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This guide to hand, 
either printed or 
accessible from 
your computer.

This open toolkit will help you 
to explore the unintended 
and unexpected 
consequences of a particular 
change, and it will help to 
identify purposeful actions 
you can take now which 
preempt future opportunities 
and risks. 
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What you’ll need:

Who should use it: Time required:

Post-its and pens 
or a digital 
workspace like 
Mural, Miro or 
Milanote. 

Time and space to 
think.

A diverse group of 
enthusiastic and 
imaginative 
participants!

It can be used by any size of group — 
from an individual to multiple groups. 
However, the more diverse the 
participants, the more likely you are to 
reach impactful outcomes.

Preferably at least a day to prepare and 2 
hours minimum workshopping time 
(scaled to the complexity of the topic or 
the number of topics to be explored).

>1 day >2 hours
preparation workshopping
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Why use this tool?

Our brains like to think in 
straight lines

We tend to have a linear view of the future. This is a 
cognitive bias that helps us make sense of the 
world. For example: if it takes 5 minutes to half-fill a 
bathtub, it takes 10 minutes to fill it; if a coffee 
costs £2 then two coffees cost £4. Unfortunately, 
much of our world behaves in non-linear ways. 
When working on systems-level challenges or 
driving societal change, linearity flies out of the 
window.

Further reading: HBR | Linear Thinking in a 
Non-Linear World

https://hbr.org/2017/05/linear-thinking-in-a-nonlinear-world
https://hbr.org/2017/05/linear-thinking-in-a-nonlinear-world
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This blindsides us to change, even as it is 
already happening. As Ernest Hemingway 
wrote in an exchange between two 
characters in The Sun Also Rises: one 
character asks, “How did you go bankrupt?”; 
to which the other replies, “Gradually, then 
suddenly.” By the time we are aware of 
change, it is usually already happening at 
speed. Change doesn’t come out of 
nowhere, it is usually here with us in the 
present, lending credence to William 
Gibson’s oft-quoted: “The future is already 
here – it's just not very evenly distributed.”
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Why use this tool?

Thinking in straight lines 
blindsides us to change

This means that the future can be anticipated, 
by looking at emergent change occurring on 
the fringes of the present. This space might be 
thought of, as referred to by Stuart Kauffman, 
the “adjacent possible”:

“The adjacent possible is a kind of 
shadow future, hovering on the edges 
of the present state of things, a map of 
all the ways in which the present can 
reinvent itself… [the adjacent possible] 
captures both the limits and the 
creative potential of change and 
innovation.” 

— Steven Johnson

Further reading: Farsighted by Steven Johnson

https://uk.bookshop.org/books/farsighted-how-we-make-the-decisions-that-matter-the-most/9781473693661
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Why use this tool?

Learning to see around corners

It is therefore important to rigorously interrogate 
the changes that could affect our world. This is 
hard, because of our cognitive bias to see linearity 
more easily than non-linearity. It shouldn’t a 
surprise that the originators of the previously 
aforementioned quotes on non-linear change are 
fiction authors who spend their time using their 
imagination. Therefore, we’ll need to channel our 
imagination to uncover the unintended and 
unexpected. This is where this Unintended 
Consequences workshopping tool comes in. 
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A method to anticipate 
the unexpected

Unintended Consequences is a workshopping 
tool based on Jerome Glenn’s Futures Wheel 
which generates scenarios that can be used to 
anticipate change. This can be used to 
future-proof visions, spot opportunities, 
prepare for disruption and more. It is a vital 
tool in the toolbox of the long-term 
organisation.

The tool involves choosing a wide-reaching, 
yet emergent change and extrapolating the 
consequences of that change to a specific 
domain that is relevant to your organisation. 

What is it? The outcome is a series of consequences – or 
scenarios – that can be used to spot 
opportunities and risks which may otherwise 
go unnoticed. 

