the Project, sketches are provided of 73 futures studies institutions such as Applied Futures in London, Centre for Our Common Future in Geneva, the Club of Rome, Australia's Commission for the Future, Environmental Liaison Centre International in Nairobi, the Soviet Foundation for Social Invention in Moscow, Futuribles International in Paris, the Gamma Institute in Montreal, Institute for Noetic Sciences in California, the Inter‑national Futures Library in Salzburg, The New Economics Foundation in London, the Science Policy Research Unit (U of Sussex), the UNESCO Future‑Oriented Studies Program, UNU in Tokyo, WFS, and WFSF. The second half of the book provides an annotated bibliography of nearly 300 items in future studies (about one‑third of Scandinavian origin), in the following categories: introductions to futures studies, scenarios, utopian thought, processes of change, societal development, environment and resources, new economics, project evaluation, and periodicals. 

(Nordic guide to futures studies)
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Suomalainen Tulevaisuudentutkimus 1990ADVANCE \r1‑ADVANCE \r1luvella (Finnish Futures Research in the 1990s). Edited by Sirkka Heinonen (Senior Research Scientist, Technical Research Center of Finland, Espoo) and Iiris Hämäläinen (Secretary General, Finnish Society for Futures Studies). Helsinki 00101: Vapk‑Kustannus (Postimyynti PL 516) June 1992/222p. 

     A research directory describing over 200 Finnish projects (completed, ongoing, or planned). Titles are in Finnish and English; abstracts and keywords are in Finnish (a few are also in English). Introductory analysis, subject index, and researcher information (including address, phone, and fax) are in Finnish only. Some sample topics: climate models and scenarios, the role of lawyers in future society, alternative paths of rural development, educational system alternatives, information society and social policy, forecasting in chaotic systems, telecottages and distance work, pollution abatement and macroeconomics, the future of paper in the information society, new energy production methods and systems, reuse of industrial buildings, scenarios in strategic management, nature‑oriented technology (by Pentti Malaska, Secretary‑General of the World Futures Studies Federation), methodological development of futures research (by Mika Mannermaa), Espoo 2025 scenarios, sports scenarios in 2025, Northern Finland building construction in 2000, construction 2010, child 2012, health 2000, multidimensional health, and future of work. The directory is based on a future studies data base (FUTUROSKOOPPI or FUTURESCOPE) developed by Heinonen, the former Secretary‑General of FSFS. [NOTE: Futures studies is quite active in Finland, in part due to the leadership of Pentti Malaska. The WFSF will hold its XIII World Conference in Turku, Finland, August 23‑27, 1993.] 

(Finnish futures)
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Principles of Forecasting: A Handbook for Researchers and Practitioners, edited by Professor J. Scott Armstrong (Wharton School at the University of Pennsylvania). Dordrecht, Netherlands: Kluwer Academic Publishers, 2001/30 chapters/$190.00

This tends to be more oriented to quantitive shorter range forecasting, rather than qualitative alternative futures research; however, there are sections on judgmental methods, such as Delphi, role-playing, and intentions studies as well. The quantitative methods include econometric methods, expert systems, and extrapolation. Some methods, such as conjoint analysis, analogies, and rule-based forecasting, integrate quantitative and judgmental procedures. In each area, the authors identify what is known in the form of "if-then principles," and they summarize evidence on these principles. 40 leading experts in forecasting made contributions. The book includes an extensive forecasting dictionary. A central value of the book is the attempt to present principles of forecasting as well as the methods. 

Handbook of Futures Research. Edited by Jib Fowles (Chairman, Studies of the Future Program, U of Houston-Clear Lake City). Westport, CT: Greenwood Press, 1978/833p/$39.95.

     Seeks “to bring together significant state-of-the-art scholarship on the whole range of futures studies,” with 41 contributions in five parts: 1) The Growth of Futures Research: essays by John McHale, Eleonora Masini, and Yujiro Hayashi; 2) The Difficulties of Futures Research: Roy Amara on thinking about the future, Ida Hoos on the weaknesses of the data base, Ian Miles on the ideologies of futurists, Richard Henschel on self-altering predictions, Jib Fowles on the problem of values; 3) The Procedures of Futures Research: Jay Mendell on intuition, Dennis Livingston on science fiction, Bettina J. Huber on images of the future, Ian Wilson on scenarios, Kim Quaile Hill on trend extrapolation, Harold A. Linstone on the Delphi technique, John G. Stover and Theodore J. Gordon on cross-impact analysis, Joseph P. Martino on technological forecasting, Joseph F. Coates on technology assessment, Denis F. Johnston on social indicators, Richard D. Duke on simulation gaming; 4) Substantive Areas for Futures Research: Herman Kahn and William M. Brown on the optimistic outlook, Victor Ferkiss on the pessimistic outlook, Daniel Bell on the post-industrial economy, Hazel Henderson on the emerging counter-economy, Lester R. Brown on food prospects, and others on population growth, energy, cities, communications, technology, the political process, education, biomedical issues, and global futures; 5) The Challenges for Futures Research: Olaf Helmer on research tasks, Frank Snowdon Hopkins on the planning mission, Willis W. Harman and Peter Schwartz hoping that futures research will become more utility-oriented, participative, holistic and normative. [NOTE: Still considered by some to be a classic. The index is poorly done and the appendices listing further information are very skimpy. And many major topics are ignored, including war and peace issues, economic issues, environmental issues, crime and justice, families and the individual, human rights, Third World development, etc.]

(futures research handbook)
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Methods in Futures Studies: Problems and Applications. Brita Schwartz (Swedish Research Institute for National Defense), Uno Svedin, and Björn Wittrock (both U of Stockholm). Boulder CO: Westview, Feb 1982/175p/$16.00pb.

     It is impossible to specify unique “solutions” to the methodological problems of futures studies, but some guidelines can be established. The usefulness and viability of any methods will depend crucially on the organizational and policy-making framework in which any project is embedded, as well as the objectives that the futures study is intended to serve. The authors summarize the dimensions of futures studies, and illustrate in detail the ways in which different methods have interacted in some real-world projects at the national level of policy-making in Sweden. Chapters consider characteristics and problems of futures studies, methods (Delphi, trend extrapolation, scenario writing, mathematical models), Swedish experiences in futures studies (regarding energy and society, resources and raw materials, and future transportation), problems and experiences (the role of futures studies, futures studies and decision-making, problem formulation and synthesis, criteria for scenarios and models, values), and the legitimacy of futures studies (intellectual, policy-related, and societal). [NOTE: An excellent, simply-written introduction to futures thinking broadly viewed.]

(futures studies introduction)
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Forecasting: A New Agenda (Special 20th Anniversary Issue). Edited by Harold A. Linstone (Portland State U; Editor, TF&SC). Technological Forecasting and Social Change, 36:1‑2, August 1989/224p.

     Following Linstone's introduction (emphasizing three particularly promising areas of current activity: new insights on complex systems, multiple perspectives, and “what if” rather than predication as a basis for planning), 21 articles are assembled: Joseph F. Coates on 20 years of progress in forecasting and planning (regarding advance announcement of specific events, offering aids to decision‑making, offering direction for action, and dealing with complexity); Theodore J. Gordon on growing respectability of thinking about the future and new tools of the trade (forecasting through judgment, modeling, and simulation); Marvin Adelson on the role of the futurist (influencing dialogue, dispelling misconceptions, interpreting present patterns, articulating aspirations and alternatives, reframing issues, enhancing risk appreciation); Olaf Helmer on needed directions for futures research (psychological laboratory research to improve efficacy of expert opinion‑gathering, Delphi modifications such as computerized “D‑nets,” an on‑going systematic effort to identify low‑probability events); Roy Amara on what has been learned about futures methods (“the clearest winner in the methodological sweepstakes has been the scenario,” in keeping with the trend toward less formalism); Robert U. Ayres on deficiencies in technology forecasting and bottlenecks holding up economic growth (information overload, linguistic babble, excessively complex systems, and dependence on fossil fuels); W. H. Clive Simmonds on using a “full‑cycle approach” to track analysis of a futures problem and sense where a whole system should be going.

     Ian I. Mitroff wonders if we are “slip, sliding away” despite the proliferation of models and findings in the past 20 years, and describes four scenarios for the US economy (growing prosperity without substantial change, prosperity with adjustment, slow recovery after substantial pain, and catastrophic decline); Donald N. Michael views our society as increasingly incoherent, and worries that pressures for short‑term responses to critical issues will dominate social action (and that we lack the norms and processes for appropriate governance); Yehezkel Dror confesses that presently available forecasting and policy analysis methods are as a whole very inadequate and often misleading, and offers 22 advanced policy reasoning ideas (macro‑policy as a main focus, long‑range and dynamic situation estimates as the main bases, thinking‑in‑history as a main mode, concentration on critical choices and breakthrough opportunities, fruitful interfaces with utopian and critical policy contemplation, etc).

     Other articles include William Ascher on limits of expert systems for political‑economic forecasting; Harold A. Linstone on infotech impacts to democracy; Edward Wenk Jr on the politics of technology and technology‑related policy issues; M. Nawaz Sharif on technological leapfrogging and developing countries; and Hyung Sup Choi on transition from technology imitation to creation in Korea. [NOTE: Far from a coherent “agenda,” but still an excellent collection of state‑of‑the‑art essays by leading futurists.] 

(leading futurists on futures methods)
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Forecasting, Planning, and Strategy for the 21stCentury. Spyros G. Makridakis (Research Professor, INSEAD, Fontainebleau, France). NY: The Free Press, May 1990/293p/$29.95. (Brief version in Long RangePlanning, April 1989.)

     Managers make many decisions each day, and the great majority of them refer to future events. Facing up to the future and the uncertainty that surrounds it, in an intelligent and pragmatic way, is a critical necessity for today's manager. It requires accurate forecasting, effective planning, appropriate strategies, a great deal of creative thinking, an effective organization, and considerable implementation skills. Eight tasks are required to improve future‑oriented decision‑making: 1) understand the limitations of managerial theories and mistakes made in the past (a 4‑page chart lists 33 major theories such as the systems approach, S‑curves, searching for excellence, Theory Z, managing chaos); “the single most important task currently being neglected in management is learning” (general mistakes include fashionable theories, oversimplified theories, poor assumptions); 2) be aware of the biases and limitations of our judgment (a 2‑page chart outlines 11 common biases such as failure to change one's mind, overvaluing recent events, illusory correlations, wishful thinking, selective perception, and underestimating uncertainty); 3) acquire knowledge of the forces that shape the future and their predictability (discusses six factors affecting forecast accuracy, trends vs. cycles, short‑term vs. long‑term, major innovations and breakthroughs in history); 4) comprehend the advantages and limitations of planning (six planning elements are discussed); 5) uncertainty must be understood and taken into account in all future‑oriented decisions (the scenario approach can increase sensitivity to unlikely events); 6) develop more realistic and effective approaches for formulating strategies, both competitive and noncompetitive (the latter include a drive toward excellence, adaptation, promoting creativity); 7) constantly seek creative ways to generate ideas and solve problems (includes a chart of 23 successful practices of companies producing above average creative output, e.g., devote at least 10% of sales to R&D, give annual prizes, choose an idea or product champion); 8) understand the factors that contribute to success and failure (chapters are devoted to each). Factors that contribute to failure include natural processes, organizational arteriosclerosis, the dazzle of new technology, taking unwise risks, overextending resources, overoptimism, ignoring the competition, preoccupation with the short‑term, and belief in quick fixes. Elements of success include the right mix or resources at the right place and time, considerable and continuous effort, and new ideas that open new markets. [NOTE: An interesting and useful hodge‑podge of advice to business managers, perhaps valuable to other managers too. Excellent consideration of biases, uncertainty, success and failure, and difficulties and paradoxes. Weak on population/resource/environment aspects of the long‑term future (the recurring “environmental blind spot” that afflicts many in the corporate culture).]

(improving future‑oriented decisions)
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The Handbook of Forecasting: A Manager's Guide. Edited by Spyros Makridakis (INSEAD, Fontainebleau, France) and Steven C. Wheelwright (Graduate School of Business, Stanford U). NY: Wiley-Interscience, May 1982/602p/$49.95.

     The 33 essays are arranged in four parts: 1) Role and Application of Forecasting in Organizations: sales forecasting requirements, requirements for operations planning and control, capacity planning, financial forecasting issues, forecasting in strategic planning, procedures in forecasting. 2) Approaches to Forecasting: smoothing methods for short-term planning, ARIMA models for time series forecasting, decomposition methods for medium-term planning and budgeting, higher order smoothing methods, econometric methods, judgmental and Bayesian forecasting, monitoring and adjusting forecasts, integrating medium- and long-term forecasting. 3) Forecasting Challenges: environmental change, life-cycle forecasting, forecasting recessions, an eclectic approach to forecasting macroeconomic variables, country political risk, energy forecasting, anticipatory analysis for new entry strategies, forecasting for industrial products and for service products, why long-term forecasts will probably be wrong, evaluation of forecasts, selecting and using external data sources and forecasting services. 4) Managing the Forecasting Function: deciding what to forecast, integrating forecasting and decision-making, organizational and behavioral aspects of forecasting, the forecasting audit, and pitfalls in forecasting. In a final summation on the future of forecasting, the editors foresee an increasingly important role for forecasting, but it will not become easier or necessarily more accurate. Business forecasting will have to be enlarged to include political forecasting, energy forecasting, technological forecasting, and related fields. Developing procedures to incorporate these other aspects into planning will be essential. Above all, planners and decision-makers will have to understand that forecasting cannot eliminate uncertainty. Concludes with a glossary of about 250 forecasting terms.

