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Futures and foresight toolkit

Humanitarian organisations 
are built for crisis. They operate 
in uncertain and volatile 
environments, responding to 
natural disasters, geopolitical 
conflicts and socio-economic 
crises.
Strategic Foresight complements crisis response. It helps us to 
understand the systemic trends that are driving crises. It also 
helps us uncover innovative pathways to address and influence 
these underlying drivers and to mitigate crises. This proactive 
approach strengthens our ability to shape humanitarian futures 
with solutions grounded in creativity, research and cutting-
edge technology. Therefore, Strategic Foresight strengthens 
both understanding of future humanitarian challenges and the 
development of innovative, responsive solutions.

Through imagining different future scenarios, Foresight equips 
us to anticipate and act on risks and opportunities in service of 
our communities, our organisations and our sector - now and 
into the future.

This Foresight toolkit draws on established and widely 
recognised resources, using tried-and-tested tools within a 
simple three-step approach: Explore, Imagine, Action.

The toolkit is designed to be accessible for those new to 
Foresight and highly practical. It offers five ready-made 
templates in Miro to get started immediately. For those looking 
to expand their expertise further, the toolkit includes an 
overview of a wider range of tools and sources of inspiration.

We encourage you to tailor this toolkit to fit your organisation’s 
needs, your group size and the time you have available. 
Give yourself permission and space to think creatively and 
expansively. Try to involve people whose perspectives challenge 
or surprise you. 

Explore, Imagine, take Action and enjoy!

Introduction



4

Futures and foresight toolkitContents

  1. Why think about Humanitarian Futures?

  2. A three-step Foresight approach 
	  Step 1: Explore 
	  Step 2: Imagine
	  Step 3: Action

  3. Additional Future and Foresight tools 

  4. Using Foresight in your Organisation 



CONTENTS

1. Why think about 
Humanitarian Futures?



6

Futures and foresight toolkit

Defining Futures Thinking  
Futures Thinking is the art of 
imagining alternative possible, 
probable and preferred 
futures. It helps us prepare 
for a wide range of changes 
and challenges ahead. Futures 
Thinking is scenario-oriented. 

 
Engaging in Futures Thinking and Strategic Foresight does not 
mean trying to predict the future but instead exploring and 
anticipating multiple possible futures. This enables us to plan 
and prepare for the challenges and opportunities these futures 
may bring. The terms 'Futures Thinking' and 'Strategic Foresight' 
are often used interchangeably.  

Defining Strategic Foresight  
Strategic Foresight is a 
subset of Futures Thinking 
that focuses on planning and 
decision-making. Foresight 
tools and methodologies help 
us to systematically assess 
uncertainty and adapt to change. 
Foresight is action-oriented.

 

�Foresight is not Forecasting. Forecasting uses data and statistics 
to predict what will likely happen in the short to medium term 
rather than exploring what could happen in the long term. It 
focuses on more certain outcomes, like weather forecasts. 

1. Why think about Humanitarian Futures?

What is Futures Thinking 
& Strategic Foresight? 
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The value of Foresight in the 
Humanitarian Sector

Humanitarian organisations operate in 
uncertain and volatile environments, 
responding to natural disasters, 
geopolitical conflicts and socio-economic 
crises. Strategic Foresight complements 
crisis response. It helps us to understand 
the systemic trends that are driving 
crises. It also helps us uncover innovative 
pathways to influencing these underlying 
drivers to mitigate crises and shape 
humanitarian futures. 

1. Why think about Humanitarian Futures?

Foresight in the 
humanitarian sector

Humanitarian organisations create visions of the future that 
provide a vital counterbalance to the profit-driven and political 
agendas often shaped by corporations and governments. 
Humanitarian organisations can actively involve marginalised and 
under-represented communities in envisioning and planning for a 
future that reflects their experience and that meets their needs. 

At the intersection of crisis-affected communities, non-
governmental organisations (NGOs) and governments, and the 
humanitarian sector can facilitate coordinated planning and 
resource sharing towards those more inclusive, equitable futures. 
For organisations like Elrha, Foresight drives innovation. Imagining 
plausible, possible and probable futures contributes to a culture 
of creative, unconstrained thought and design. Looking ahead to 
the future highlights opportunities for new solutions and unique 
partnerships. Future scenarios serve as a research tool to explore 
the ethical implications, feasibility and long-term sustainability of 
emerging technologies and innovative humanitarian approaches. 
This ensures that innovation is both responsible and impactful.
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Strategic planning: Foresight enables humanitarian 
organisations to transition from reactive to proactive planning 
by anticipating future challenges. 

Community resilience: Humanitarian agencies can enhance 
community resilience by supporting communities to identify 
trends impacting their future and strengthen their capacity to 
withstand future shocks. 

Use cases innovative, adaptive organisations: Foresight 
encourages innovation and adaptation by exploring future 
scenarios and challenging existing assumptions. It can also 
help to identify opportunities for designing and implementing 
innovative solutions that transform humanitarian response. 

Ethical considerations: By thinking ahead, organisations 
can proactively address ethical dilemmas, ensuring new 
technologies and approaches do not inadvertently harm 
vulnerable populations. 

Collaboration and coordination: Foresight can foster 
collaboration among governments, NGOs and communities by 
creating a shared future vision, facilitating coordinated efforts 
and resource sharing.