Further reading: The Futures Wheel by Jerome 
Glenn in The Millennium Project

Change Domain Extrapolation Scenarios Implications+ + = +
An emergent 

but wide 
reaching trend

A topic you want 
to explore

The process of 
generating 

consequences

Possible 
consequences of 

the change

Relating the impact 
of scenarios back to 

your organisation

https://millennium-project.org/wp-content/uploads/2020/02/06-Futures-Wheel.pdf
https://millennium-project.org/wp-content/uploads/2020/02/06-Futures-Wheel.pdf
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An analogy is that of tossing 
a rock into a pond — the 
rock generates ripples 
which disturbs the pond. 
The rock is the change. It should be emergent 
yet with potential for wide-reaching change. 
Examples of this are macro STEEPLE forces or 
General Purpose Technologies (e.g. GDPR, 
autonomous vehicles, an aging population).

The pond is the domain. This could be an 
industry relevant to or adjacent to your 
organisation,  a supply chain, or customer 
experience. For example, the impact of web3 
on the skills market or the impact of 
biometric security on the airport check-in 
experience.

The ripples are the cascading first-, second-, 
and third-order consequences. These are 

scenarios that can be organised by varying 
degrees of likelihood and impact.

The rock might cause the initial spectacle of a 
splash, yet it will be the rippling waves that will 
truly touch everything in the pond. This analogy 
is useful, because it asks us to look beyond the 
excitement and short-term disruption of the 
splash, to explore the deeper consequences 
which affect how the pond settles into a new 
form for the long term.

Further reading: 

STEEPLE Analysis
General Purpose Technologies (GPT)

https://pestleanalysis.com/steep-and-steeple-analysis/
https://en.wikipedia.org/wiki/General-purpose_technology
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There are four key activities required for a successful Unintended 
Consequences workshopping session.

How to do it?

Define the change Map the now Follow the threads Trim and translate

Preparation

Workshop

Post-workshop

List the core characteristics 
that define the change in 
your selected trend.

Map the domain to which the 
change will take place within.

Extrapolate first, second and 
third order consequences.

Prioritise and develop the 
consequences while 
exploring implications on 
your organisation. 

1 2 3 4
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Example:

Key characteristics of 
Autonomous Vehicles (AVs)

1. Increases speed and efficiency 
of travel.

2. Reduces the cost per mile to 
move people (and things).

3. Liberates the attention of 
passengers, rethinking the 
experience of a journey.

4. Drastically increases safety 
through the removal of human 
error.
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Define the change

List the core characteristics that 
define the change in your 
selected trend.

This is a preparatory activity that 
should be done before the 
workshop.

1. Pick a change to focus on for the exercise. It 
should be emergent yet have potential to be 
wide-ranging. If you do not have a specific 
one in mind already, check out others’ 
thoughts on general purpose technologies 
(GPTs), macro forces, etc. 

a. Not all change is driven by technology. 
Climate anxiety, climate instability and an 
ageing population are examples of hugely 
impactful emergent changes. The 
STEEPLE framework helps to look at types 
of change beyond technology. 

2. Do some research and define the change in 
a tangible way. To use the example of 
autonomous vehicles, this change can be 
defined as reducing the cost of travel, 
reducing road deaths, increasing efficiency of 
travel, greater access, and more.

3. Summarise this as a series of 
characteristics. These should be easy for the 
rest of the team to grasp, and should put 
them in the right mindset for the 
workshopping activity.

1

Preparation
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Map the now

Map the domain(s) that you want 
to examine.

This activity could be completed 
in preparation or during the 
workshop.

2

Preparation Workshop

1. Pick one or a series of clearly defined 
domains that the change is being applied 
to. This could be directly related to your 
organisation’s industry or adjacent areas 
that your organisation is dependent on. E.g. 
the industries of retail, transport, banking; 
the supply chain of a toothbrush; the 
customer journey of a hospital service.

If you have little time, or are flying solo, 
then pick just one domain. If you have a 
large team or group, or longer period of 
time then it can work well to pick 
multiple areas. For example, different 
groups in the same workshop can 
explore consequences of a different 
domain each. 