(forecasting for business)
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Forecasting and Management of Technology. Alan L. Porter (Georgia Inst of Technology), A. Thomas Roper (Rose‑Hulman Inst of Tech), Thomas W. Mason (R‑HIT), Frederick A. Rossini (George Mason U), and Jerry Banks (GIT). NY: Wiley‑Interscience, 1991/448p/$64.95. 

     A basic textbook on technology forecasting and assessment for business and engineering students, aiming to be an “ex‑rated book” (with explicit cases, many exhibits, and exercises at the end of each chapter). Part 1: Overview and Principles: technology as a key to national competitive advantage, theories of social change (evolutionary, cyclic, functionalist theories that see return to equilibrium states, class conflict theory, critical social theory), sociotechnical change, processes of innovation, technology planning methods, managing the forecasting project; Part 2: Technology Forecasting Methods: forecasting strategies, stimulating individual and group creativity, monitoring/scanning, quantitative trend extrapolation, S‑curves, expert opinion and the Delphi technique, simulation, cross‑impact analysis, system dynamics, scenarios, economic forecasting and analysis; Part 3: Assessing Technological Change: general issues in impact identification and assessment, analyzing impacts (on technology, organizations, society, culture, politics, environment, health), benefit/cost and risk analysis, measures to evaluate technologies, visions of the future to manage the present. Appendices provide a bibliography of about 400 items, and the Technology Forecasting TOOLKIT on a 5¼( floppy disk (a set of computer‑based tools to support many of the methods presented in the text).

(technology forecastingADVANCE \r0/ADVANCE \r0assessment textbook)

ADVANCE \u525

Technological Forecasting for Decision Making. Third Edition. Joseph P. Martino (Senior Research Scientist, U of Dayton Research Institute). NY: McGraw‑Hill, Jan 1993/462p/$64.95 (includes software). 

     Since the first edition (Elsevier, 1972) and the second edition (North‑Holland/Elsevier, 1983), “there have been significant advances in the art of technological forecasting. These include refinements and improvements of older techniques, as well as some completely new techniques.” [NOTE: Essentially the same statement made in the Preface to the Second Edition, FS Annual 1983 #5498.]  Chapters cover the Delphi procedure, forecasting by analogy with some earlier technology, growth curves, trend extrapolation, measures of technology, correlation methods, causal models, probabilistic methods [NOTE: the only all‑new chapter], environmental monitoring for breakthroughs, combining forecasts, normative methods, planning and decision‑making, tech forecasting for R&D, tech forecasting in business decisions and government planning, technology assessment, common forecasting mistakes (overoptimistic and overpessimistic estimates, ignoring developments in other fields and countries, changes in values or politics, vested interests, etc.), evaluating forecasts as decision information, and presenting the forecast. [NOTE: The chapter outline remains virtually the same as in 1983, and most of the references and examples are pre‑1983. ALSO SEE: Forecasting and Management of Technology by PorterADVANCE \r0/ADVANCE \r0RoperADVANCE \r0/RossiniADVANCE \r0/ADVANCE \r0Banks (above), another basic textbook which is as good or better.]

(tech forecasting textbook)

ADVANCE \u526

The Heavens Are Falling: The Scientific Prediction of Catastrophes in Our Time. Walter J. Karplus (Head, Computer Simulation Laboratory, UCLA). NY: Plenum Press, April 1992/320p/$24.95. 

     After introductory chapters on predicting by modeling and simulation, Karplus surveys the most hotly debated catastrophes that many scientists have predicted will imminently endanger the lives of many people worldwide. Each chapter looks at the theories, data, predictions, and related politics: 1) Ozone Layer Depletion: the threat is certainly here, but threats of overpopulation and AIDS are greater; 2) The Greenhouse Effect: we are definitely in an era of global warming, and buying “insurance” is a prudent course; 3) Nuclear Energy Radiation: a real danger, requiring careful monitoring of radiation levels worldwide; 4) Air Pollution and Acid Rain: the fight against air pollution in Los Angeles may in some ways serve as a model for global projects; progress can be made, but only at a very high cost; 5) AIDS: the epidemic is extracting the biggest toll at present, and “things will get a lot worse”; 6) Overpopulation: the oldest of the threats, and the fountainhead of most of the other catastrophes discussed here; “it would be unrealistic to project a world population under 12 billion by the year 2034”; 7) Economic Collapse: “catastrophe prediction based on economic models are almost completely devoid of credibility”; 8) Earthquakes: any prediction specifying an exact time, location, and magnitude of “The Big One” should be rejected; buildings should be built to code, but there are better investments in public safety and health.

     Concludes that all of the catastrophes discussed are cause for great concern, and merit attention and coordinated efforts to keep them from happening or to minimize impacts. Governments should establish some agency to deal rationally with catastrophe management and to decide how resources should best be allocated. [NOTE: The title of this thoughtful, non‑technical introduction is overly flippant; Karplus is serious about these possible catastrophes, while offering many useful perspectives. ALSO SEE: The Futurist Poll: Future Fears (The Futurist, March‑April 1993, p49) which gives readers an opportunity to offer their opinions on nine major threats.] 

(catastrophe prediction)
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Strategic Planning and Forecasting: Political Risk and Economic Opportunity. William Ascher (Dept of Political Science, Johns Hopkins U) and William H. Overholt (VP, Bankers Trust). NY: Wiley-Interscience, Sept 1983/311p/$29.95.

     Forecasting must be studies not in isolation, but in the context of a policy-making process. An exclusive emphasis on formal methods, particularly on complex quantitative methods, will often prove self-defeating. The authors seek to do the following: 1) locate forecasting as one logical component of the decision-making or strategic planning process; 2) analyze the psychological and bureaucratic relationship between the forecaster and the decision-maker; 3) identify the properties of different analytic methods in the context of different purposes and organizational settings; 4) emphasize the importance of political assumptions in non-political forecasting; 5) show how to interrelate political and non-political factors; 6) offer an organizational approach to political forecasting that is systematic but non-quantitative; 7) recommend the use of systematic scenarios and an emphasis on forecasting as heuristics, rather than an excessive emphasis on predicting discrete outcomes; 8) describe how to present forecast results so as to ensure their maximum effective use. 

(forecasting in context)

C. Planning and Visioning
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Planning: Universal Process. Melville C. Branch (Prof of Planning, USC). NY: Praeger, Feb 1990/234p/$39.95.

     “Planning is an integral part of everyday life in the home, in personal, occupational, and cultural affairs, in business, military operations, and civil government.” Organized forethought is common and necessary, as the ordinary conduct of everyday affairs requires more and more planning. “Planning is the only hope of coping and surviving.” There are now several hundred US academic programs at the university level which provide graduate education in urban and regional planning, public administration, business management, and military staff support. Short courses and seminars in planning are offered as part of continuing education in other fields. This book explains planning as a fundamental and universal process: its historical roots, development over time, procedures, accomplishments, failures, and potential contributions. In looking toward the future, Branch discusses critical problems that planners must face (nuclear war threats, overpopulation, pollution, bureaucracy, addiction, education, vulnerability of systems), human limitations and capabilities, the political context, growing institutionalization, and realization of plans. Concludes that the one category of planning that has not been applied successfully in the US is comprehensive planning by Federal, state, and local government. The major analytical challenge in such planning is to take into account important components that cannot be accurately measured and meaningfully quantified.

(introduction to planning)
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Planning and Human Survival. Melville C. Branch (Distinguished Prof Emeritus of Planning, USC). NY: Praeger, June 1992/172p/$39.95. 

     Goes beyond Planning: Universal Process (Praeger, 1990; FS Annual 1992 #11522) to look at critical problems confronting human society, as well as human characteristics and societal features that affect planning. Projects of all kinds, large and small, require plans in some form. Discoveries in science and technology have vastly expanded capacities to successfully plan and construct projects of great size and technical complexity. As to be expected in such a fundamental and universal process, there have been failures as well as successes. But it is clear that people can plan and produce impressive accomplishments. It is also clear that human societies today are beset with problems so severe that they threaten the well‑being or even the survival of the human species. “The critical question today and for tomorrow is not whether humans have the mental ability to plan and shape their future to a degree, if not to the extent they would like. It is whether their instinctive drives and emotional reactions and preferences—far older and more basic than mental acuity—will enable people to respond to problems and needs as rationally as effective planning requires.” After discussing types and applications of planning, and advancing planning education and knowledge, Branch concludes that, as a universal process, planning will continue to be an integral part of human affairs, becoming more and more critical as man's activities become more interdependent. “Fewer and fewer decisions can be made without organized forethought based on thorough analysis.” Indeed, a high order of planning will be required for societies to function. All planning should be conducted comprehensively, since no important consideration should be overlooked. Comprehensive planning (or master planning or system planning) “seems so sensible one would presume it is practiced as a matter of course, but this is not the case.”

(planning as increasingly important)
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National 21st Century Studies: Model for an Effective Approach, Martha J. Garrett (European Coordinator, Institute for 21st Century Studies, Molndal, Sweden), Futures, 22:4, May 1990, 339‑354.

     The lead article in a Special Issue on National 21st Century Studies, edited by Garrett. Such studies are being carried out in most parts of the world today, and are gaining considerable attention. They differ in four important ways from most routine research done by planning agencies: 1) they examine many sectors; 2) they do so in an integrated way, focusing on connections; 3) they take a long‑term perspective; 4) they seek to identify national strategies. The Institute helps these study teams by assisting individuals in launching projects, training teams, suggesting organizations and consultants, assisting teams in publication, and organizing international meeting. Garrett goes on to describe sponsorship and funding, sectoral coverage (27 topics are suggested, although not all are necessary), methodologies, and purposes. Concludes that an effective 21st century study should have the following characteristics: it should be a team effort, sponsorship and funding should protect the team's intellectual freedom, multisectoral coverage should broadly cover key issues, and multiple methodologies should be used. A good study may be normative or non‑normative—pointing to one particular chosen future, or providing a map of alternative futures. [NOTE: The Institute for 21st Century Studies, headed by Gerald O. Barney, is at 1611 N. Kent St, Suite 610, Arlington VA 22209.] 

(model for effective 21st Century Studies)
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Some Advice to National 21st Century Study Teams: Three Questions to Consider, Martha J. Garrett (European Coordinator, Institute for 21st Century Studies, Molndal, Sweden), Futures Research Quarterly, 5:2, Summer 1989, 5‑24.

     National 21st century studies are important, and have the potential to influence the future of a country. But to fulfill that potential, they must be done well. Study teams

should address three questions. 1) Are we addressing the important issues? A team may sincerely intend to look at every important issue, but “paradigm blindness” is widespread because of shared values among team members, fear of controversy, and narrow disciplinary perspectives. 2) Are we keeping technical matters in perspective?  “21st century study teams have a tendency to get swamped in their data, lost among their methodologies, hypnotized by their models, and tied up in their computer tape.” Thinking matters more than technique in connecting sectors and designing alternative futures. Data do not make a study, and not every model is necessary or relevant. 3) Are we giving study logistics enough attention? Logistics include all the activities through which the study is organized, carried out, released, and put into effect by influencing policy decisions. Perhaps because these matters are very people‑oriented, many team leaders unfortunately consider them to be of secondary importance. Factors such as internal team dynamics and the effectiveness of supporting boards may in the end determine the study's actual impact. [NOTE: Important guidelines for any large futures project.]

(advice to 21st century study teams)
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Proceedings of the Second International Meeting on 21st Century Studies. Vol I: Global Studies. Edited by Gerald O. Barney and Martha J. Garrett (Institute for 21st Century Studies, 1611 N Kent St, Arlington VA 22209). Paris: UNESCO Bureau of Studies and Programming (7 place de Fontenoy), Major Programme I (World Problems and Future‑Oriented Studies), Oct 1989/259p.

     Proceedings of a Washington DC meeting on 21st century studies of various countries, held in conjunction with the World Future Society's Sixth General Assembly in July 1989. Martha J. Garrett offers sage advice to 21st century study teams on addressing the most important issues, giving study logistics enough attention, and keeping technical matters in perspective (good thinking matters more than technique, data do not make a study, not every model is necessary or relevant). Other papers discuss national strategic planning to meet the challenges of a turbulent world order, the GLOBUS model, global environmental change, the Human Dimensions of Global Change Programme (a complementary effort to the International Geosphere‑Biosphere Programme), the World Council of Churches invitation to engage in a conciliar process of mutual commitment (covenant) to justiceADVANCE \r0

ADVANCE \r0-peaceADVANCE \r0-integrity of creation, the Eco‑Justice Task Force of the Presbyterian Church (concerned with keeping and healing the creation), an economic scenario that shifts top priority from production growth to environmental preservation, and the LEAP method (Long‑range Energy Alternatives Planning) to foster integrated and on‑going energy planning.

