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What Is Preferred Futuring?

Have you ever wished you could look into a
crystal ball and KNOW what the future
held? Now you can, because your
future is in your own hands.

Preferred Futuring is a method of
strategic, long range that is especially
effective in non-profit organizations where
incentive and reward is more intrinsic than
in business. Created by Dr. Lawrence
Lippitt, Preferred Futuring is a whole-
system change methodology. It enables an
organization to plan for and construct the
future they want and inspire the passion
and energy to follow through and get there.

The Futuring model centers us with our

core values. It aligns the pursuit of operational and performance excellence with our mission.
It inspires change with our vision, along with the challenges and dreams for our future.

The PHILOSOPHY it is based on the truth that all stakeholders can and must participate
meaningfully in the present and future states of our organization.

The PROCESS contains eight clear and simple steps.

The TOOLS help us collect information and learn what we need to know.

Preferred Futuring is unique from traditional strategic planning and is an exceptional choice
for non-profit organizations. Preferred Futuring WORKS, because it:

considers needs and interests of those who have a stake in the organization’s success;
provides a method to operate as a whole, healthy, fully integrated system;

is based on data and measurement of performance, both past and present, with an eye
on trends and what may be on the horizon but internally and externally;

serves as a coherent guide to establishing priorities and making decisions;

helps teams focus on breakthrough goals, not just management of current business practices;
aligns goals, programs and activities to the mission, values and vision with an

emphasis on measurable results;

frames in the positive (what we DO want) versus problems (what we DON'T want);
results in a plan containing high-impact initiatives which result in unity, cohesiveness,
maximum effectiveness, efficiency and heart-stirring passion;

Is an inspiration for growth and a promise for our future.
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Step One: Our History; A Focused Review
How and Why Did We Get Where We Are?
In Step One, we will do a brief historical “scan”, sharing what we know about our

chorus throughout the decades of our history. We will summarize lessons learned
and consequences: circumstances that made us who we are.

' Step Two: Our Current Situation: An Assessment
'\ ‘ What's Working.... And What's Not?
J In Step Two, we will assess whether we are doing the right things and how well we
‘ are doing what we're doing.

Step Three: Mission, Values and Beliefs: Identifyi  ng What is Important
Who are we? What Guiding Stars Will Direct our Future?

In Step Three, we will look at the results of the Organizational Assessment data,
determine our mission and core values.

Step Four: Forecasting Events, Developments and Tr  ends: Identifying Future
Factors What Things are On the Horizon that May Impact our Future?

In Step Four we will scan the horizon for things that may be coming that will impact
our future.

Step Five: Our Preferred Future: Creating the Visi  on
What is the Future We Want to Create?

In Step Five we will evaluate and summarize the suggestions of our members and
create our preferred vision for our future.

Step Six: Translating Future Visions into Action G oals
What Achievements Will Be Realized in Creating our Vision?

In Step Six , we create goals that represent the components of achieving our vision.

Step Seven: 1%\ f\ :  Developing a Plan for Action
What T JAI_ Strategies Will Support our Goal Achievement?
In Step v Seven, we create strategies and actions to achieve the goals.

Step Eight: Working the Plan
Putting the Plan and the People in Place and Working the Plan

In Step Eight , we create and maintain the infrastructure to carry out our plans.
3




Step One Tool 1.1: Historical Review

Purpose: To provide a framework to understand our history relative to our current
ﬂ situation. To complete this tool, describe the chorus in the following decades based
g on your experiences in and with the chorus.

Consider things like:

What were our goals, hopes and dreams then?

What was most valued then?

What were our milestones then?

What was our level of musical performance?

What was our level of administrative performance?
What problems or failures did we have then?

What challenges did we face then?

What was the feeling, tone and environment like then?

1970 to 1980:

1980 to 1990:

1990 to 2000:




Step One Tool 1.2: Scanning Our History for Lessons and
Conseguences

& Purpose : To understand our roots and provide a perspective with which
St to view our present situation.

The past provides relevant information: lessons learned and the consequences of those lessons.
Consider our history. What have we learned about ourselves as an organization, as leaders, as
members? How have our actions of the past impacted where we are now?

What have we learned from reviewing our past?

Decade: 1970’'s:

Decade: 1980's:

Decade: 1990’'s:

Decade: 2000 +

What are the implications from our lessons learned that should impact future actions?
What were the consequences of our past actions?




Step Two Tool 2.1: Performance Measurements
Y&y 5P

‘/ Purpose: To examine our performance for statistically significant trends over time.

Below are some common measures of organizational and operational performance in our choruses. Record
data and indicate the trend with an arrow : “ “ or “ “ indicates a statistically significant change; "-* indicates no
significant change. Record “Y” if area of performance requires action on strategic plan.