2. Map these areas by breaking them down 
into their key parts. The purpose of this is 
to inspire and frame the consequence 
generation exercise. Go into the level of 
depth appropriate to the amount of time 
available. Different types of mapping 
activity can be used depending on the 
nature of the domain.

PRE DURING POST

Experience journey mapping

Supply chain mapping

There are hundreds of different ways you could map the 
domain, from stakeholder mapping and emotional mapping to 
service mapping. The purpose here is to ensure that you and 
those you’re working with understand the domain your 
examining, so feel free to choose whatever mapping method 
feels appropriate. 
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Follow the threads

Extrapolate first, second and 
third order consequences.

This is the main workshop 
activity.

3

Preparation Workshop

1. Review input materials. Begin by reviewing 
the characteristics of the selected change 
(step 1) and the domain(s) it is being applied 
to (step 2). 

2. Extrapolate consequences. Explore what 
impact the characteristics of the change will 
have on the domain. The objective is to move 
further away from the areas most associated 
with the change. This is achieved through 3 
rounds of extrapolation:

a. The first round of consequences can be 
close-in and highly related to the change 
– i.e. if the change is AVs then the first 
order consequences can be related to 
transport. 

b. By the second round you should be 
exploring consequences adjacent to the 
core domain, by building on first-order 
consequences already generated. 

c. By the third round, it’s likely you’ll be 
exploring consequences completely 
outside of the core domain, by building 
on the second-order consequences. 

SECOND FIRSTTHIRD

Extrapolation map
Template
Example
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Extrapolation map 
(single domain)
Template

Category adjacentIn category Out of category

SECOND-ORDERFIRST-ORDER THIRD-ORDER
DRIVER OF CHANGE
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Extrapolation map 
(multiple domains)
Template

Category adjacent In categoryOut of category

SECOND-ORDER FIRST-ORDERTHIRD-ORDER

DOMAIN 1 DOMAIN 2

DOMAIN 3 DOMAIN 4

DRIVER 
OF 

CHANGE
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Increased 
mobility for 
pensioners 

without 
licenses

Improved 
wellbeing for 

older 
generations

SECOND FIRSTTHIRD

Extrapolation map 
Example

Autonomous 
Vehicles

Reduced 
burden on 

health 
services

Questions to help you explore and 
generate consequences

- Who will benefit from this 
consequence?

- Who will suffer from this 
consequence?

- What gaps will be created 
as a result of this 
consequence?

- Whom, that is new, will 
emerge to take advantage 
of this consequence?

- What are the STEEPLE 
(Social, Technological, 
Environmental, Economic, 
Political, Legal and Ethical) 
implications of this 
consequence?
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1. Prioritise consequences. Firstly, prioritise the 
consequences by impact and probability, 
culling the completely irrelevant and/or highly 
improbable consequences. This may involve 
feasibility analysis to assess depending on 
the level of rigour required. 

2. Structure the logical steps of your chosen 
consequences. Organise the prioritised 
consequences into the logic of how they were 
generated. E.g. characteristic of change > 
1st-order consequence > 2nd-order 
consequence > prioritised consequence (see 
example).

3. Tell the story of your chosen consequences. 
Bring your prioritised consequences to life by 
writing speculative fictions or illustrated 
scenarios. This is optional but helps make 
them more accessible to others who were not 
part of the generation exercise.

4. Relate back to the present. Explore the 
implications of the prioritised consequences 
on your organisation.

IMPACT

LI
K

EL
IH

O
O

D

SCENARIO

 CHAR.   1ST  3RD  2ND

IMPLICATIONS

Trim and translate

Prioritise and develop the 
consequences and explore 
implications on your organisation. 

This activity can be used to wrap 
up the workshop, but is usually 
more effective to conduct it 
afterwards, with a little breathing 
space.