     Three additional volumes report on specific national studies. Vol II‑America (164p): a system dynamics model for US energy policy planning, the Sustainable Society Project to explore a desirable 50‑year path for development in Canada (based on earlier notions of the Conserver Society), planning for the future in Costa Rica, the Costa Rican National Conservation Strategy for Sustainable Development, an action strategy for Columbia, and the Mexico 2010 project on possible long‑term futures. Vol III‑Asia/Pacific (163p): population/resource problems of Turkey toward the year 2000, the threat of ecological disaster in India, reflections on the 1982 Japan in the Year 2000 report, development in Thailand in the next few decades, industrial development in the Republic of Korea, technological trends in China, an agenda for economic and ecological sustainability in Australia. Vol IV‑Europe (268p): the Britain in 2010 project of the Policy Studies Institute in London, reflections on the Ireland in the Year 2000 reports (1980‑1985), the Iceland 1985‑2010 study, reflections on the 1978 Iceland 2000 study, the Portugal 2000 project, the study of the Poland 2000 Committee on basic scenarios of national development, alternative development paths for Europe in view of climate change. [NOTE: A mixed bag of papers, nevertheless essential for anyone attempting a 21st century study.] 

(21st century studies in 17 countries)
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Managing a Nation: The Microcomputer Software Catalog. Second Edition. Edited by Gerald O. Barney, W. Brian Kreutzer, and Martha J. Garrett (Inst. for 21st Century Studies, Arlington VA & Molndal, Sweden). Boulder CO: Westview, Jan 1991/338p(8x11()/$48.50pb.

     Greatly expanded over the 85-page first edition (FS Annual 1986 #8046) that reviewed 52 models, this compilation reviews 127 microcomputer programs of relevance to people around the world who are managing the current and future affairs of their countries. Special emphasis is given to software useful to teams carrying out national 21st Century Studies (integrated, multisectoral investigations of long‑term future possibilities). Contents are in three parts: 1) Sectoral Software: agriculture (Famine Early Warning System, General Dynamic Commodity Cycle Model), demography (Future Population), health (AIDS epidemic model), education (Primary Education Tracking System), economy (System Dynamics National Model), energy (FOSSIL2, Beyond Oil), environment (Atmospheric Greenhouse Model), natural resources (Irrigation Development Model, Water Use Forecasting), national security (Theater Analysis Model), politics (Environmental Assessment System), rural and urban development (City Growth, Co‑Composting Spreadsheet); 2) Integrated Models: multisectoral national models (Life Cycle of Economic Development, Enhancing Carrying Capacity Options), global models (WORLD3, International Futures Simulation, GLOBUS); 3) Tools: a skeptic's guide to strengths and weaknesses of computer models, sources of data, a guide to modeling languages, geographic information systems, overview of artificial intelligence in government, and relevant booksADVANCE \r0/journalsADVANCE \r0/catalogsADVANCE \r0/newsletters. The editors note that “The hardware and software available today is impressive enough to justify every national government giving this technology high priority.”  [ALSO SEE: ADVANCE \l0The Electronic Oracle: Computer Models and Social Decisions by Donella Meadows and J. M. Robinson (see item #81), an authoritative critique warning that models still ignore much of the real world.]

(software catalog for governments)
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Initiation of Strategic Planning by Governments, John M. Bryson (U of Minnesota) and William D. Roering (U of Florida), Public Administration Review, 48:6, Nov‑Dec 1988, 995‑1004.

     Government leaders have become increasingly interested in strategic planning since the early 1970s, due to wrenching changes that have beset the public sector. Changes in organizations normally occur through disjointed incrementalism or “muddling through.” A process designed to force important changes can be a highly desirable improvement—or an action doomed to failure. Normally, “most efforts to produce fundamental decisions and actions in government through strategic planning will not succeed.” This is illustrated by the authors' study of strategic planning initiation by eight government units in the Minneapolis metro area (five suburban cities, a county government, and two units within the county government). Each unit used the same basic 8‑step process, which proved a clear success in only two of the six units completing strategic plans (two units discontinued the process). In all of the cases, the attempt to initiate strategic planning was prone to disintegration, due to departure of key actors or absence of planning team members. Successful initiation required a strong process champion, and successful completion depended on the presence of a powerful sponsor to legitimize the process.

    Some conclusions: 1) governmental strategic planning is probably most needed where it is least likely to work; 2) to initiate strategic planning, the following pieces of the quilt should be in hand: a powerful process sponsor, an effective process champion, a planning team, expectations of disruptions and delays, a willingness to be flexible; 3) to institutionalize a strategic planning system, the following elements are needed: mission statements, policy objectives, periodic situation analyses and strategic issue identification, multicriteria evaluation procedures; 4) government strategic planning probably should not be judged by private‑sector standards because there are more stakeholders; 5) the strategic planning process in practice seems to be “a divergent, partially convergent, partially cumulative process.” [NOTE: At last! A real‑life glimpse of what may commonly happen in strategic planning, in contrast to isolated case studies of success and rah‑rah textbook idealism. This is not to suggest that strategic planning shouldn't be attempted, but only to alert would‑be planners to bumps in the road.]

(strategic planning initiation)
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Mastering the Politics of Planning: Crafting Credible Plans and Policies That Make a Difference. Guy Benveniste (Prof of Policy Planning, School of Education, U of California‑Berkeley). San Francisco: Jossey‑Bass Publishers, Aug 1989/314p/$24.95.

     Planners and policy analysts have traditionally acted as technical specialists, providing rational and objective analyses and recommendations to policymakers and managers. Acting in this way, they will find that their work has little or no impact. Chapters discuss why planning is political (because it can make a difference), a logic of effective planning (such planning is a management tool to help organizations cope with uncertainty), responsibilities of an effective planner for the longer term, utopian planning (inventing ideal images of the future that are not yet credible but may test what is possible), six theories of planning, planning to handle uncertainty, effective planning as organizational learning (at the top, bottom, center, and periphery of the organization), the multiplier effect of credible plans, building coalitions and networks to support plans, planning logistics (selecting the right team, effective communication), how to keep plans on course (avoid derailment by: endless modification and postponement, cost and time overruns, bureaucratization and sterile number‑crunching, piling on additional tasks).

     Some concluding comments on effective planning: 1) the worldwide rise of bureaucracy has diminished organizational ability to cope with change; 2) ponderous, top‑down, bureaucratic planning will increasingly fail to achieve worthwhile results; 3) as we move into the 21st century, the distinction between planners and policy analysts will tend to disappear, and differences between public‑ and private‑sector planning will narrow; 4) the informal elements of effective planning provide a basis for nurturing change from both the bottom and the top; 5) “the planner as manager of change is an activist confronting opposition from the past;” 6) as change continues and even accelerates, future planning, if anything, will be more disorderly, intermittent, partial, and incomplete than ever; 7) future planners will be expected to share delegated responsibility with the Prince, and to be accountable for it; 8) the democratization of planning in organizations or societies depends on the extent to which stakeholders can mobilize around collective interests; 9) planning is a social invention—a social process that can produce significant changes. [NOTE: Read this book; get smart.]

(effective planning)
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Envisioning the Future, Warren Ziegler (President, The Future‑Invention Associates, Denver CO), Futures, 23:5, June 1991, 516‑527.

     Acts of envisioning involve coming to a palpable sense of what the future can and should be within the contexts, action‑settings, and concerns of the envisioners. The positivistic fields of the behavioral sciences and the quantitative disciplines of forecasting are of little help in this very new—and very ancient—approach to the future. Some examples of envisioning occasions: developing a new city plan, planning corporate strategy, middle‑aged people inventing their personal futures, and a group of teachers articulating a preferred future for education. Some intellectual antecedents: Gabor's inventing the future, de Jouvenel's surmising forums, Friere's conscientization, Polak's social imagination, and Dewey's faith in democratic experience. Some principal concepts: the future is not the domain of knowledge but of action; “the future is a metaphor for the human imagination” and starts with unlearning; participants in an imagining workshop form themselves into a community of learners. The five stages of envisioning: discerning of concerns, focused imaging of compelling visions, creating shared vision, connecting the future with the present, and discovering strategy paths and actions to move into the future. [NOTE: Sophisticated and authoritative. ALSO SEE: other essays in the same issue of Futures on imaging the future: Changing Images of Futures in the 20th Century by Richard A. Slaughter (499‑515) and The Challenge of Imaging Peace in Wartime by Elise Boulding (528‑533).]

(envisioning preferred futures) 
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The Book of Visions: An Encyclopedia of Social Innovations. Edited by Nicholas Albery (Chairman, ISI). London: Virgin Books, 1992/336p(8x11()/£14.99pb. 

     A social invention or social innovation is a new and imaginative way of tackling a social problem or improving the quality of life. Brief descriptions of “over 500 of the best ideas from around the world” are arranged in 25 chapters on children and education (UK Youth Parliament, pupil‑run businesses at school, school social audits), relationships, housing, new money systems, taxation, unemployment, economics and business, welfare, crime, health (promoting self‑esteem, medical advice by phone, black triangles for new medicines), neighborhood (community audits, cohousing, a Neighborhood Initiatives Foundation), environment (Declaration of the Rights of Posterity, redirecting space debris, non‑poisonous slug control), quality of life, science and technology, transport (insurance sold with petrol, neighborhood car rental, a hydrogen car), communications (rural telecottages, using your fax to stop torture, brainstorming improvement, evaluating conferences), arts and leisure, the developing world, peace schemes, politics, green spirituality, old age (elders in schools, grandparents for latch‑key kids, visiting dogs for the elderly), and death and dying. 

     The final chapter, Promoting Social Inventions, describes Social Experiment Districts (proposed), The Futures Circle in Sweden, future workshops, an electronic Global Suggestions Box, Global Action Plan for the Earth, the Mega‑Cities project, the American Values Community Action Network in NYC, the San Francisco Brain Exchange, the International Futures Library in Salzburg, Michael Young's National Suggestions Centre in the UK (1968‑1974) and why it failed, the Centre for Social Inventions in Copenhagen, and the Foundation for Social Innovations in Moscow. [NOTE: Many interesting and important ideas in various stages of realization; also many ideas that are trivial, wacky, and mere rough‑sketch proposals. The strength of encouraging grass‑roots invention worldwide (ISI even offers £1000 a year in prizes for the best social inventions”) is also its weakness, for the populist/egalitarian zeal discourages any discrimination between workable and questionable, important and unimportant. A “Top Ten” or “Top Fifty” list would help to separate the wheat from the chaff. ISI also conducts social invention workshops and publishes an occasional Social Inventions Journal (£15 or £17 outside UK from Institute for Social Inventions, 20 Heber Road, London NW2 6AA).]

(social inventions worldwide)
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Visionary Leadership: Creating a Compelling Sense of Direction for Your Organization. Burt Nanus (Prof of Management, USC). Foreword by Warren Bennis. San Francisco: Jossey‑Bass Publishers, Sept 1992/237p/$24.95.

     Co‑author of Leaders (Harper & Row, 1985; FS Annual 1985 #6911) and author of The Leader's Edge (Contemporary Books, 1989) views our institutions as needing the kind of visionary leaders that built them in the first place—leaders who were determined and confident in their sense of direction, unafraid to take risks, bold, and inspiring. But leadership today is much more difficult than it once was. “Even as it gets tougher to be a leader, it becomes more necessary.” And successful leaders say that vision is the guiding light and driving force for their organizations. “There is no more powerful engine driving an organization toward excellence and long‑range success than an attractive, worthwhile, and achievable vision of the future, widely shared.”

     Chapters describe leadership roles (direction setter, change agent, spokesperson, coach), warning signs of needing a new vision (confusion about purpose, employee complaints, excessive risk avoidance), properties of a good vision (fits the organization and the times, sets standards of excellence, inspires enthusiasm, easily understood), setting out to develop a new vision, the vision audit (asking about purposes and the values that govern behavior), the vision scope (considering constituencies and their needs), identifying important future developments and their significance, building scenarios of the future environment and drawing implications, the leader as great synthesizer, translating the vision into reality, organizational learning and re‑visioning, the prudent visionary (don't do it alone, don't be overly idealistic, reduce possibilities of unpleasant surprises, don't be too preoccupied with the bottom line, be flexible and patient in implementing the vision, never get complacent), 21st century organizations (global in scope, complex, rapidly changing, staffed primarily with highly‑skilled knowledge workers, multi‑purpose), and leadership for the public sector. [NOTE: Many of these wise ideas are in the many competing books on strategic management. Nanus, a leader in linking intelligent futures‑thinking to effective leadership, writes with clarity and simplicity.]

(developing organizational vision)
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The Leader's Edge: The Seven Keys to Leadership in a Turbulent World. Burt Nanus (Prof of Management, USC). Chicago: Contemporary Books, Sept 1989/224p/$17.95.

     Founder and former director of the now‑defunct USC Center for Futures Research warns that lapses in leadership are everywhere in America, resulting in a sense of helplessness and resignation. “Never has the need for leadership been greater. With thousands of our major organizations overmanaged and underled, it is little wonder that anxiety about the future is so widespread in America.” This book is about the forces shaping US institutions (global integration, technological change, restructuring), and the contributions that leadership can make to the success of organizations and the nation, emphasizing the visionary part of leadership—positioning in a rapidly changing environment. Prevailing wisdom about leadership has become dangerously unbalanced: too much attention is paid to relations between leaders and followers/organizations, whereas conditions of the new age demand at least as much attention to the ever‑changing external environment. The leader must constantly scan the future horizon in order to provide a true vision—a clear image of a desirable future—an achievable, challenging, and worthwhile target toward which people can direct their energies. The futures‑creative leader balances the needs of the internal and external environments, the challenges of the present and the future, the micro and the macro perspectives, and the existential (what is) and the normative (what should be).