1. Why think about Humanitarian Futures?

Use cases for Foresight 
in the sector 
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Action oriented 
Foresight is practical. Scenarios 
and insights lead to action. 

Inclusive 
Foresight involves diverse voices and lived 
experience. People affected by the decisions 
or actions resulting from Foresight are 
involved in the Foresight process. 

Imaginative 
Foresight encourages thinking beyond 
conventional boundaries (eg, only within 
sector, familiar solutions, traditional 
roles etc) with creativity, curiosity and 
experimentation. 

Evidence based 
Foresight combines qualitative 
insights with quantitative data. 
Outcomes are grounded in 
analysis and regularly reviewed 
to include new evidence. 

Open minded 
Foresight requires a flexible mindset, 
readiness to adapt to new information 
and willingness to question biases and 
orthodoxies. 

Collaborative 
Foresight is rooted in collaboration. 
Shared exploration in partnerships and 
across networks enhances our collective 
intelligence.

Principles for effective Foresight 
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Introduction to the approach

A simple three-step process 
is designed to make Foresight 
accessible to those new to the 
practice. The steps are: Explore, 
Imagine and Action. This toolkit 
provides one tool per step to 
guide you through exploring and 
gathering data, imagining possible 
futures and taking action. 
There are many Foresight tools of course. Chapter 3 offers a wider 
range of tools and sources of inspiration to deepen your Foresight 
practice. We encourage you to explore and compare the tools 
across various resources to deepen your understanding and to 
confidently apply them in practice. 

Given the increasing reliance on virtual workshops in our globally 
networked sector, this toolkit is designed for virtual/online 
sessions. Each tool has a ready-to-use template in Miro. To use 
the Miro templates, you will need a Miro account to ‘duplicate’ 
the template and then tailor it to your own needs. Please see 
how to use here. The templates can also be replicated in other 
collaboration tools and of course on paper and flipcharts for in 
person Foresight collaborations. 

The duration and scope of a Foresight project have to be tailored 
to your organisation’s needs and the time you have available. 
While we offer estimates for workshop duration, it’s important 
to account for initial research, preparation and post-workshop 
analysis in your planning. The tools can be adapted for shorter or 
longer sessions, conducted in a single day or spread over weeks or 
even months. There are no strict rules, flexibility is key to ensuring 
the process works best for you. 

The following pages lead you through a structured three-step 
approach to Strategic Foresight – enjoy the journey!

2. A three-step Foresight approach

https://help.miro.com/hc/en-us
https://miro.com/how-to-use-miro/
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Starting with the question
Asking a good question is key to good Foresight. The question 
sets the intention, direction and scope of your exploration. A 
well-crafted question should lead towards practical, actionable 
insights. 

Tips for crafting the question: 

	– Include a time horizon to define how far into the future you 
are looking. 

	– Focus on a specific challenge or a driver of change that is 
most relevant to you. 

	– Define the geographical (country, region) or demographic 
(older people, children) focus if that is useful to you. 

	– Avoid very broad or vague questions that explore 
everything and everywhere. 

	– Remember that Foresight intends to imagine multiple 
possible futures and a range of outcomes, not to predict 
one definitive future. 

	– Make the question clear and relevant to the different 
people who will help you explore the issue. 

Structuring the Foresight question 
The International Federation of Red Cross and Red Crescent 
Societies (IFRC) Solferino Academy provides a great structure 
for crafting the question. Read more about crafting questions 
in The Strategic Foresight Book (page 35). 

“ In the next [TIMEFRAME], how might [TOPIC/ISSUE] 
evolve and impact [RELEVANT STAKEHOLDERS/ 
INDUSTRY/SOCIETY]? ”  
 
For example:  
Emerging technologies: Over the next 20 years, how might 
emerging technologies evolve and shape humanitarian 
action?  
 
Future of funding: What are possible futures for funding 
humanitarian action in the next 10 years? How might 
these futures impact people affected by crisis and those 
that support them?

2. A three-step Foresight approach

https://solferinoacademy.com/wp-content/uploads/2023/12/The-Strategic-Foresight-Book-EN.pdf
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Explore 
Gather data on the forces 
that might shape the 
course of the future

A three-step Foresight approach

Step 1

Imagine  
Envision possible futures 
with creativity and 
imagination

Action  
Take decisions and action to 
navigate through uncertainty 
and towards desired futures

Step 2 Step 3
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In this step you will scan the environment to identify signals 
and drivers of change that may impact the challenges, 
communities or countries in your Foresight question. 

Humanitarian organisations might want to explore research 
driven questions about the future of humanitarian innovation, 
such as how emerging technologies or new funding models 
could transform crisis response and recovery efforts. 

In this toolkit you will use Driver Mapping to understand the 
underlying factors that influence the future. Other tools to 
Explore include horizon scanning, trends cards and SWOT 
(Strengths, Weaknesses, Opportunities and Threats) analysis 
(links to tools on page 28). 

In step one ‘Explore’, you will begin to identify the 'Critical 
Uncertainties' that are most likely to have significant impacts 
on the focal issue you are exploring. These uncertainties will 
help us imagine possible futures in step two ‘Imagine’.

2. A three-step Foresight approach

Explore futures  
Explore involves gathering 
data on the drivers of 
change that may shape 
the future. 