Musical Performance 2005-06 | 2006-07 2007-08 2008-09 Trend? | Action? Lead
Chorus contest score

Chorus contest placement

# of registered quartets

# of competing quartets

Scores of competing quartets
Placement of competing quartets
Membership 2005-06 | 2006-07 2007-08 2008-09 Trend? | Action? Lead
# of members

# of LOA/Associate members

% of LOA/Associate members

# of new members per year

# of lost members per year

% of active members at weekly
rehearsal

# of contacts made with potential
members

# of guests/potentials who do not join
Educational Performance 2005-06 | 2006-07 2007-08 2008-09 Trend? | Action? Lead
# of coaching sessions per year

# of certified directors/asst directors
# of members attending Regional
schools

# of members attending
International events

# of YWIH contacts made

# of scholarships awarded
Administrative Performance 2005-06 2006-07 2007-08 2008-09 Trend? | Action? Lead
% of total active members involved in
1) teams & committees 2) activities
% of members first time in a task,
team, position

Public Relations/Marketing 2005-06 | 2006-07 2007-08 2008-09 Trend? | Action? Lead
# of media contacts

# of articles, radio mentions,
outcomes of contacts

#/frequency public paid performances
#/frequency charitable performances
# performances refused/unable to accept
Financial Indicators 2005-06 | 2006-07 2007-08 2008-09 Trend? | Action? Lead
Show Revenues

Revenues from performances
Revenues from grants, endowments
Income from Investments
Grants/scholarships

Proceeds from Fundraisers




V && Step Two Tool 2.2: Stakeholder Identification
N

‘/ Purpose: To ldentify Internal and External Individuals and Groups
Having an Interest and/or Investment In Us and Are Impacted by Us

A “stakeholder” is an individual or group of individuals who have something invested or “at
stake” in our organization. A stakeholder can be internal to our Sweet Adeline organization,
such as our director or our Region, or external to our organization, such as a paying customer
or a community organization, as long as they are in some significant way impacted by our
operational performance.

Who are the three or four KEY individuals and g  roups INSIDE our Sweet Adelines
organization who have a stake in our effectiven  ess?

1.

Who are the three or four KEY individuals and g  roups OUTSIDE our Sweet Adelines
organization who have a stake in our effectiven  ess?

1.

It is important to realize the nature of interdependency our organization shares with our stakeholders:
how many groups and individuals are impacted, or are potentially impacted, by our operational
performance. It helps to realize various stakeholders require different types of support and can
support us by investing something of value to the organization. If stakeholders are to continue to
support us, their investments must result in some value and return on investment.
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v Step Two Tool 2.3: Stakeholder Analysis

>

Purpose:  To Identify the Performance Criteria of Our Stakeholders and How
Well Our Chorus Rates Against that Criteria

Criteria Used by Our Sta keholders to How Well Our Performance

Stakeholder Assess Our Performance Meets this Criteria

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work

Great Okay Needs Work




Step Two Tool 2.4: Yearly Analysis of Stakeholder R elationships
Vﬁ' p y Analy p

\‘J Purpose: To evaluate our effectiveness in fulfilling the needs of our stakeholders.
Our stakeholders are the persons or groups we have identified as impacted by our effectiveness. The matrix below

reflects items from our previous planning session. How has the chorus done in the long term in fulfilling the needs of our
stakeholders? What actions should we take for further improvement?

Stakeholder: Summary of Stakeholder Needs: | Analysis of Stakeholder Next Steps:
What, Over Time, Have We Satisfaction: How well What Opportunities Exist to
Identifed as The Things Our Have We Done Over Time to | Optimize Relationships,
Stakeholders Need From Us? Meet Those Needs? Meet Stakeholder Needs?




V@* Step Two Tool 2.5: S.W.O.T. Analysis
\ *
4 Purpose: To Assess and Document the Current State of the Organization

— SWOT Analysis is a classic strategic planning tool. Record strengths, weaknesses, opportunities and
threats in the categories of Finances, Abilities, Community, Trends, Organization and Resources. This will provide a
“snapshot” of the current state of the chorus and a baseline of information to build upon.

Strengths Weak nesses Opportunities Threats

FINANCES. EXPENSES, REVENUES, ASSETS, VALUE, SALARIES, DONATI ONS
ABILITY: TECHNICAL AND ADMINISTRATIVE COMPETENCY, SKILLS, TA LENTS

COMMUNITY: CULTURE, LIFESTYLES, PERCEPTIONS, ATTITUDES, BIASE S

TRENDS: PATTERNS OF SUCCESSES, FAILURES OVER TIME

ORGANIZATION: THE STRUCTURE, PROGRAMS, POLICIES AND SYSTEMS

RESOURCES: PEOPLE, SUPPLIES, SERVICES THAT CAN HELP AND SUPPOR T




ion:

Strengths and Opportunities

v@_ Step Two Tool 2.6: S.W.O.T. Analysis Yearly Evaluat

N J/ S.W.O.T. Analysis identifies internal strengths and weakness and external opportunities and threats. The matrix below reflects items from
‘ previous strategic planning. Looking at these as a whole in the long term, how well have we optimized our strengths and opportunities and

minimized our weaknesses and threats?