     There are seven families of competencies or learnable  “megaskills” for effective leadership: 1) Farsightedness: the minds of futures‑creative leaders must operate in the future tense, always searching for possible opportunities and threats; 2) Mastery of Change: instead of trying to solve problems, leaders must treat them as dynamic situations subject to streams of decisions designed to transform or contain them; 3) Organization Design: the instrument with which the leader creates the future is the organization, institution, or social movement; 4) Anticipatory Learning: every leader is a lifelong learner committed to promoting organizational learning as well; 5) Initiative: the leader must demonstrate an ability to make things happen, to fulfill the change‑agent role; 6) Mastery of Interdependence: in a complex and highly interdependent world, cooperation is much more important than competition; 7) High Standards of Integrity: there can be no trust unless the leader is trustworthy—dependable and reliable, honest and honorable.

     Today's leaders must be always renewing and reinventing themselves. Some suggestions for personal development: seek leadership responsibilities, find a mentor or role model, develop farsightedness by reading widely, learn how to promote teamwork, become a world citizen, be willing to experiment and take risks, concentrate efforts on a few matters of the highest long‑term priority, and have fun at what you do. The futures‑oriented organization is designed for adaptability and change, resists pressures for short‑term results, and values preventive over curative action. “The leadership of a future‑oriented organization uses anticipation of the future as its pacing mechanism.” The US government can help individuals and organizations to plan for their futures by creating national outlook institutions, developing better mechanisms for national pathfinding, sponsoring long‑range global studies, and organizing for long‑range thinking at every level of government. A major restructuring of important elements of US society is needed: we need our “perestroika Americana.”

(futures‑creative leadership)
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Realizing the Power of Strategic Vision, Ian Wilson (Senior Management Consultant, SRI International), Long Range Planning, 25:5, Oct 1992, 18‑28.

     Strategic vision is “a coherent and powerful statement of what the business can and should be (ten) years hence” (the time horizon varies with the nature of the business). Vision must be coherent to integrate goals and strategies; it must be powerful to generate commitment and motivate performance; it emphasizes what the business can be because a vision must be realistic; it must clarify what the business should be because it must clarify the values and aspirations of management, employees, and other stakeholders. Vision is thus part rational and part emotional. It embraces, but goes beyond, “strategic concept” and “driving force.” Visioning takes time, but busy executives should articulate a vision because it is needed in uncertain times. “Being flexible” is not a strategy; a vision clearly establishes both a direction and a destination. Wilson goes on to list: 1) key elements of a vision (future focus, goals and success criteria, portrayal of a revitalized culture); 2) steps in formulating a vision (analyze the company's environment and resources, clarify values, develop a mission statement, identify goals, generate and select options); 3) pitfalls and pratfalls (executive impatience, failure of imagination, failure to build consensus or solve short‑term problems, lack of flexibility, and failure to implement).

(strategic vision: what and how)
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The Fifth Discipline: The Art and Practice of the Learning Organization. Peter M. Senge (Director, Systems Thinking Program, Sloan School of Management, MIT). NY: Doubleday/Currency, Aug 1990/424p/$19.95.

     The successful corporation of the 1990s will be a learning organization—one that is able to learn faster than its competitors. “The organizations that will truly excel in the future will be the organizations that discover how to tap people's commitment and capacity to learn at all levels in an organization.” Five new component technologies (or disciplines to be studied and mastered) are gradually converging to innovate learning organizations: 1) Personal Mastery: the discipline of continually clarifying and deepening our personal vision, of focusing our energies, and of seeing reality objectively—an essential cornerstone of the learning organization; 2) Mental Models: learning to unearth our internal pictures of the world—our assumptions and images that influence how we understand the world and take action; 3) Building Shared Vision: the capacity to hold a shared picture of the future we seek to create; where there is genuine vision, people excel and learn not because they are told to but because they want to; 4) Team Learning: instances where the intelligence of the team exceeds that of individuals in the team; such learning is vital because teams are the fundamental learning unit in modern organizations; 5) Systems Thinking: the fifth discipline that integrates all of the others and gives us connection to a larger whole. Chapters discuss such topics as the laws of the fifth discipline (today's problems come from yesterday's “solutions”, the areas of highest leverage are often the least obvious, etc.), the art of seeing the forest and the trees, identifying the patterns that control events, ending the war between work and family (the artificial work/family boundary is anathema to systems thinking) and the new view of leadership (in a learning organization, leaders are designers, stewards, and teachers, rather than those who set directions and make key decisions). 


(the learning organization)
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Changing the Essence: The Art of Creating and Leading Fundamental Change in Organizations. Richard Beckhard (NYC; former Prof of Management, MIT) and Wendy Pritchard (London UK). San Francisco: Jossey‑Bass Publishers, Feb 1992/105p/$20.95.

     Organizations were once guided by the assumption that they could control their own destinies in a relatively predictable environment. Increasingly, competitive supremacy will demand not only increased performance and profits, but capacity to innovate and learn. Organizational leaders must have a clear vision of the desired end state of the entire system. The vision then acts as an integrating force for many apparently disparate changes to be made. An integral part of a fundamental change strategy must be a decision to move to a learning mode, where both learning and doing are equally valued. This is an essential precondition for managing fundamental change effectively, and a fundamental change in its own right. A further essential ingredient is a clear commitment by top leaders to making a significant personal investment in developing an inspirational vision. Chapters discuss creating a learning organization (learning and change processes are part of each other), key‑aspects of vision‑driven change (creating the vision, communication, building commitment), systems thinking to view the organization as a whole, themes that may serve as the focus of fundamental change (changing the mission, identity, way of work, organizational culture, or stakeholder relations), aligning the organization (integrating roles, systems, and rewards), and strategies for leading the transition. [NOTE: Short and simple, but nothing new.]

(vision‑driven change)

D. Scanning and Scenarios
ADVANCE \u243

Scanning: An Imperfect Activity in an Era of Fragmentation and Uncertainty, Michael Marien (Editor, Future Survey), Futures Research Quarterly, 7:3, Fall 1991, 82‑90.

     Several definitions of scanning are provided: postmodern hunting and gathering, seeking intelligence, a hybrid activity between research and browsing, and an important form of informal adult continuing learning. Scanning is a normal and healthy activity for all individuals, and should be one of the fundamental tasks of futures studies. The task is made more difficult in an era of growing fragmentation and uncertainty. And the task is inherently imperfect, as described by a dozen choices that we make, consciously or unconsciously, as to what we will or will not look at in our effort to understand the world: 1) rather than observing the world directly, all of us largely rely on mediated reality; 2) we tend to scan the present and ignore the recent past; 3) in a world of increasing video production, we often choose print over non‑print; 4) some of us select either non‑electronic or electronic sources; 5) in the US, we almost always choose English over non‑English; 6) we favor non‑fiction over fiction; 7) we often look only at periodicals or only at books, and frequently ignore the “gray literature” of reports and government documents; 8) we find certain people and media are credible, while others are not; 9) many of us listen only to those in our professional or disciplinary “tribe”; 10) most of us are disposed to optimism, while some of us favor pessimism; 11) we all favor those holding our worldview, while finding the ideology of others to be inadequate or repulsive; 12) some of us only look for trends, and not for possible events or potential policies for human betterment. All of these choices are hastened by the constriction of time, which keeps us from scanning all that we would like to scan. Awareness of these imperfections can help us to think about the costs and benefits of closing the gap between ideal and reality to some degree.

(scanning imperfections)
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Anticipating Tomorrow's Issues: A Handbook for Policymakers. Lauren Cook, B. Jack Osterholt, and Edward C. Riley Jr (CSPA). Washington: Council of State Policy & Planning Agencies, 1988/77p(8x11( spiral).

     Large organizations, state governments notably included, are scrambling to adapt to unforeseen changes in their environments. The use of issue scanning is proving its worth. Since 1985, the State Scanning Network of CSPA has helped executive branch policy and planning agencies to establish issue scanning activities. This handbook describes what has been learned in chapters on scanning (a typical program consists of a small group of analysts applying scanning techniques to a broad range of relevant information sources), the strategic planning context (pressures of change have created unanticipated issues, requiring better intelligence‑gathering), the scanning process (executive endorsement is the most important prerequisite), translating scanning into better decision‑making (scanners must consider how the program ties into current and proposed decision processes), and case studies (Minnesota, Texas, Wisconsin, and North Dakota). Scanning is not predictive, prescriptive, or hypothetical: it is concerned with specific impacts and pragmatic policy responses. Effective scanning programs are focused on change, target‑oriented to state government, systematic, analytical, cumulative, and inter‑disciplinary in cutting across programmatic and jurisdictional boundaries.

(state scanning programs)
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Hands‑On Futurism: How to Run a Scanning Project, Heidi Meeker (Co‑Coordinator, Environmental Scanning Project, Hawaii Office of State Planning), The Futurist, 27:3, May‑June 1993, 22‑26.

     A brief description of Hawaii's scanning project, seen as fairly typical of programs operating in 7 or 8 other states. The 14‑member voluntary group (half of whom work in the Planning Office) subscribes to several dozen periodicals. Volunteers are assigned periodicals in which they search for items indicating a trend, an innovation, or a newly forming issue. Items they find are written up for a monthly meeting, after which the coordinators prepare a monthly report. In turn, this leads to a quarterly newsletter, Future Wave, sent to legislators, state managers, and the general public. The scans tend to cluster around issues of greatest concern to Hawaiians: education reform, environmental issues, trends in tourism, Japanese consumer patterns, eco‑tourism, and the work of public employees. [NOTE: A rigorous study is needed on the costs and benefits of bottom‑up scanning efforts in government and business. Such exercises seem to be good for eliciting participation and sensitivity to local issues. But voluntary groups lead to uneven reporting and superficial coverage. There are hundreds of periodicals that could be scanned, not to mention books and databases. Learning a little may be better than learning nothing. But the illusion of adequacy may inhibit learning much, much more.]

(Hawaii's state scanning project)
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Trend Watching: How the Media Create Trends and How to be the First to Uncover Them. John E. Merriam (Publisher, Issues Management Letter) and Joel Makower (President, Tilden Press). NY: AMACOM (American Management Assn), March 1988/210p/$17.95.

     There are not only megatrends, but an endless number of microtrends that can play key roles in the success of any endeavor. Trend Watching involves reading or watching news media, counting issues and events, recording them for later examination, and using the data to formulate predictions about what might happen in the next 1‑5 years. Chapters describe information as a major agent of change, the circular flow of news to and from the media, tools for Trend Watching (the major media, specialized media, local TV and newspapers, the multilens approach), determining what you want to know, what media to count, and analyzing and predicting. Graphs showing the ebbs and flows of major issues are shown for ten sectors of the economy: banking, consumer safety, energy, environment, finance, agriculture, health, high‑tech, labor, and media. [NOTE: A precise short‑term method, doubtlessly of some benefit, but also drawing attention away from broad and long‑term trends which are often more significant. Although periodical‑watching is important, FS readers should readily agree that some trends are best reported— and often only reported—in books.]

(short‑term microtrends)
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Information and the Future: A Handbook of Sources and Strategies. Alice Chambers Wygant (U of Texas Medical Branch, Galveston) and O. W. Markley (Studies of the Future Program, U of Houston‑Clear Lake). Westport CT: Greenwood Press, July 1988/189p/$37.95.

     On how to quickly and systematically gather situationally relevant strategic information, or information needed to understand those parts of the system with which one needs to interact, so as to enable the making of good decisions. The handbook is designed as a textbook or a reference guide, for those who want to become proficient at information searching, or for those planning to hire professional searchers so that needed services can be specified. After a chapter on designing the information search process, chapters are devoted to a variety of sources: 1) basic facts on library catalogs and filing rules 2) general reference works: encyclopedias, yearbooks, references for futurists (reference librarians are the single most useful reference tool available to the researcher); 3) periodical abstracts and indexes, citation indexes; 4) online resources, and advantages and disadvantages of computer searching; 5) government agencies, officials, and documents; 6) interest groups and networks; 7) funding sources (corporate, government, and foundation grants); 8) other sources: AV media, computer software, experts, and dissertations. Two additional chapters discuss the issue emergence cycle and the strategic intelligence cycle, and provide a scenario of the “Mid City Strategic Development Subcommittee” to illustrate how the various methods and tools can be combined in a real‑world setting. Some “Parting Tips”: people are sometimes better sources than databases, adapt rather than adopt (there are no formulas for getting and using information), hard copy is better than online services at the outset, plan your search strategy to save time and money, and don't give up too early or hang on too long. [NOTE: A valuable next step for those who need sources beyond Future Survey. But this handbook is no panacea, e.g.: it is weak in certain problem areas (especially global issues), it offers no access to or appreciation of the 350+ futures‑relevant periodicals, and it uncritically cites many works that are partly if not largely obsolete or simply not very helpful for strategic information.]