Step 1
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Drivers Mapping helps you to identify the drivers of change and to 
assess their possible influences on the future. ‘Drivers of change’ 
are the forces that that have the capacity to transform a system, 
that create or close possibilities within the focal issue that you are 
exploring with your foresight question. 

A Tool to 
Explore:  
Driver Mapping  

Time 
~3 hours 

People  
3 – 5 people  
(per breakout room) 

Where  
Virtual meeting 
platform  
Collaboration tool 

Resources  
Template #1 Driver Mapping 
Template #2 Prioritisation 
Matrix 

See also the Driver 
Mapping tool from  
‘The Future is Ours: 
Strategic Foresight 
Toolkit  by Save 
the Children (from 
document page 1). 

Step 1

https://resourcecentre.savethechildren.net/pdf/strategic_foresight_toolkit_online.pdf/
https://resourcecentre.savethechildren.net/pdf/strategic_foresight_toolkit_online.pdf/
https://resourcecentre.savethechildren.net/pdf/strategic_foresight_toolkit_online.pdf/
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Preparation Research some drivers of change relevant to the focus 
question and share them with participants for inspiration. You can 
also use existing trend cards such as those developed by the IFRC 
Solferino Academy or the ICSC (page 49).

1. Introduce the exercise   
 ~15 minutes 

Introduce the exercise and explain what are 'drivers of change'. Drivers 
of change are the forces that may shape possible futures. Drivers can 
create or close possibilities. They can be neutral, negative or positive, 
eg, geopolitical relations (neutral driver), war (negative), peace 
(positive). 

2. Brainstorm the drivers (template #1)  
 ~60 minutes 

Introduce the question of focus that frames your Foresight exploration 
(see page 11 on crafting questions). What drivers could shape the future 
of the issues in focus? Participants brainstorm the drivers of change 
that could affect the issues in focus and note them down (template #1). 
Using PESTEL categories (Political, Social, Technological, Ecological and 
Legal) may help to brainstorm drivers. A large group can break out to 
brainstorm and reconvene to reflect on and cluster the identified drivers 
as a full group. 

3. Cluster the drivers  
 ~15 minutes  

Ask participants to cluster similar or related drivers from the 
brainstorm. This helps reduce the number of drivers for analysis and to 
focus on the most significant clusters of influence. 

4. Assess Impact (template #2)  
 ~15 minutes 

Participants decide how significant is the impact of each driver on the 
issue(s) you are exploring (template #2) Impact can be simply defined 
as the extent to which a particular driver can influence outcomes in 
the future. High-impact drivers are those that could fundamentally 
alter the landscape or have widespread consequences. For example: 
the adoption of Artificial Intelligence (AI) in humanitarian response 
can transform efficiency and decision making. 

5. Assess Uncertainty (template #2)  
 ~15 minutes  

Participants determine the level of uncertainty associated with each 
driver. Uncertainty refers to how difficult it is to predict how or whether a 
driver will unfold in the future. High uncertainty means we don’t know how 
it might play out or what form it might take. For example: There are many 
unknowns around AI such as ethical and social acceptance, regulatory 
and funding constraints and human trust in and uptake of the technology. 
Participants move the drivers to plot them onto the Prioritisation Matrix 
based on their impact and uncertainty. 

5. Identify Critical Uncertainties ~60 minutes  
 ~60 minutes  

In the top right corner of the Prioritisation Matrix are the high-impact 
and high-uncertainty drivers. These are called Critical Uncertainties. 
Participants choose two Critical Uncertainties to take through to the 
‘Imagine’ step of the Foresight process. Preparation Research some drivers 
of change relevant to the focus question and share them with participants 
for inspiration. You can also use existing trend cards such as those 
developed by the IFRC Solferino Academy (page 139) or the ICSC (page 49). 

The Driver 
Mapping 
workshop

Driver descriptors 
“Drivers are forces that may shape 
possible futures” “can be neutral, 
negative, or positive“ “can create or 
close possibilities”

Step 1

https://solferinoacademy.com/wp-content/uploads/2024/02/The-Strategic-Foresight-Book-EN-ED02.pdf
https://solidarityaction.network/wp-content/uploads/Toolkit-for-tomorrow-Anticipating-civil-society-futures.pdf
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Template #1  
Driver Mapping
This template is designed to help groups brainstorm the 
drivers of change for your focal issue(s) using the PESTEL 
framework as a guide. 

  Link to template 
To duplicate: Open the template, click the three-dot 
menu next to its name, then select Board > Make a copy. 

The Driver 
Mapping 
templates 

Template #2  
Prioritisation Matrix
This template guides groups in mapping the drivers of 
change onto an impact-uncertainty matrix to identify 
Critical Uncertainties. 

  Link to template 
To duplicate: Open the template, click the three-dot 
menu next to its name, then select Board > Make a copy. 

Step 1

https://miro.com/app/board/uXjVLXAXEec=/?share_link_id=615179693692
https://miro.com/app/board/uXjVLXAXEec=/?share_link_id=615179693692
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In this step you will use a 2x2 Scenario tool to develop vivid, 
contrasting scenarios that test assumptions and challenge 
conventional thinking. 

Other tools to help us imagine the future include Future 
Personas and Visioning​ (links to tools on page 29). 