4

Workshop Post-workshop
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Consequence structure
Template

Scenario Implications

Change characteristic 1st-order consequence 2nd-order consequence 3rd-order consequence
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Consequence structure
Example

Scenario Implications

Change characteristic 1st-order consequence 2nd-order consequence 3rd-order consequence

Cheaper mobility for 

non-drivers

Increased mobility 

for pensioners 

without licenses

Improved wellbeing 

for older 

generations

Reduced burden on 

health services

Moira and her pals are trying out one of these 

new tea shops aimed at the elder generation since 

autonomous vehicles came on the scene. Between 

sips of delicious locally-grown herbal teas, 

Moira couldn’t stop laughing at Julia’s story 

about their time at the mini-golf themed bar.

Eilidh was the obvious winner of the mini-golf 

since she is so active, and Eilidh used the 

opportunity to recommend her favourite 

age-positive pilates studio in an attempt to 

encourage her pals to be as active as she is.

Our health board could support exploration of 

active entertainment among the elder generation 

to increase mental and physical wellbeing as a 

preventative measure against medical conditions 

that takes up a considerable portion of our 

health budget. 
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Resources

Some recommended 
materials to delve 
deeper into topics 
covered in this 
toolkit

Read and  Watch

Linear Thinking in a Non-Linear 
World | HBR

The Futures Wheel by Jerome 
Glenn in The Millennium Project

Expecting the unexpected for 
pre-emptive policy-making | 
Andthen Journal

Farsighted by Steven Johnson

Where Good Ideas Come From 
by Steven Johnson

Everyday Futures | Nick Foster

Foundations of Future Studies 
Volume 1: History, Purposes and 
Knowledge | Wendell Bell

Tools

Journey Map | Service Design 
Tools

UX Mapping Methods: Study 
Guide | Nielsen Norman Group

Impact/Probability Chart | 
Mindtools

https://hbr.org/2017/05/linear-thinking-in-a-nonlinear-world
https://hbr.org/2017/05/linear-thinking-in-a-nonlinear-world
https://millennium-project.org/wp-content/uploads/2020/02/06-Futures-Wheel.pdf
https://millennium-project.org/wp-content/uploads/2020/02/06-Futures-Wheel.pdf
https://medium.com/andthen-journal/expecting-the-unexpected-for-preemptive-policy-making-f8d4194547aa
https://medium.com/andthen-journal/expecting-the-unexpected-for-preemptive-policy-making-f8d4194547aa
https://medium.com/andthen-journal/expecting-the-unexpected-for-preemptive-policy-making-f8d4194547aa
https://uk.bookshop.org/books/farsighted-how-we-make-the-decisions-that-matter-the-most/9781473693661
https://bookshop.org/books/where-good-ideas-come-from-the-natural-history-of-innovation/9781594485381
https://bookshop.org/books/where-good-ideas-come-from-the-natural-history-of-innovation/9781594485381
https://www.youtube.com/watch?v=h12AkAIHyQw&ab_channel=Hellofosta
https://www.goodreads.com/book/show/1783469.Foundations_of_Futures_Studies?from_search=true
https://www.goodreads.com/book/show/1783469.Foundations_of_Futures_Studies?from_search=true
https://www.goodreads.com/book/show/1783469.Foundations_of_Futures_Studies?from_search=true
https://servicedesigntools.org/tools/journey-map
https://servicedesigntools.org/tools/journey-map
https://www.nngroup.com/articles/ux-mapping-methods-study-guide/
https://www.nngroup.com/articles/ux-mapping-methods-study-guide/
https://www.mindtools.com/pages/article/newPPM_78.htm
https://www.mindtools.com/pages/article/newPPM_78.htm
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Andthen designs for the 
long term

We’re a small team of socially engaged 
and inquisitive designers and 
researchers who are united by the 
drive to explore new ways of bringing 
long-term thinking into the innovation 
process today. 
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Get in touch

Santini Basra
Director
santini@studioandthen.com

www.studioandthen.com

andthen_journal

@studioandthen

@studioandthen

Don’t be shy, come say hi!

If you used this toolkit and found it useful or 
have suggestions for further development 
then drop us a line and say hi – we would love 
to hear how you got on!

Likewise, if you still feel like you need support 
to implement this method for the first time 
then similarly reach out and we can explore 
your challenge together.
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