(how to get strategic information)
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The Art of the Long View. Peter Schwartz (President, Global Business Network, Emeryville CA). NY: Doubleday/Currency, May 1991/258p/$20.00.

     A tri‑author of Seven Tomorrows (Bantam, 1982; FS Annual 1981‑82 #3695) describes the writing of scenarios to make better decisions, with emphasis on his experience with Royal Dutch/Shell and Smith & Hawken. “Scenarios are not about predicting the future, rather they are about perceiving futures in the present.” They are a tool for helping us to take a long view in a world of great uncertainty. A good scenario asks people to suspend their disbelief in its stories long enough to appreciate their impact. Chapters discuss such topics as the power of narrative, scenarios as myths of the future that enable us to examine our old mindsets, the “Greening of Russia” scenario that Schwartz and others developed at Shell in 1983 (based on an unknown man named Gorbachev coming to power; “every Soviet expert but one told us we were crazy”), hunting/gathering of information (topics to pay attention to: sci/tech, perception‑shaping events, popular music, fringes), where to look, creating scenario building blocks (look for driving forces in five categories: society, technology, economics, politics, environment), the “global teen‑ager” scenario (“there will be over 2 billion teenagers in the world in 2001,” perhaps a significant force), composing a plot, and using scenarios to rehearse the future.

     Three scenarios of the world in 2005 are provided: 1) New Empires: prosperity in most of the world; markets increasingly decoupled by regional protectionism; right to pollute is a critical international issue; a conflict‑prone world with little cooperation and a booming arms trade; 2) Market World: a new global commons enables one vast market; decentralization and diversity are paramount; governments pursue national strategies for competitiveness and learning societies; companies continually rise, fall, restructure, and intermesh; huge energy efficiency improvements take place each year; nanotechnology and life extension are in full swing; 3) Change Without Progress: a future of chaos and crisis; ruthless self‑interest and corruption run rampant; the economy is a roller‑coaster; the global information network is a cyberpunk world (hacker heaven); the EC never coheres and is considered a lost cause; the US lives in a perpetual nostalgia phase; technological accidents are common due to old and poorly‑maintained systems. Concludes with an appendix listing 8 steps to employ in developing scenarios: begin with a specific decision or issue, list key local factors influencing success or failure of that decision, list driving trends in the macro‑environment, rank key factors by importance and uncertainty, select scenario logics (the axes along which scenarios will differ), flesh out the scenarios, consider implications for the focal issue, and select leading indicators for ongoing monitoring. [NOTE: Much personal narrative makes for easy and intriguing reading. The “Global Teenager” scenario, despite numbers puffed by about 100%, is a fresh demographic slant.]

(scenario development)
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Implementing Scenario Planning (Special Issue). Planning Review, 20:3, May‑June 1992/48p/$12.50 from Planning Forum, Box 70, Oxford OH 45056-0070.

     Peter Schwartz (President, Global Business Network), author of The Art of the Long View (above), describes the most common scenario plots: 1) winners and losers (the “zero sum game”); 2) challenge and response (e.g., Japan's response to the 1973 oil shock was to rebuild its capital structure so as to be the world's most energy‑efficient economy); and 3) evolution (involving a slow change in one direction, usually either growth or decline). Other common plots: 4) revolution (a sudden dramatic change); 5) cycles of decay and rejuvenation; 6) infinite possibility of expansion and improvement (a seductive perception that may make many things happen); 7) The Lone Ranger (a David in battle with Goliath); and 8) “My Generation” (the cultural influence of a large generation). Daniel Simpson (Director of Planning, Clorox Co, Oakland CA) lists the benefits of scenario planning in diversified companies (understanding and clarifying perceptions and assumptions of key managers, improving the speed of decision‑making, maintaining a can‑do attitude while serving up unfavorable outlooks), and some hazards (too many alternative scenarios, getting bogged down in elaborate plots, trying to complete the process too quickly). Ian Wilson (SRI International) explains the five‑step process of scenario planning: tailoring to organizational needs, selecting targets of opportunity, developing communications, emphasizing manager education, and fine‑tuning and up‑dating scenarios. Five case studies follow (pp23‑46): technology strategy at Statoil in Norway, the US defense industry after 1995 (ranging from strong to weak arms markets), 12 scenarios for Southern California Edison's power generation, energy requirements by 2007 for the Los Angeles Dept of Water and Power, and integrating scenarios into strategic planning at Royal Dutch/Shell.

(scenario planning)
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Scenarios: Uncharted Waters Ahead, Pierre Wack, Harvard Business Review, 85:5, Sept-Oct 1985, 72-89.

     The first of two articles by the retired head of the business environment division of the Royal Dutch/Shell Group planning department, who helped develop a “scenario planning” technique that prepared Shell for the eventuality if not the timing of the 1973 oil crisis and the 1981 oil glut. Wack argues that forecasts can be reasonably accurate, but sooner or later they will fail when needed most. The way to solve this problem is not to look for better forecasts, but to accept uncertainty, try to understand it, and make it part of our reasoning. Uncertainty today is not a temporary deviation, but a basic structural feature of the business environment. Most scenarios, however, merely quantify alternative outcomes of obvious uncertainties. To be effective, good scenarios must involve top and middle managers in understanding change.

     In the second article, Scenarios: ADVANCE \l0Shooting the Rapids (HBR, Nov-Dec 1985, 139-150), Wack describes effective medium-term analysis that translates scenario theory into practice. Scenarios can organize a variety of seemingly unrelated information and translate it into a framework for judgment in a way that no model could do. The point is not so much to have one scenario that “gets it right,” as to have a set of scenarios that illuminate the major forces driving the system and the critical uncertainties. In times of rapid change, a crisis of perception often causes strategic failure, particularly in large companies; the scenario approach has leverage and can make a difference in overcoming dubious assumptions and selective inattention. Indeed, the scenario process of converting information into fresh perceptions has something of a breeder effect, generating much more energy than it consumed.

(effective scenarios)
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Futures Under Glass: A Recipe for People Who Hate To Predict, John B. Robinson (Dept of Environment and Resource Studies, U of Waterloo, Canada), Futures, 22:8, Oct 1990, 820‑842.

     The predictive record of most forecasting is poor. Even if we could predict the long‑term future accurately, we would usually be addressing the wrong question. What we want are not good predictions, but indications of what alternative futures seem available. A predictive orientation is not very useful to address environmental and resource policy issues, and the policy agenda is increasingly driven by such issues. In contrast to conventional forecasting, a scenario analysis method called “backcasting” is proposed. Its major trait is a concern with how desirable futures can be attained, not with what futures are likely to happen. It is explicitly normative, working backwards from a particular desired future end‑point to the present in order to determine what policy measures would be required. Backcasting involves six steps: determine objectives, specify goals and constraints, describe the present system, specify exogenous variables, undertake scenario analysis, and undertake impact analysis. A two‑year project called “Designing a Sustainable Society for Canada” uses the backcasting approach, along with a large‑scale computer‑based modelling system.

(backcasting vs. forecasting)
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Delphi in a Future Scenario on Mental Health and Mental Health Care, Rob Bijl (Netherlands Inst. of Mental Health, Utrecht), Futures, 24:3, April 1992, 232‑250.

     From 1987 to 1990, a future scenario study was carried out on mental health and mental health care in the Netherlands over the next two decades. A Delphi inquiry formed an essential part of the study, and various methodological issues are discussed here. The functions of a Delphi in a future scenario study are to increase knowledge about the subject under study, to confirm or correct information, to establish priorities, and to emphasize the validity of the results (the credibility of resulting scenarios depends not only on what is said but who has said it). In a traditional Delphi, consensus is a major objective, but this consensus is often specious because of pressure to conform to group opinions. The prime objective of a policy Delphi is to be a forum for ideas. Indeed, clarifying dissensus on the issues proved to be as relevant to the scenario users as was the elucidation of consensus.

(policy Delphi for scenario building)

E. Other Relevant Methods
ADVANCE \u253

Future Workshops: How To Create Desirable Futures. Robert Jungk (Salzburg, Austria) and Norbert Müllert. London NW8 9XP: Institute for Social Inventions (24 Abercorn Place), Dec 1987/126p/$10.00pb.

     Jungk, a leading European futurist, was a powerless refugee from the Hitler regime in the 1930s; ever since, he has looked for ways that people can fight back and influence the course of events, because the future belongs to everybody. The future workshop is such a way, helping people to develop creative ideas and projects for a better society. Jungk ran his first workshop in 1962, and the workshops on various topics are now in demand all over Europe. Futures workshops can be used for problem-solving in organizations (factories, schools, voluntary organizations, etc.), designing development plans for families or neighborhoods, and enlivening seminars and meetings. Workshops are kept as simple and informal as possible, so that anyone can give it a try. No more than 15 to 25 persons should take part, so that everyone gets enough chance to speak. The ideal length of a workshop is three days, allowing a day for each of the three phases: 1) Critique: trying to get many brief headlines to encapsulate the problems; 2) Fantasy: taking a positive run at the problems, getting out of mental ruts, seeking alternatives, and telling our dreams to others without holding back or censoring ourselves; 3) Implementation: discussing solutions for practicality (coming up against the great divide between what we would like to see and the way things really are) and starting actions where possible. Concludes that futures workshops are a remarkable spur to learning—tools to develop human potential that can broaden and deepen the creative forces within society.

(futures workshops in Europe)
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Social Marketing: Strategies for Changing Public Behavior. Philip Kotler (Distinguished Prof of International Marketing, Northwestern U) and Eduardo L. Roberto (Prof of Intl Marketing, Asian Inst. of Management, Manila). NY: The Free Press, Oct 1989/401p/$29.95.

     Literacy campaigns, family planning, and programs to combat drug abuse, AIDS, and teenage pregnancy are a fraction of the many social campaigns to change public behavior launched throughout the world. Solving social problems involves changing the ways individuals and groups lead their lives: changing values and attitudes, transforming harmful practices into productive ones, and creating new social technologies. More people in more societies are eager for social change than ever before. In the past, massive changes were brought about by force or violence. In the future, there will hopefully be a shift in favor of planned, voluntary, and nonviolent change. The authors examine the art and science of promoting planned and targeted social change, highlighting successful campaigns that have been launched by governments and/or by citizens. Chapters discuss the social marketing approach to social change, analyzing the social marketing environment, developing programs (designing the social product, managing costs of adoption, promoting through mass and selective communication, triggering actions of target adopters, managing service delivery, mobilizing influence groups), and managing social marketing (developing the marketing plan, implementing and evaluating programs). Given the vast changes that organizations seek to produce and the limited resources for social change programs, social change agents must seek to be efficient and effective. The knowledge, techniques, and technologies now exist to organize and implement effective social change programs in virtually every area of social concern, locally and nationally, in all nations of the world. [ALSO SEE: Information Campaigns: Balancing Social Values and Social Change, edited by Charles T. Salmon (Sage Publications, Aug 1989/312p/$35.00;$16.95pb).]

(social change through social marketing)
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Future Edge: Discovering the New Paradigms of Success. Joel Arthur Barker (former Director, Future Studies Department, Science Museum of Minnesota). NY: William Morrow & Co, Jan 1992/240p/$25.00. 

     A paradigm is a set of rules and regulations that defines boundaries and successful conduct inside the boundaries. A paradigm shift is a change to a new game and a new set of rules. “When the rules change, the whole world can change.” One manages within a paradigm; one leads between paradigms. The three keys to the future for any organization are excellence, innovation, and anticipation. To improve innovation and anticipation, one must understand paradigms: they are all around us, they are functional, human beings can choose to change their paradigms, and “paradigm pliancy” is the best strategy in turbulent times. Conversely, “paradigm paralysis” (a terminal disease of certainty) is an easy disease to get and is often fatal. Some of the most important paradigm shifts of the 1990s: the regionalization of world economics, the greening of industry, quality everywhere, celebration of diversity (a paradigm shift in human resources), state‑run gambling replacing taxes (a dangerous trend), fiber optics everywhere, energy conservation optimized, biotechnology everywhere, national health care, self‑managing work teams, water as precious, and intellectual property as the key to wealth. Some new paradigms for the 1990s: solar/hydrogen/fission, time taxes (paying taxes by community work—paying with one's time), “negawatts,” polymers, new building materials, fractals and chaos in mathematics, virtual reality, and Gaia. “The most important paradigm shift of the 20th century,” which has already demonstrated its power to transform companies and communities, is pursuit of Total Quality, which brings a return of artistry, craftsmanship, and spirit to work.

(paradigm shifts)
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The Unbounded Mind: Breaking the Chains of Traditional Business Thinking. Ian I. Mitroff (Distinguished Prof of Business Policy, USC) and Harold A. Linstone (University Prof Emeritus of Systems Science, Portland State U). NY: Oxford U P, Feb 1993/177p/$23.00.

     An exercise in “applied philosophy” by two authors who have taught a number of courses in critical thinking, creative problem‑solving, brainstorming, and systems analysis to corporate executives and graduate students. Chapters are devoted to five ways of knowing. Old Thinking includes agreement (the first way of knowing) and the world as a formula (analytical reasoning as the second way). Complex Thinking includes multiple realities (the third way) and conflict/contradictions (the fourth way). New Thinking (the fifth way) involves unbounded systems thinking, “where every one of the sciences and professions is considered fundamental.” Perpetual challenging of new assumptions is one of the most critical and central aspects of New Thinking about complex problems and social systems. “Too much rides on today's problems to pursue them from only one perspective.” In the end, the ultimate transformation is to see the world as an interconnected whole. [NOTE: Not the typical zippy business book. May be of some value to those with a background of philosophy, but the leaden argument—although important—is not well‑organized.]