In Step 2 ‘Imagine’ you will take the two Critical Uncertainties 
from Step 1 ‘Explore’ to create the parameters for your 
scenarios. 

Humanitarian organisations might imagine futures to think 
through the different ways in which a crisis could unfold 
or to examine the ethical implications of new solutions or 
approaches. 

The humanitarian sector is uniquely positioned to harness 
research and bring together different viewpoints to imagine 
futures that reflect diversity and complexity. These imagined 
futures can catalyse innovation by testing new ideas, 
partnerships and solutions before they are implemented.

2. A three-step Foresight approach

Imagine Futures  
Imagine takes you beyond 
the present to envision 
multiple possible futures. 

Step 2
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2x2 Scenarios generate four possible future scenarios based on two Critical 
Uncertainties. Critical Uncertainties are forces that are capable of driving 
major change but the trajectories of which are uncertain. Each scenario 
represents a different combination of these uncertainties. Using a 2x2 
framework, participants build four distinct scenarios, starting with basic 
outlines that can be expanded into detailed narratives. 

A tool to 
imagine: 2x2 
Scenarios

Time 
~4+ hours  

People  
3 – 5 people  
(per breakout room) 

Where  
Virtual meeting 
platform  
Collaboration tool 

Resources  
Template #3:  
2x2 Scenario Framework  
Template #4:  
Scenario Summary 

 

For more detail, we 
recommend the 2x2 
scenarios from The 
Future is Ours: Strategic 
Foresight Toolkit — 
Template #3: 2x2 
Scenario Framework 
and Template #4: 
Scenario Summary — by 
Save the Children (from 
document page 39).

Step 2

https://resourcecentre.savethechildren.net/pdf/strategic_foresight_toolkit_online.pdf/
https://resourcecentre.savethechildren.net/pdf/strategic_foresight_toolkit_online.pdf/
https://resourcecentre.savethechildren.net/pdf/strategic_foresight_toolkit_online.pdf/
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1. Create Uncertainty Axes (template #3)   
Introduce the exercise and explain what are 'drivers of change'. 
Drivers of change are the forces that may shape possible futures. 
Drivers can create or close possibilities. They can be neutral, 
negative or positive, eg, geopolitical relations (neutral driver), war 
(negative), peace (positive). 

2. Sense-check the Scenario Framework  
 ~45 minutes 

Place these two Critical Uncertainties on the two axes in your 
Scenario Framework, one on the X-axis and the other on the 
Y-axis. Each end of the axis should represent an extreme but 
plausible outcome for that critical uncertainty, creating a 
framework of four distinct scenarios. The Strategic Foresight 
Toolkit provides helpful questions for participants to check that 
the framing of the scenarios created by these axes make sense 
for Foresight. For example, “Do the four scenarios illuminate the 
focal issue?”, “Are the scenarios meaningfully different?” 

3. Outline the Scenarios (template #4)   
 ~60 minutes   

Using the Scenario Framework, participants develop four 
scenarios,one for each quadrant. These scenarios are different 
possible futures, each shaped by different combinations of the 
Critical Uncertainties. Ask participants to name each scenario and 
to describe the future under those conditions, highlighting its key 
characteristics and the challenges and opportunities relevant to 
your question of focus.

4. Reflect on the future scenarios  
 ~30 minutes  

Encourage participants to take a pause (this is a good time for a 
break!) and reflect on all four scenarios together. What is most 
surprising in each scenario? What or who is missing? If participants 
have created the four different scenarios in breakout groups, this 
is an opportunity to bring the group together to reflect on all four 
scenarios. 

5. Develop further (optional)   
 ~60 minutes   

Participants can make the scenarios as basic or as descriptive 
as time allows. The Strategic Foresight Book here (page 175) 
recommends bringing scenarios to life by developing personal 
stories for characters in the future scenarios or to create news 
headlines of those future times. Participants could use AI to 
generate images, news stories or descriptions using the outlines 
from Step 3. 

5.  Explore Implications  
 ~30 minutes   

Participants analyse each scenario to understand how each 
scenario might impact the issue in focus: what challenges 
might arise, what opportunities could be present and how key 
stakeholders might be affected in each scenario. And importantly, 
what actions you could take to encourage, prevent or react to 
each of the scenarios. Invite participants to choose one of the 
future scenarios that they want to encourage or that they want to 
avoid, to take into Step 3. for more detailed action planning.

The 2x2 
Scenario 
workshop 

Driver descriptors 
“This is a world in which… ”,  
“Key differences from today are…”, 
“The opportunities for (x) are...”  
“The risks for (x) are...?”

Step 2
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For each Critical Uncertainty, define two contrasting 
or extreme potential outcomes. These outcomes 
represent opposite ends of a spectrum for how each 
uncertainty could unfold in the future.

For example, if a Critical Uncertainty is Political 
Climate, possible axes might be​:  

	– High Nationalism/High Globalism. 

	– Authoritarian/Democratic. 

	– Human right focus/Security focus. 

	– Open border/Closed border. 

	– Stable/Volatile.

For example, if a Critical Uncertainty is Artificial 
Intelligence, possible axes might be​: 

	– Regulation/Deregulation. 

	– AI for social good/AI for control. 