(unbounded systems thinking needed)
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Managing the Unknowable: Strategic Boundaries Between Order and Chaos. Ralph D. Stacey (Lecturer in Strategic Management, U of Hertfordshire, UK). San Francisco: Jossey‑Bass Publishers, Aug 1992/219p/$25.95.

     To survive the increasing onslaughts of international competition, organizations must be flexible and creative. But most Western managers believe that long‑term success flows from a state of stability, harmony, predictability, discipline, and consensus—a state of “stable equilibrium.” Popular prescriptions that follow from this belief are to formulate a vision of an organization's future state, prepare long‑term plans, set strategic milestones, and persuade people to share the same culture. This fundamental mind‑set “is simply wrong.” Having a vision about the long‑term future “is a soothing fantasy that distracts attention from, and weakens the resolve to deal with, the real world. Instead of sidestepping the issue of unknowability, managers must learn to face it head on.” Intense preoccupation with stability confines managers to strategies of repetition and imitation. Success for an organization does not depend on choosing stable equilibrium over explosive instability, but on pursuing a third condition of “bounded instability.” The new mindset is based on the new science of dynamics of nonlinear feedback systems, which are characterized by regularity and irregularity, with periods of chaos followed by new forms of order. Instead of visions and plans, effective managers should focus on ever‑changing agendas of strategic issues, challenges, and aspirations, and promote multiple, contradictory cultures to foster different perspectives. “New strategic directions emerge spontaneously from the chaos of challenge and contradiction, through a process of real‑time learning and political interaction.” Effective executives should create favorable conditions for, and participate in, complex learning and effective politics. Chapters discuss the failure of conventional management, creativity and continuous chaos, strategic thinking and continuous contention, strategic agendas and vision, improving group learning skills, and creating resource slack as a vital precondition.

(new “bounded instability” mindset)

ADVANCE \d558

Foresight Activities in State Government, Keon S. Chi (Senior Research Fellow, Council of State Governments), Futures Research Quarterly, 7:4, Winter 1991, 47‑60.

     A review of state foresight activities in six different settings: state futures commissions (30 are listed, with recent examples in South Carolina and Arkansas), executive branch, executive agency, legislative branch, judicial branch, and private or non‑governmental organizations assisting state governments with foresight programs such as Illinois 2000, Arizona Tomorrow, and The Ohio Scanning Network. Foresight tools and techniques are classified in four headings: goal‑setting or vision‑creating, identifying issues or problems in the next 5 or 10 years, trends analysis, and alternative futures (using scenarios, models, and simulations). The most frequently‑cited benefits of state foresight activities are informed decision‑making for leaders and managers, improved communication between citizens and policymakers, and a greater sense of direction. However, most if not all foresight projects have been one‑time efforts without a measurable record of continuous implementation. In the future, foresight activities must be conducted on a continuing basis. And public involvement is essential for an effective and continuous project. [NOTE: Excellent overview.]

(state foresight overview)

ADVANCE \d559

State Government Foresight in the U.S., Lauren Cook (Director, Emerging Issues and Executive Management, Council of Governors' Policy Advisors), Futures Research Quarterly, 6:4, Winter 1990, 27‑40.

     Foresight involves anticipating emerging issues, identifying unanticipated consequences, getting a sense of the big picture and major directions, supporting oversight and evaluation, and involving the public in meaningful discourse. Foresight can improve the tasks undertaken at each stage of the policy cycle: developing proposals, enacting policies and programs, and implementing programs. Various state experiences and experiments are summarized. Concludes with a list of prerequisites for effective government foresight, including committed leadership, consensus on the broad policy context, and a capacity to renew and adapt initial forecastsADVANCE \r0/analysesADVANCE \r0/goalsADVANCE \r0/visions. [ALSO SEE: Strategic Policy for the Nation's Governors, 3rd ed., by Lauren Cook (CGPA, Nov 1990/36p), a summary of foresight in the US Government derived from the 1990 WFS Government with Foresight conference (FRQ, 6:4, 41‑50), and How State Governments Are Looking Ahead by Richard J. Gross, Director of Policy for the Governor of North Dakota (The Futurist, 24:5, Sept‑Oct 1990, 16‑19).]

(foresight in government)
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Foresight Studies: A New Approach in Anticipatory Policy Making in the Netherlands, J.W. Asje Van Dijk (Deputy Head, Longer‑Term Studies Group, Ministry of Economic Affairs), Technological Forecasting and Social Change, 40:3, Nov 1991, 223‑234.

     Selection and priority setting in technology policies become more and more urgent. Foresight as a method of prospective analysis can help, not by forecasting the world of tomorrow, but by providing an early‑warning mechanism to monitor emerging trends and opportunities. Foresight is a way to manage complexity in a world of increasing uncertainty. It serves six objectives: direction setting, determining priorities, contributing background information on emerging trends, consensus generation, advocacy, and communication/education. In 1988, the Dutch Ministry of Economic Affairs launched a “Technology Foresight Experiment” using several methodologies, and the process is outlined here. Lessons learned: 1) considerable emphasis should be given to learning approaches rather than deterministic forecasts; foresights in which actors coproduce the outcome are important; 2) legitimation and authorization are needed before starting a foresight experiment (participation of high‑level experts and decision‑makers was a critical factor); 3) foresights resulting only in common knowledge should be avoided; try to find “wild ducks” that result in uncommon proposals.

(foresight experiment in Netherlands)

61

Strategic Management of Public and Third Sector Organizations: A Handbook for Leaders. Paul C. Nutt (Prof of Management, Ohio State U) and Robert W. Backoff (Prof of Public Policy, Ohio State U). San Francisco: Jossey‑Bass Publishers, Jan 1992/486p/$37.95.

     Chapters on the need to re‑energize and change organizations, how strategic management differs in public and non‑profit organizations, the uses of strategy (as a plan, a ploy, a stream of actions), applying strategic approaches, issues that pose barriers to achieving a desired future, organizing the strategic management process, formulating and implementing strategy, search techniques for uncovering information and new ideas (the nominal group technique, Delphi surveys, the synectics technique, scenarios), synthesis techniques to make sense of information, setting strategic priorities, and case studies of strategy in practice (in a nonprofit social services agency, a county library system, and forging a new mission in a state health agency). Concludes that the leaders of public and third sector organizations must find a way to create and manage transformations in response to dynamically changing needs. A periodic shift in emphasis is needed, from what to how and back again, creating a “dance of the what and how.” [NOTE: A dull style that will undoubtedly appeal to some bureaucratic mindsets.]

(strategy for public and third sector organizations)
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Issues Management: How You Can Plan, Organize and Manage for the Future. Joseph F. Coates, Vary T. Coates, Jennifer Jarratt, and Lisa Heinz (all J.F. Coates, Inc., Washington). Mt. Airy MD: Lomond Publications, July 1986/142p/$18.50.

     Issues management is the organized activity of identifying emerging trends, concerns, or issues likely to affect an organization in the next few years, and developing a wide and more positive range of organizational responses toward that future. Within the past decade, this new form of futures research has taken hold in corporate America, and is now beginning to be effectively applied in Federal, state and local government planning. This book, largely based on a report prepared for the Electric Power Research Institute, is organized in five chapters: 1) Looking to the Future: 60 long-term trends forming the basis for the future, tensions built into the search for better organizational foresight, the uses of foresight; 2) Concepts and Processes of IM: conditions for success (full commitment of top executives, broad participation at operating and staff levels), the life cycle of a public policy issue, principles for an effective issues identification program, 38 points of advice on getting started (don't preempt the functions of others, be positive but not Pollyannish, approach an issue with no preconceptions, only take top issues to top management, etc.); 3) Methods and Techniques of IM: networking, precursor analysis, media analysis, expert panels, scanning, Delphi, consensor, scenario building, tech forecasting, trigger event identification, etc.; 4) Establishing an IM System: diagnosis as to whether IM makes sense, small beginnings, gradual expansion; 5) A Research Agenda: identifying the targets and priorities for further research.

(issues management)

ADVANCE \u563

Professional Developments in Policy Studies. Stuart S. Nagel (Prof of Political Science, U of Illinois‑Urbana) and Miriam K. Mills (deceased; formerly New Jersey Institute of Technology). Prepared for the Policy Studies Organization. Westport CT: Greenwood Press, March 1993/264p/$59.95. 

     Chapters in five sections: 1) Professional Elements: developing a policy curriculum and a policy evaluation course, obtaining policy analysis jobs in Washington (with comments by several experts, including futurists Joseph Coates and Edward Cornish), grant‑getting and publishing, professional ethics in policy evaluation; 2) Interdisciplinary Interaction: improving public policy in developing countries, research utilization in policy‑making; 3) Policy Studies Methods: mathematical optimizing, statistical analysis, generating creative policy ideas, decision‑aiding software, dispute resolution, super‑optimizing analysis; 4) Cross‑Cutting Governmental Activities: the public‑private controversy, incentives and economic growth, socialization (shaping policy‑relevant attitudes of children); 5) Theoretical Perspectives: theory of knowing, trends in policy analysis (higher goals, multi‑criteria decision‑making, more positive incentives); 6) Broadening Our Horizons: improved policy analysis, finding a super‑optimum package, improving policy analysis institutions, global policy studies. [NOTE: Good introductory overview by a long‑time leader in policy studies, a realm that should be seen as overlapping futures studies, which is equally concerned with alternative directions. Regrettably, Nagel assumes a static world and makes no mention of futures studies, forecasting, trend analysis, or scenarios. On the other hand, futurists make no mention of policy‑making or policy studies (which tends to be narrower in scope, more technique‑oriented, and largely an American phenomenon).]

(policy studies introduction)  

ADVANCE \u564

Social Impact Assessment Methods. Edited by Kurt Finsterbusch (U of Maryland), Lynn G. Llewellyn (US Fish & Wildlife Service), and C. P.; Wolf (Polytechnic Institute of NY). Beverly Hills CA: Sage Publications, Dec 1983/320p/$29.95.

     When nuclear power plants, dams, strip mines, and other major projects are planned, specialists are needed to assess social as well as environmental impacts. The National Environmental Policy Act of 1969 mandates such assessments of the human costs of new construction. These essays describe frameworks and methodological approaches, integrated methodology for large‑scale development projects, data collection methods (survey research, ethnography, demographic change assessment, social indicators research) and specialized methodologies (computerized models, community needs assessment, psychological assessment, causes and correctives for errors of judgment, visual quality and visual impact assessment, and evaluation methods).

(social impact assessment)
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Social Impact Analysis and Development Planning in the Third World. Edited by William Derman (Michigan State U) and Scott Whiteford (School of American Research, New Mexico). Boulder CO: Westview, Nov 1984/c250p/$26.00.

     National governments and international agencies have committed vast sums of money to development projects over the past three decades. Many projects, however, have not only failed to help the people they were intended to help, but have created more social and economic problems than they resolved. The failure of many of the projects can be traced to an inadequate understanding of the socio-cultural realities of the people they most directly affect, and to a lack of participation by these people in project planning, implementation and evaluation. Drawing on case material from socialist and capitalist countries, primarily in Africa and Latin America, the authors of these original essays show how socio-cultural factors should be incorporated into planning processes.

(impact analysis in Third World)
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Social Impact Assessment and Monitoring: A Cross-Disciplinary Guide to the Literature. Michael J. Carley (Political Studies Institute, London) and Eduardo Bustelo (UNICEF, Brazil). Boulder CO: Westview, Oct 1984/c250p/$32.50.

     A critical review of more than 600 recent publications in social impact assessment (SIA) and related fields, based on the view that SIA is more than an analytical technique, but a logical and timely response to the ever-growing need for more and better information for decision-making in an increasingly complex world. Topics covered include social forecasting, SIA methodologies, socio-cultural effects, SIA in developing countries, public participation, risk, environmental impact assessment, monitoring, cost-benefit analysis, and decision analysis.

(social impact assessment guide)
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Social Theories of Risk. Edited by Sheldon Krimsky (Prof of Urban and Environmental Policy, Tufts U) and Dominic Golding (Center for Risk Management, Resources for the Future). Westport CT: Praeger, Sept 1992/412p/$59.95;$22.95pb. 

     The field of risk studies grew out of the practical needs of industrial societies to regulate technology and to protect citizens from natural and technological hazards. The study of risk, once relegated to a narrow sector of academia and the insurance industry, has been nourished by the demands of public policy and has rapidly developed into a multidisciplinary field. Toxicologists, epidemiologists, and others in the health sciences have perfected models of hazard identification and risk estimation. The contribution of the social sciences has been to broaden the debate about risks beyond technical considerations, to explain the divergence between public and expert views of risk, and to point out that expert knowledge is not value‑free. The 15 essays discuss the history of risk research, a systematic classification of risk perspectives (cultural theory, the psychological approach, probabilistic risk analysis, the actuarial approach using statistical predictions, the economic approach using risk‑benefit comparison, etc.), theory in risk studies, progress in developing an integrative framework, the social arena concept of risk debates, public wisdom and expert fallibility, error in risk assessment, the “acceptable risk paradigm” as a central pillar of expert self‑delusion, managing low‑probability events, and decision analysis in risk management. Concludes that the field of risk studies in general, and theory in particular, is still in its early stages. Research into cross‑cultural views of global environmental change, in particular, is likely to “expand dramatically in the future.” A bibliography of about 750 titles is included. [NOTE: Thinking about risk is a narrowly specialized area of thinking about the future. The connection is seldom made, but ought to be.] 

(risk studies field expanding)
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Improving Risk Communication. National Research Council, Committee on Risk Perception and Communication. Washington: National Academy Press, May 1989/332p/$39.95;$29.95pb.

     Hazards of modern life surround us, as does communication about the risks of those hazards—a recently developed interest. But risk messages are difficult to formulate in ways that are accurate, clear, and not misleading. Some important misconceptions need to be dispelled; in fact: 1) there is no single overriding risk problem, and thus no simple way of making risk communication easy; 2) many people (including scientists and decisionmakers) have unrealistic expectations about what can be accomplished by risk communication; 3) good risk communication cannot always improve a situation, but poor risk communication nearly always makes it worse; 4) several kinds of legal considerations (statutory mandates, liability, informed consent and “right‑to‑know” requirements) influence the options available to risk managers and thus the content of their messages; 5) risk communication is not simply one‑way messages from experts to an uninformed public; rather, it should be seen as an interactive process of information and opinion exchange among individuals and groups—an essential part of communication in a democracy.

     Four generic issues have been the source of difficulty in the past: 1) relating the message to the perspectives and technical capacity of the audience; 2) handling uncertainty (“risk messages and supporting materials should not minimize the existence of uncertainty; data gaps and areas of significant disagreement among experts should be disclosed;” some indication of the level of confidence of estimates should be made); 3) risk comparisons can be helpful, but there are pitfalls when risks of diverse character are compared; 4) ensuring completeness (a complete message describes the nature of the risk, benefits from reducing risk, available alternatives, uncertainty about risks and benefits, and management issues.

     Four key objectives in improved management of the process: 1) Realistic Goals: risk communication activities should be a matter of conscious design, with practical goals and evaluation; 2) Openness: organizations that communicate about risks should ensure effective two‑way dialogue with potentially affected outsiders; 3) Balance and Accuracy: to insure that messages are not distorted or appear to be distorted, managers should hold message preparers accountable and use independent outside review; 4) Competence: preparation of risk messages should be a deliberate, specialized undertaking. [NOTE: Stated alternatively, this book is about communicating “possible futures.” ALSO SEE: A Citizen's Right to Know: Risk Communication and Public Policy by Susan G. Haddin (Westview, Aug 1989; FS Annual 1990 #9830), on citizen empowerment through accessible information, better analysis, and the means to participate.]

(risk communication)
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Managing Disaster: Strategies and Policy Perspectives. Edited by Louise K. Comfort (U of Pittsburgh). Durham NC: Duke U P, April 1988ADVANCE \r0/ADVANCE \r0420pADVANCE \r0/ADVANCE \r0$58.00;$19.95pb.

     Essays originating from a 1984 Senior Executive Seminar on Emergency Management, cosponsored by the Federal Emergency Management Agency and the National Association of Schools of Public Administration and Affairs. Chapters discuss the emergency management system, restructuring problems of public action, natural hazard mitigation, implementing disaster mitigation policy, current policy in disaster preparedness, research-based disaster planning, Federal preparedness for hazardous and toxic waste disaster, management issues in emergency response, recovery following disaster, decisionmaking under the adversity of disaster conditions (by Yehezkel Dror), disaster management in the Netherlands, earthquake prediction and politics in Latin America, analytical tools in disaster management, ethical issues (e.g., warning the public of a probable catastrophic earthquake), and developing professional judgment to cope with conditions of uncertainty. Comfort concludes that the successful reduction of risk requires both more informed public policy and more systematic education in disaster mitigation and management for public service personnel. New technologies in information-gathering, processing, and monitoring of hazardous events now allow the concept of mitigation and management strategies previously not undertaken by public service agencies. This book marks a shift in the definition of responsibility for catastrophic events, which heretofore have been considered “acts of God” beyond the control of human decisionmakers.

(emergency management risk reduction)

F. Evaluation and Critiques
ADVANCE \u270

With Both Feet Planted Firmly in Mid-Air: Reflections on Thinking About the Future, Donald N. Michael (San Francisco CA; Emeritus Prof of Planning, U of Michigan), Futures, 17:2, April 1985, 94-103.

     Overcoming the footless status of futures studies is a far deeper problem than that of closing the gap between theory and data about human behavior in turbulent times. At root the problem is epistemological, as clearly demonstrated by exposure to histories of ideas and societal change. All we have today are endless fragments of theory that “account” for bits and pieces of individual, organizational, and economic behavior. We have no overarching or truly interconnecting theories. There are many pasts, and innumerable ways of putting together the present. Since multiple pasts and presents make it impossible to bound events definitively as the containers of causes and effects, forecasts become questionable as to what is becoming what out of what. Nevertheless, the pronouncements of experts are useful because they are able to influence the definition of social reality others hold; this source of authority legitimizes the stories they tell. In the face of a turbulent and problematic future, a future study offers a protection against the unknown. This sense of comfort is further reinforced through logical methodologies using models, data, graphs, etc. Those who commission futures studies are reinforced in their sense of competence because they see themselves doing what rational persons ought to do to solve a problem. Yet, much more often than not, futures studies increase discomfort because they expose the problematical ramifications of the future. The complex and unavoidable interplay of rewards and threats with which futures studies face their creators and consumers can usefully be seen as storytelling—the age-old device by which humans have inspired, influenced, and engaged each other. What is being told in any futures study is a story, and it could be a richer story if it were accepted as such. Three methodological injunctions emerge from this vision of the responsible teller of stories about the future: 1) shared thoughts about the future should include acknowledgement of the problematic nature of the past and present from which the futures derive; 2) such thoughts should be accompanied by an explicit theory about the processes of social change; 3) all involved should be aware that thoughts about the future unavoidably engage both constructive and destructive unconscious needs. We should remember that each of us is a part of the story; “know thyself” is thus the most essential of all conditions for meaningful and responsible engagement when thinking about the future and finding one's way among the claims, distortions, and fantasies that each of us harbors in our unconscious.

(futurists as story tellers)
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What We Have Learned About Forecasting and Planning, Roy Amara (President, Institute for the Future, Menlo Park CA), Futures, 20:4, August 1988, 385-401.

     An adaptation of materials from IFTF's tenth annual Ten-Year Forecast, summarizing notable hits and misses. Twenty years of experience has resulted in ten “do's and don'ts”: 1) Don't be a vacuum cleaner, collecting every speck of information that comes across your field of view—rather, construct a set of lenses or filters to avoid infoglut; 2) Don't substitute error for uncertainty: some variables are more uncertain than others, and this must be acknowledged; 3) At times, lean against the wind and question conventional wisdom or turn a trend on its head; 4) Hedge forecasts with possible low probability/high impact surprises; 5) Look for breakpoints and discontinuities; 6) Focus on underlying driving forces; 7) Look for clusters of drivers; 8) Translate environmental forecasts into forms that have direct meaning for organizational functions; 9) Don't over- or under- estimate the rate of adopting some technologies; 10) Keep asking "So what? 

(10 do's and don'ts of forecasting)
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Ethical Dilemmas in Forecasting for Public Policy, Martin Wachs (Prof of Urban Planning, UCLA), Public Administration Review, 42:6, Nov-Dec 1982, 562-567.

     Forecasts can be made by politicians and prophets, but in policy-making those taken seriously for any practical purpose are likely to be produced by technical experts serving as staff or consultants to decision-makers. The political salience of many forecasts and the technical complexity of the forecasting process combine to create an important ethical dilemma for the forecaster. Forecasts supporting advocacy of particular courses of action are often demanded by interest groups or public officials. But many technical assumptions are required so as to make any forecast quite subjective. By choosing particular data or mathematical forms, many forecasts can be changed to transform increases into decreases, growth into contradiction, or gain into loss. These transformations can produce rewards or remove threats for those who accomplish them. For example, assumption drag--reliance upon outdated core assumptions, which result in a systematic tendency toward conservatism--results from avoiding criticism for going out on a limb, following hunches, or departing from conventional wisdom. Another illustration is the question of public works, which often leads to overestimated demand and underestimated cost because, once a decision is made to build a project, low initial cost estimates will rarely kill it and additional money will always be found. Although forecasters are committed by training to a body of tools and techniques, they must also be loyal to their sponsors, and the options frequently boil down to serving an agency or leaving it. Many forecasts are thus statements of hope and intention, with analysts and politicians maintaining the fiction that they are value-free projections of trends. Few forecasters engage in blatant falsification, but many are subtly transformed from analyst to advocate. 

(biases of forecasting)
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Pseudoplanning, Paul C. Nutt (Dept of Industrial and Systems Engineering, Ohio State U), Technological Forecasting and Social Change, 25:2, April 1984, 91-108.

     Poor process management, or pseudoplanning, is an important but unrecognized source of plan failure. Types of pseudoplanning include: 1) What's the Problem, when the sponsor fails to give a thoughtful problem diagnosis and the problem is misperceived; 2) The Omnipotent Planner, when planners have a pre-packaged solution for certain types of problems; 3) Pooled Ignorance, when a planning task force fails to represent key points of view or expertise; 4) Do It My Way, when planning is carried out to sanction the pet idea of a sponsor; 5) Change as Given, when plans are made without giving careful consideration to how required changes are to be made; 6) Sciencism, when analysis is stressed at the expense of search, synthesis, and the creation of new options and ideas.

(types of pseudoplanning)

74

Great Planning Disasters (American Edition). Peter Hall (Prof of Geography, U of Reading). Berkeley CA: U of California Press, May 1982/308p/$29.95;$7.95pb.

    First published in England in 1980, this edition has a new 27-page introduction by Hall, the editor of Europe 2000 (Duckworth, 1977). Several case studies are described at length. London's third airport and motorways ringing the city are examples of negative planning disasters, where plans were abandoned. The Anglo-French Concorde, San Francisco's BART system, and Sydney's opera house are positive planning disasters, where plans were implemented and then felt to have been wrong. Two near-disasters are also described: California's new college campuses and Britain's national library. How could the decision-making process be improved? Hall recommends a sophisticated form of muddling through, or jointed incrementalism (Dahl and Lindblom), or mixed scanning (Etzioni). Planners would start by forecasting in a different way, scanning the whole environment (not focusing exclusively on the easily quantifiable elements) to try to identify factors that could undermine the traditional kind of forecasting exercise. Thus the decision to build a new road or start a new airport would be made on the basis of two concentric circles of evaluation: 1) the inner circle would comprise a narrow financial evaluation similar to that of a private corporation accountable to shareholders; 2) the wider circle would set this financial evaluation within a broad cost-benefit framework of externalities: the positive and negative effects of the investment on other people. Such an approach would have avoided most of the disasters described here. Concludes that there is a perennial tendency on the part of politicians to think that planning problems will go away, but they don't. Doing nothing, and hoping Micawber-like that something will turn up, is as bad a solution as the grand slam that goes wrong. If the grand slam was the fashionable mistake of the 1960s, doing nothing is surely destined to be that of the 1980s.

(avoiding planning disasters)
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Great Expectations: Why Technology Predictions Go Awry, Herb Brody (Senior Editor, TR), Technology Review, 94:5, July 1991, 39‑44.

     No one can predict the future with pinpoint accuracy, but the technology forecasts of experts often amount to a chronicle of wildly missed cues and squandered opportunities. Some guidelines to avoid costly and embarrassing mistakes: 1) discount predictions based on information from vested interests (rosy predictions often originate with people who have a financial stake in a new technology, and are hyped by the business press on the lookout for hot trends); 2) watch developments in related fields; 3) expect existing technologies to continue improving, and don't expect people to abandon what they have for something new that is not substantially better; 4) beware of predictions based on simple trend extrapolation; 5) distinguish between technology forecasts and market predictions; 6) pay attention to the infrastructure on which success of a technology depends. Rather than predict a single outcome, SRI's Ian Wilson recommends that forecasters should paint several scenarios of the future, each hinging on different assumptions. [NOTE: A brief primer on technology forecasting.]

(basic guidelines for tech forecasting)
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Megamistakes: Forecasting and the Myth of Rapid Technological Change. Steven P. Schnaars (Associate Prof of Marketing, CUNY‑Baruch College). NY: The Free Press, Feb 1989/202p/$19.95.

     Many forecasters paint a bright future for new, emerging technologies which, they claim, will spawn huge growth markets and play a large part in our everyday lives. Most of these forecasts fail because forecasters fall in love with the technology and ignore the market it is intended to serve. For example, of 66 selected forecasts from TRW's 1966 “Probe of the Future” (published in The Futurist, Oct 1967), nearly every prediction proved wrong (e.g. a solar power plant in space by 1983, mass‑produced low‑cost modular housing by the 1980s, and personal vertical takeoff aircraft by 1977). Among 100 technical innovations “very likely in the last third of the 20th century” in Kahn and Wiener's The Year 2000 (Macmillan, 1967), only about 15% of the forecasts were clearly correct, another 10% were partially correct by a lenient measure, 25% could not be evaluated because they were stated vaguely, and about 50% of the forecasts were clear‑cut mistakes. A wide variety of other technological forecasts are examined, concluding that only 20‑25% of such forecasts come true.