	– Human enhancement/Human replacement. 

	– Narrow/General. 

	– Human-AI alignment/Human-AI conflict.

There are many possibilities for one Critical Uncertainty. 
It is worth the time to brainstorm several options for 
each axes to help identify the pair of axes that will yield 
the most interesting scenarios. Let’s assume we take 
the last options on the lists. 

This would lead to four different scenarios shaped by 
the outcomes: 

1.	 Stable political climate + Human-AI alignment. 

2.	 Stable political climate + Human-AI conflict. 

3.	 Volatile political climate + Human-AI conflict. 

4.	 Volatile political climate + Human-AI alignment. 

Do not be afraid to return to the Driver Mapping 
Prioritisation Matrix and select different Critical 
Uncertainties if your first choices do not lend 
themselves to axes that help answer your Strategic 
Foresight question.

Creating 
Uncertainty 
Axes

Step 2
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Template #3:  
2x2 Scenario Framework
This template is designed to help you define the 2x2 
framework positioning the opposing ends of the Critical 
Uncertainties on each axis. Please note, that developing 
the axes requires careful consideration and may be best 
completed prior to the workshop. 

  Link to template 
To duplicate: Open the template, click the three-dot 
menu next to its name, then select Board > Make a copy. 

The 2x2 
Scenario 
Templates 

Template #4:  
Scenario Summary
This template guides you in outlining each scenario with a 
description of the future scenario, the differences from the 
present and the potential opportunities and risks related to 
your Foresight question. 

  Link to template 
To duplicate: Open the template, click the three-dot 
menu next to its name, then select Board > Make a copy. 

Step 2

https://miro.com/app/board/uXjVLaz07xk=/?share_link_id=338218746808
https://miro.com/app/board/uXjVLXGvYQ8=/?share_link_id=363900263066
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In this step you will use a tool called Backcasting to work 
backwards from one of the future scenarios generated in 
Step 2 ‘Imagine’ to identify possible paths to that future, or 
strategies to avoid that future.

Other tools to help us Action the future include traditional 
roadmaps. 

For humanitarian organisations, Foresight-informed 
actions bridge research and practice. They not only improve 
coordination during crises but also enable organisations to 
lead proactively in shaping the future through innovative 
solutions. 

Embedding Foresight into practice helps build an adaptive 
culture that is prepared for future disruptions.

2. A three-step Foresight approach

Action Futures  
Action translates 
Foresight insights into 
concrete action. 

Step 3
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What is it? Backcasting starts with a single future scenario and works 
backward to identify the factors, events and decisions that could lead to 
that future. It helps us to explore different pathways to a future and to 
develop strategies to enable or avoid that future coming about.

A tool to action: 
Backcasting

Time 
~2 hours 

People  
3 – 5 people  
(per breakout room) 

Where  
Virtual meeting 
platform  
Collaboration tool 

Resources  
Template #5:  
Backcasting 

For more detail, we 
recommend the 
Backcasting Tool from 
‘The Future is Ours: 
Strategic Foresight 
Toolkit ’ by Save 
the Children (from 
document page 89).

Step 3

https://resourcecentre.savethechildren.net/pdf/strategic_foresight_toolkit_online.pdf/
https://resourcecentre.savethechildren.net/pdf/strategic_foresight_toolkit_online.pdf/
https://resourcecentre.savethechildren.net/pdf/strategic_foresight_toolkit_online.pdf/
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1. Start with the Future    
 ~15 minutes 

Recap the future scenario you are working with, as chosen from 
one of the four scenarios generated in Step 2. This can be a 
desired future, a future you want to explore further, or a future 
you want to avoid. 

2. Explore events  
 ~15 minutes 

Participants identify the essential conditions that must be in 
place to bring about that future scenario. PESTEL might again be 
a useful framework to think of all the political, economic, social, 
technological, environmental and legal conditions necessary for 
the scenario. 

Then ask what needs to happen for those conditions to be in 
place? What events, developments, decisions, power shifts, etc, 
would be needed to create the conditions for the future scenario? 

3. Start with the future   
 ~15 minutes   

Recap the future scenario you are working with as chosen from 
one of the four scenarios generated in Step 2. This can be a 
desired future, a future you want to explore further or a future you 
want to avoid. 

4. Read the steps forward 
 ~15 minutes  

Participants review the steps in a forward direction,from the 
present to the future,to ensure they logically build towards the 
future scenario with which you started. Do they make sense? Are 
there big leaps or gaps to fill? This step is crucial to validate the 
pathway.

5. Decide action to take now   
 ~30 minutes   

Identify the actions that need to be taken today to start moving 
towards, or preventing, this future scenario. These are the 
immediate steps that you can take to shape humanitarian futures 
in alignment with your long-term vision. 

  

Backcasting 
descriptors

Driver descriptors 
“what positive / negative impacts 
might the scenario have”

“what had to happen to make this 
possible/ enable it” 

“what can we do to enable/ mitigat

Step 3

Present 2027 2031 2035

Layers

Different pathways

Preferred futureBackcasting view
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This template allows us to begin with a preferred future 
vision and work backward in distinct timeframes, layer 
by layer, to identify the key events and conditions that 
must occur to make that vision a reality. By tracing these 
pathways back to the present, we can determine the 
specific actions we need to take today to shape the future.  