    Chapters discuss the optimistic bias of most technological forecasts, gee‑whiz forecasts of life at home in the future, the Zeitgeist effect (whereby forecasters are imprisoned by the spirit of the times in which they live, thus casting doubts on the merits of consensus forecasts), mistaken demographic trends, successful forecasts, and insights on growth markets (invention does not always lead to commercial success, ultimate uses are unforeseen, growth takes longer than expected). Concludes with three general guidelines for improved accuracy of growth market forecasts: 1) avoid technological wonder: do not be swept away by grand visions; 2) ask fundamental questions about markets (who are the customers, how large is the market, does the innovation go against customs and culture, etc.); 3) stress cost‑benefit analysis: whether the product provides something special at a price both customer and manufacturer will accept. Insofar as forecasting methods, Schnaars advises to “stay away from anything that includes advanced mathematics,” be suspicious of trend projections, challenge assumptions, and use multiple scenarios. [NOTE: A popularized assault on largely popularized and older forecasts. For a more scholarly treatment of the foibles of techno‑optimism, see Imagining Tomorrow: History, Technology, and the American Future (MIT Press, 1986).]

(technological forecasting 20‑25% right)
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Psychological Pitfalls in Forecasting, Jonathan St. B. T. Evans (Reader in Psychology, Plymouth Polytechnic, UK) Futures, 14:4, Aug 1982, 258-265.

     Biases may operate at every stage of forecasting: people may perceive imaginary patterns in random events, ignore base rates in the presence of specific evidence, generate predictions which are least likely to falsify their own theories, and maintain beliefs in the face of contradictory evidence. These errors of intuitive judgment can be ameliorated to some extent by the use of formal procedures. Intuitive biases are most likely to operate when 1) there is much uncertainty; 2) the situation is very complex, with many possible relevant factors to be considered; and 3) when strong beliefs are held about the theories used to make forecasts.

(biases in forecasting)
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Why Were We Surprised? W. R. Connor (Director, National Humanities Center, Research Triangle Park NC), The American Scholar, 60:2, Spring 1991, 175‑184.

     It seems that no one foresaw the collapse of communism in the USSR and the East Bloc, developments in the Middle East, or the massive setback in China following the Tienanmen Square massacre. Mainline Western Sovietology has relied on a very narrow range of factors in its analyses—an economics that neglected context. The emotional context of economic and political change is precisely what has proved most difficult for many analysts. Cultural issues (language, schooling, freedom of expression, ethnic and national identity) are as central to political life as economic issues. But models of analysis persist in radically undervaluing cultural concerns. We badly need a fresh approach to understanding the world situation, one that is grounded in a serious study of culture and the nature of long‑term historical change. Our repeated efforts to develop systems of prediction shield us from the true nature of our situation—a world of radical and essentially unpredictable change. Lavish expenditures on security studies discourages attitudes on which true security is likely to be based: an awareness of complexity, a respect for limits, and imagining the unimaginable. “In diplomacy, as in war, plans rarely work out as expected and ironic outcomes are to be anticipated.”  Such modesty may provide our best hope of survival. [NOTE: It is always valuable to reflect on who didn't see what major developments and why.]

(modest attitudes and attention to culture)
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An Evaluation of Delphi, Fred Woudenberg (Netherlands Environmental Health Service, Rotterdam), Technological Forecasting and Social Change, 40:2, Sept 1991, 131‑150.

     Reviews the history of Delphi and the literature on its quantitative applications, finding that “the main claim of Delphi—to remove the negative effects of unstructured, direct interaction—cannot be substantiated.” No evidence was found to support the view that Delphi is more accurate than other (simpler, faster, and cheaper) judgment methods, or that consensus in a Delphi is achieved by disseminating information to all participants. Rather, consensus is achieved mainly by group pressure to conform. A total of 102 references are reviewed for this article.

(Delphi technique questioned)
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Public Sector Use of the Delphi Technique, John F. Preble (College of Business and Economics, U of Delaware), Technological Forecasting and Social Change, 23:1, March 1983, 75-88.

    Reviews more than 100 Delphi studies conducted in the public sector and readily available through library services and government publications. (Many Delphi studies are proprietary and thus unavailable for examination). Special emphasis is given to the use of Delphi in public budgeting and education, and as a communications tool to address policy questions. Traditionally, the Delphi technique has employed the use of experts to arrive at a consensus on the likelihood and timing of specified future events. But it has also been found useful as a multi-purpose tool; some of the other principal uses include obtaining consensus among individuals, exploring diversity of opinion, acquiring “hard data” to communicate in planning, for curriculum and campus planning, and to identify and/or rank goals. Various modifications to the classical Delphi have also been made, such as structuring to encourage diversity and alternative options, evaluating options and events in relation to their desirability and feasibility, self-rating of participant expertise, and normative Delphis for goal formulation. A summation of the cautions when using Delphi, as noted by various authors, include the need to compare Delphi results with those obtained through other means of analysis, care in panel selection, susceptibility of statements to experimenter bias, and problems in distilling and consolidating written comments.

(overview of public sector Delphi use) 
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The Electronic Oracle: Computer Models and Social Decisions. Donella H. Meadows (Dartmouth College) and J.M. Robinson (Dept of Geography, U of California-Santa Barbara). NY: John Wiley & Sons, May 1985/445p/$39.95.

     Promoters of the computer as a forecasting tool claim that mathematical models contribute greatly to the effectiveness, utility and equity  of social decision-making. Their supposed advantages over the best mental models include rigor, comprehensiveness, logic, accessibility, and flexibility. But in practice, computer models have clarified and improved social decisions only in limited areas. Modelers ask why their models aren't used, and policymakers ask why models aren't made that they can use. The authors explore this problem, finding that some computer models are incongruent with the real world and/or with established thinking. Examines nine major models that were formulated as inputs to social policy: SOS (sponsored by the EPA), SAHEL and TEMPO II (sponsored by AID), LTSM and BACHUE (sponsored by the UN Fund for Population Activities), MEXICOV (sponsored by Mexican private businesses), CHAC (sponsored by the World Bank and Mexico), KASM (applied to South Korea), and an unnamed model used by Resources for the Future. The primary conceptual predispositions underlying each of these models is explored, as are their institutional settings.

    Concludes that computer models can potentially surpass mental models, but that they “typically hide extremely simple theories under heaps of numerical gadgetry.”  Their methodological paradigms constrain creativity and limit comprehensiveness as often as they lead to insight. And by limiting themselves to things for which numerical data are available, they ignore much of the real world. Few of the models produced exactly the results they were intended to produce, but they did create some unintended and sometimes surprising side effects. Numerous suggestions for improvement are arranged in three categories: 1) Knowledge Problems: need for bigger and more standardized data bases, more resources needed for gathering data, need to use more qualitative and intuitive information, etc.; 2) Institutional Problems: government and business should emphasize basic research, policymakers should have realistic expectations, universities should establish reward structures for interdisciplinary research; 3) Practice Problems: funders should resist financing large models, modelers should approach complex problems from the top down, modelers should focus more on problems than on what is measurable, funders should enforce documentation standards, universities should establish a clearinghouse for models and programs, models should be tested by an independent evaluation agency, governments or professional organizations should certify modelers rather than models. [NOTE: An authoritative critique.] 

(computer models)
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� Acknowledgements are made for the insightful comments and work of Dave Snowden of the Cognitive Edge Ltd, cf. also ”Innovation as an objective of knowledge management. Part I the landscape of management.” (2004).


� The EU report "Business Knowledge Management: A study on market prospects, business needs and technological trends" (2005) seeks to provide strategic assessment of organizational knowledge management in Europe, and to present an initiative - Knowledge Management Made in Europe (KMME) - to support the Lisbon strategy, describes the past trends that have have transformed society into knowledge-based economy, and future trends that will transform it further according to Figure 1.





� However, many in the European tradition consider futures studies as a science. If science is an epistemology that uses experiments that control for a variable, then futures research is not a science. If one defines science as an organized body of knowledge, then some of futures studies can be considered a science.  





� Interview with Ambassador Raymond Probst in 1976 for Smithsonian Institution study by the author which produced Space Trek: The Endless Migration, co-authored with George Robinson.





�. This positive vision was not rigorously compared with the realities of human and financial requirements to move into the industrial age. If normative (what we would like) AND exploratory (a more analytic description of what is possible or likely) futures studies were done together in the 1950s and 1960s, then a more realistic positive vision would have emerged.  UNDP/African Futures was designed to encourage both approaches and their interaction.





�. Standards in methods and certification of forecasters does not exist. Although no single right way exists to do a Futures Wheel, Delphi, or Scenario, there is a reasonable range of "correct ways." These have not been documented and should be one of the assignments of the Millennium Project.  Similarly, examples exist when forecasting methods were used intelligently and produced useful results and times when they were not. This should also be documented as part of the methods evaluation of the Millennium Project. Eventually, we should be able to identify where standards are possible and what those standards should be. The remaining activity, which could well be the majority of activity, should be considered a craft (and hence skills to transfer and practice) or an art (and hence media to master).





In 1993, the European Community's Joint Research Center in collaboration with Conservatoire National des Arts et Métiers brought together about 25 futures research methodology experts but were not able to reach agreement on these issues.  In 1994, participants in the Federal Forecasters Conference formed a task force to identify standards and certification requirements to make forecasting a job classification in the U.S. government.





Ted Gordon points out that erroneous forecasts can help improve methods and laments the absence of any repository for systematically made forecasts ­ right or wrong ­ so that future analysts can improve their methods by identifying the reasons for earlier failure.  Certainly some serious evaluations of forecasts have been made, but these are episodic rather than systematic





�. Berger, Gaston. "Sciences, Humaines, et Prévision," La Revue des Deux Mondes, 1957.





�. "Futurism" is not a useful or well-regarded term.  If one consults the dictionary, one finds that futurism is an Italian school of art around the turn of the last century that robotized style and some associated it with fascism. Surely, that is not what some futurists mean when they use the term "futurism." Secondly, "ism" implies an ideology like communism or Darwinism that defines what is right and wrong and true and false.  There is no truth or falsity about the future, just more or less likely or desirable possibilities.  Futurists tend to want to open our minds to new possibilities.  "-isms" limit what is possible.  Although some still use this term, this paper does not consider it appropriate.  Peter Bishop would not exclude the term "futurism" as any more ideological than "futurist."  He argues that it is a paradigmatic perspective on approaching the future just as Communism and Darwinism are paradigms in their respective fields.  Then what would one call the study of alternative paradigmatic perspectives on the future of which "futurism" he states is one?  It would have to be called "future studies" not "futurism."





�. Few university programs offer advanced degrees in futures research.  Possibly the first was the doctoral Program for the Study of the Futures in Education at the University of Massachusetts in 1969, but it closed in 1991.  One can still get a doctors degree of prospective and strategic studies at the Conservatoire National des Arts et Métiers in Paris and several other universities around the world. See http://www.accelerating.org/gradprograms.html 


Other more tightly focused doctoral programs are in Political Science at the University of Hawaii and in Systems Science at Portland State University in the United States.  The Program for the Study of the Future at the University of  Houston, Texas, offers the largest Masters’ Science program in future studies. 


Finland Futures Research Center at the University of Turku's School of Economics and Business Administration offers 20 weeks post�graduate studies in futures research for about 30 doctoral students for the past two years and is planning a professorship and a permanent doctoral studies program for Future Studies.  Pentti Malaska, former President of the World Future Studies Federation, believes that India has the largest future studies program in universities and high schools in the world.
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�. The original motivation and idea for this discussion is drawn from Kahn, Herman, Card 1, The Corporate Environment Study 1975-85, Hudson Institute, October 1973.  This card distinguished Policy Research from Academic Research.





�. Academic programs for the study of the future can also perform futures research contracts for specific applications, just as a futures research organization might perform some basic research.  Prof. Peter Bishop notes academic work at universities can be both academic future studies (contribution to our overall understanding of an approach to the future and its methods) as well as applied futures research for a specific decision maker.  This removes basic research from one particular occupation and also allows academics to do applied research (a particular time and place for a particular client).  Understandably, future studies, as defined in this paper, is proportionately conducted more at universities than at any other kind of organization.





�. There are a variety of taxonomies.  None of them are completely satisfactory.  Michael Marien organizes methods in terms of seven "Ps":  1) Probable;  2) Possible;  3) Preferable;  4) Present (trends);  5) Past (retrospective);  6) Panoramic (systems);  and 7) Participatory.  This taxonomy is very instructive about the potential uses of methods, but most methods can be used in most of these categories.  Another example is the Nordic Project of Future Studies.  The taxonomy offered in this paper for methods also has some shortcomings.  One can argue that even quantitative methods use qualitative assumptions, and a qualitative method can use numbers.  By the same token, the normative/exploratory dimension refers to the purpose of the technique, which is not intrinsic to the technique itself.
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