  Link to template 
To duplicate: Open the template, click the three-dot 
menu next to its name, then select Board > Make a copy. 

The Backcasting 
template

Step 3

https://miro.com/app/board/uXjVLXE9244=/?share_link_id=569517828310
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Futures and Foresight tools 

Explore 
Gather data on the forces that might 
shape the course of the future

Step 1

Imagine  
Envision possible futures with 
creativity and imagination

Action  
Take decisions and action to navigate through 
uncertainty and towards desired futures

Step 2 Step 3

The tools outlined in this section have been drawn from a range of established toolkits 
(descriptions and links will be provided over the next pages). These well-tested tools are 
ideal for deepening your Foresight practice or expanding your collection of tools.

1. Driver mapping 
2. Horizon scanning 
3. Future Triangle  
4. System mapping 
5. SWOT analysis  
6. Causal Layered Analysis  
7. Inclusive Imaginaries  
8. Futures Wheel  
9. Trend/ Icon Cards  

10. 2x2 Scenarios  
11. Scenario Building  
12. Future Personas  
13. Roots to Routes  
14. Three Horizons  
15. Visioning  
16. Ideation: Constraints and Removal  

17. Backcasting  
18. Wind Tunnelling (Stress Testing)  
19. Developing Roadmaps  
20. Branch Analysis  
21. Verge

Ex
ist
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Step 1: Tools to Explore

Tool Description Where to find it

1. Driver mapping Drivers are influential forces of changes that are shaping or have the capacity to transform a 
system. Driver mapping is a tool used for identifying the most influential forces in the system.

The Future is Ours (Page 1)

2. Horizon 
Scanning

Horizon scanning is a Foresight process focused on identifying and collating signals of change 
that may potentially have significant impacts when they develop. 

The Futures Toolkit (Pages 34) / 
The Futures Toolkit (Page 21)

3. Future 
Triangle 

The Futures Triangle helps us view challenges and opportunities from the past, present and 
future, showing that they are driven by current trends/decisions and influenced by history.

The Strategic Foresight Book (Page 133)

4. System 
Mapping

System mapping visualises and clarifies complex relationships, interactions and dependencies 
within a system, helping identify key components, stakeholders and dynamics that influence 
behaviour and future outcomes.

The Strategic Foresight Book (Page 159)

5. SWOT analysis Explore the strengths and weaknesses of an idea, strategy, organisation or team, the 
opportunities open to it and the threats it faces and understand how to respond

The Future is Ours (Page 31)

6. Causal 
Layered Analysis

Causal layered analysis exposes hidden assumptions and to help create a narrative that 
facilitates change.

UN Global Pulse: Casual Layered Analysis

7. Inclusive 
Imaginaries

Inclusive Imaginaries utilises collective reflection and imagination to engage with people 
towards building more just, equitable and inclusive futures.

UNDP: Inclusive Imaginaries

8. Futures Wheel Futures wheel, also the implications analysis wheel, systematically explores the direct and 
indirect implications of important trends and issues.

The Future is Ours (Page 21)

9. Trend Cards / 
Icon Cards

Trend Cards facilitate discussion and analysis with reference to pre-defined trends. Icon 
Cards are visual aids to help identify and discuss trends, signals and to envisage alternative 
futures.

The Strategic Foresight Book (Page 141) /  
The Strategic Foresight Book (Page 149)

https://resourcecentre.savethechildren.net/pdf/strategic_foresight_toolkit_online.pdf/#page=16
https://assets.publishing.service.gov.uk/media/66868cd8d9d35187868f4496/futures-toolkit-edition-2.pdf#page=34
https://assets.publishing.service.gov.uk/media/66868cd8d9d35187868f4496/futures-toolkit-edition-2.pdf#page=21
https://solferinoacademy.com/wp-content/uploads/2023/12/The-Strategic-Foresight-Book-EN.pdf#page=145
https://solferinoacademy.com/wp-content/uploads/2023/12/The-Strategic-Foresight-Book-EN.pdf
https://resourcecentre.savethechildren.net/pdf/strategic_foresight_toolkit_online.pdf/
https://foresight.unglobalpulse.net/blog/tools/causal-layered-analysis/
https://www.undp.org/sites/g/files/zskgke326/files/2022-10/UNDP-RBAP-INCLUSIVE-IMAGINARIES-TOOLKIT-2022_0.pdf
https://resourcecentre.savethechildren.net/pdf/strategic_foresight_toolkit_online.pdf/
https://solferinoacademy.com/wp-content/uploads/2023/12/The-Strategic-Foresight-Book-EN.pdf
https://solferinoacademy.com/wp-content/uploads/2023/12/The-Strategic-Foresight-Book-EN.pdf
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Tool Description Where to find it

10. 2x2 
Scenarios

The 2x2 Scenarios facilitate the creation and exploration of four contrasting scenarios based 
on only two high-impact, high-uncertainty drivers of change.

The Future is Ours (Page 39)

11. Scenario 
Building

A scenario is a description of how the future may unfold based on an explicit, coherent and 
internally consistent set of assumptions about key relationships between many drivers of 
change and trends.

The Strategic Foresight Book (Page 169)

12. Future 
Personas 

Future Personas are a human centred design tool, which creates detailed profiles of potential 
future individuals to understand their needs, behaviours and preferences.

The Strategic Foresight Book (Page 189)

13. Roots to 
Routes

Roots to Routes is a Foresight tool that identifies the 'roots' or foundational elements that 
shape current trends and conditions and then tracing these elements to the 'routes' or 
possible future developments and outcomes.

The Strategic Foresight Book (Page 199)

14. Three 
Horizons

The Three Horizons Framework helps organisations manage present challenges while 
preparing for future innovations and long-term transformations by envisioning and planning 
for the short, medium and long-term futures.

The Future is Ours (Page 109)

15. Visioning Visioning is the process of creating the preferred future and understanding the tactics, 
strategies or policies needed to bring that future about.

The Future is Ours (Page 79)

16. Ideation: 
Constraints and 
removal

Ideation: Constraints and Their Removal is a Foresight and innovation tool used to generate 
innovative ideas by identifying and systematically removing barriers that hinder creativity and 
solution development.

The Strategic Foresight Book (Page 233)

Step 2: Tools to Imagine

https://resourcecentre.savethechildren.net/pdf/strategic_foresight_toolkit_online.pdf/
https://solferinoacademy.com/wp-content/uploads/2023/12/The-Strategic-Foresight-Book-EN.pdf
https://solferinoacademy.com/wp-content/uploads/2023/12/The-Strategic-Foresight-Book-EN.pdf
https://solferinoacademy.com/wp-content/uploads/2023/12/The-Strategic-Foresight-Book-EN.pdf
https://resourcecentre.savethechildren.net/pdf/strategic_foresight_toolkit_online.pdf/
https://resourcecentre.savethechildren.net/pdf/strategic_foresight_toolkit_online.pdf/
https://solferinoacademy.com/wp-content/uploads/2023/12/The-Strategic-Foresight-Book-EN.pdf
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Tool Description Where to find it

17. Backcasting Backcasting involves starting with a preferred vision of the future and working backward to 
identify the steps needed today to achieve that future.t enables proactive action and better 
understanding of how scenarios evolve.

The Strategic Foresight Book (Page 227)

18. Wind 
Tunneling 
(stress testing)

Wind Tunneling in Foresight is a method used to test and evaluate strategies, plans or policies 
against multiple future scenarios to determine their robustness, adaptability and resilience. 
By simulating various possible future environments, organisations can assess how well their 
strategies might perform and identify potential risks and opportunities, allowing for more 
informed and flexible decision-making.

The Strategic Foresight Book (Page 217)

19. Developing 
Roadmaps 

The Roadmap tool helps identify necessary changes to transition from the present to the 
desired future, creating an actionable plan to guide efforts toward achieving that future. 
It typically includes key objectives, timelines and resources needed, providing a clear path 
forward and helping to align activities and priorities within the organisation.

The Future is Ours (Page 119)

20. Branch 
Analysis

Branch analysis in Strategic Foresight is a method used to explore and map out different 
possible future paths based on various decisions or events.

The Future is Ours (Page 65)

21. Verge The Verge tool is a framework for exploring drivers of change through a human or cultural 
lens, deepening understanding of future scenarios by examining their social and human 
implications.

The Future is Ours (Page 11)

Step 3: Tools to Action

https://solferinoacademy.com/wp-content/uploads/2023/12/The-Strategic-Foresight-Book-EN.pdf
https://solferinoacademy.com/wp-content/uploads/2023/12/The-Strategic-Foresight-Book-EN.pdf
https://resourcecentre.savethechildren.net/pdf/strategic_foresight_toolkit_online.pdf/
https://resourcecentre.savethechildren.net/pdf/strategic_foresight_toolkit_online.pdf/
https://resourcecentre.savethechildren.net/pdf/strategic_foresight_toolkit_online.pdf/
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Steps towards 
using Foresight 

Ideally, Foresight becomes a shared responsibility across 
teams and is linked to decision-making and operational 
processes. This is not an easy or quick transformation and 
should not be underestimated. Embedding Foresight in an 
organisation requires time, effort, resources and careful 
consideration across these five critical areas.

	– Establish leadership commitment and buy-in: Ensure 
senior leaders champion Foresight as part of the 
organisation's vision and strategy. This sets the tone for 
integrating Foresight into long-term planning.

	– Embed Foresight into strategic and operational planning: 
Align Foresight activities with ongoing strategic planning 
cycles, including contingency planning, scenario testing 
and future-proofing organisational structures. 

	–  Develop Foresight skills and capabilities: Train staff 
across different levels to use Foresight tools like scenario 
planning, backcasting and horizon scanning, ensuring 
a shared understanding of how to explore, imagine and 
action on future insights.

	– Create a cross-functional Foresight network: Establish 
Foresight champions from different departments to ensure 
diverse perspectives and to facilitate collaboration across 
the organisation.

	– Incorporate Foresight into decision-making processes: 
Use Foresight insights to inform key decision points, from 
planning research and innovation to funding strategies, 
from product or service design to donor mapping. 
 

Foresight can be of greatest 
benefit when it is an embedded 
practice rather than a one-time 
exercise. Integrating foresight into 
organisational practice requires 
deliberate action, structured 
processes, and institutional 
support.
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Foresight can improve many 
organisational processes, such as:
Strategic Planning: 

Foresight enables proactive planning by anticipating future 
challenges and opportunities.

Contingency Planning: 

Preparing for worst-case scenarios ensures readiness for 
crises.

Operational Strategy: 

Helps in planning new interventions and adapting to evolving 
contexts.

Product/ Service Design: 

Informs innovative and adaptive product/ service 
development.

Donor Mapping: 

Identifies emerging donors and funding trends.

Partnership Building: 

Supports collaboration with partners and donors across 
sectors.

Community Resilience Planning: 

Enhances the ability of communities to withstand future 
shocks.

Ethical Decision-making: 

Anticipates and mitigates potential ethical challenges.

Agility and Innovation: 

Encourages adaptive thinking and preparedness for change.
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Existing Foresight toolkits

Organisation Where to find it

International Federation of Red Cross and red 
Crescent Societies:The IFRC has set up the 
Solferino Academy which supports the IFRC 
network to anticipate, understand and adapt to 
trends and emerging issues.

The Strategic Foresight Book

International Civil Society Center: The ICSC 
believes that by embracing Foresight as a 
guiding principle, Civil Society Organisations 
can collectively shape a future where civil 
society is resilient and thriving. Their toolkit 
is the most recent addition to the sector – 
launched in June 2024.

Toolkit for Tomorrow

Save the Children: Save the Children have 
pioneered futures and Foresight work and 
developed a toolkit with 12 comprehensive 
tools, instructions and templates.

The Future is Ours

UNPD Regional Bureau for Asia and the Pacific: 
The UNDP’s Playbook leverages global insights 
and experiences from application of Foresight in 
the Asia-Pacific region and beyond, to enhance 
anticipatory decision-making for 21st-century 
development challenges.

Foresight Playbook

Sources for 
further inspiration
These insightful reports, providing in-
depth analysis of global trends, emerging 
challenges and Strategic Foresight, may help 
your exploration of drivers impacting the 
humanitarian sector.
1.	 Global Trends 2030: Paradox of Progress produced by the National 

Intelligence Council in the USA

2.	 The IFRC Solferino Academy: Ukraine Crises Intelligence

3.	 ICNL: Civic Space 2040

4.	 Global Strategic Trends – Out to 2055, published by the UK 
Ministry of Defence

5.	 The Future of Aid - INGOs in 2030

https://solferinoacademy.com/wp-content/uploads/2023/12/The-Strategic-Foresight-Book-EN.pdf
https://solidarityaction.network/wp-content/uploads/Toolkit-for-tomorrow-Anticipating-civil-society-futures.pdf
https://resourcecentre.savethechildren.net/pdf/strategic_foresight_toolkit_online.pdf/
https://www.undp.org/asia-pacific/publications/undp-rbap-foresight-playbook?utm_source=newsletter&utm_medium=email&utm_campaign=Newsletter+August+2022_StH
https://www.dni.gov/index.php/gt2040-home
https://www.dni.gov/index.php/gt2040-home
https://solferinoacademy.com/crisis-intelligence/
https://www.icnl.org/wp-content/uploads/CS2040-08.2019-Outcome-Report-vf.pdf
https://www.icnl.org/wp-content/uploads/CS2040-08.2019-Outcome-Report-vf.pdf
https://www.icnl.org/wp-content/uploads/CS2040-08.2019-Outcome-Report-vf.pdf
https://reliefweb.int/report/world/future-aid-ingos-2030
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About us
Elrha
We are Elrha. A global organisation that finds solutions to complex humanitarian problems through 
research and innovation. We are an established actor in the humanitarian community, working in 
partnership with humanitarian organisations, researchers, innovators and the private sector to tackle 
some of the most difficult challenges facing people all over the world.

The Humanitarian Innovation Fund (HIF)
The HIF is a globally-recognised programme leading on the development and testing of innovation in 
the humanitarian system. Established in 2011, it was the first of its kind: an independent, grant-making 
programme open to the entire humanitarian community. It now leads the way in funding, supporting 
and managing innovation at every stage of the innovation process with the aim to improve outcomes 
for people affected by humanitarian crises by identifying, nurturing and sharing more effective and 
scalable solutions.

Accelerat(H)er Consulting
Accelerat(H)er Consulting is a boutique consulting firm committed to helping social impact 
organisations navigate the rapidly changing world by developing strategies that are impactful, 
actionable and futureproof. As part of this commitment, we have specific expertise in harnessing the 
power of technology and Artificial Intelligence within strategy and implementation plans. Consultants: 
Rebecca Sorusch and Heather Hutchings.

For more information, please contact: info@elrha.org
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We are Elrha. 

A global organisation that finds solutions to complex humanitarian problems through 
research and innovation. We are an established actor in the humanitarian community, 
working in partnership with humanitarian organisations, researchers, innovators and 
the private sector to tackle  some of the most difficult challenges facing people all  
over the world. 

Through our globally recognised programmes, we have supported more than 200 
world-class research studies and innovation projects, championing new ideas and 
different approaches to evidence what works in humanitarian response.

Elrha, 1 St John’s Lane, 
London, EC1M 4AR, UK

Get in touch
elrha.org 

info@elrha.org

/elrha

Elrha is registered in England and Wales as a charity (charity number 1177110)  
and as a private limited company by guarantee (company number 11142219)