Strengths:

Finances:

Resources:

Opportunities:

Finances:

Resources:
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v@'
N ‘J Step Two Tool 2.6: S.W.O.T. Analysis Evaluation, Co __ ntinued: Weaknesses and Threats

Weaknesses:

Finances:

Ability:

Community:

Trends:

Organization:

Resources:

Threats:

Finances:

Ability:

Community:

Trends:

Organization:

Resources:
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V@* Step Two Tool 2.7: Prouds and Sorrys

‘/ Purpose: To summarize a list of what we believe are our greatest successes
and our greatest disappointments.

To target strategies to create our desired future, it is important to identify what's working and what's not.
This tool will help us create a common database and a balanced view of what we are currently thinking,
seeing and feeling. Consider our review of Stakeholder Relationships and our S.W.O.T. Analysis
Evaluation, as well as other items discussed in our Historical Review and create a list of “Prouds”: Things
we are doing well; and “Sorrys”: Things we would like to do better.

PROUDS SORRYS

13



Step Three Tool 3.1: Qrganizational Assessment Res __ults

Purpose: To evaluate the results of the Organizational Assessment.

Date of Assessment: % of Members Completing Assessment:

Summary of Highest Ranking Responses):

What items on the are ranked highest in What items are ranked with the high gap “Need to
“essential” responses (list in order)? Do More” (list in order)?:

Highlight the items which appear on both lists. Those are the priority items requiring action at this
time. What trends are evident? What items may require action?

14



Step Three Tool 3.2: Core Values Assessment

Purpose: To Identify the Things Most Important to the Chorus, the Guiding
Stars by Which the Chorus will Navigate as We Pursue Our Vision

Core values describe the beliefs of the organization, those things most meaningful. They guide direction
and action. Below are several commonly shared organizational core values with their definitions. Using
MULTIVOTING (see Appendix) determine which you most value.

Collaboration: To seek out and utilize the knowledge, strengths and talents of others for the wisest and
most effective result.

Commitment: The pledge or promise to act and participate to the fullest degree. ADDED IN 2007/2008
Community: The sharing of experiences, history, ownership, values, traditions and interests.
Dedication: To devote oneself to something highly valued; a cause, a work or duty.

Development: To grow and evolve; to become bigger, better, fuller; to build up or expand; to become
known or apparent; to make stronger and more effective.

Education:  The process of training and developing the mind, knowledge and character through
continuous formal learning.

Fun: Intended for and giving pleasure and enjoyment.

Excellence: Attainment of the highest possible level of potential in a particular arena.

Growth: Increasing development in a particular area (size, maturity, expertise, knowledge, skill).
Innovation: To create and introduce new methods, approaches and customs.

Integrity: Having high principles, being true to one’s values, being moral, ethical, honest.

Perseverance: A patient, steadfast and continuous effort to achieve something in spite of obstacles.
Quality: The degree to which something is perceived to possess characteristics of value and excellence.

Respect: Feeling and expressing honor, esteem, consideration, courtesy and the sensitivity for the
feelings, beliefs, rights, personal characteristics and attributes of others.

Service: Activities or work performed to benefit others, giving assistance or advantage to another.
Teamness: The state of individuals working in unity toward a common purpose or mission.

Trust: Belief and confidence in the honesty, integrity and reliability of others.

Our core values are:

Consider what our members have said are most important to them. Do these core values still
represent the priorities of the collective membership?

15




Step Three Tool 3.3: Mission Statement Evaluation

Purpose: To evaluate the accuracy and timeliness of our
mission statement, a statement that reflects the reason for the
chorus’s existence and the contribution it makes to the
Community.

Every organization should have a mission statement that declares its purpose: why
it exists. The statements also often reflect goals, objectives and core values. A
powerful mission statement reflects the questions, “Who are we?” “What do we
do?” “How do we do it?” “Why?”

Our mission statement is:

Does our current mission statement reflect our true purpose and contribution?

Does our mission statement support the vision of our parent organization, Sweet
Adelines International?

Are there changes we would like to make?

Our new mission statement is:

16




Step Four Tool 4.1: Trend Extrapolation

Purpose: To record and review organizational data in categories
such as music and performance, membership, finances, etc; to

analyze past and present trend patterns. Use Tool 2.1 as a reference.

Relevant Data: Relevant Trends: Reason for Trend:
Area of Performance Measurement:

1. 1. 1.
2. 2. 2.
3. 3. 3.
Area of Performance Measurement:

1. 1. 1.
2. 2. 2.
3. 3. 3.
Area of Performance Measurement:

1. 1. 1.
2. 2. 2.
3. 3. 3.
Area of Performance Measurement:

1. 1. 1.
2. 2. 2.
3. 3. 3.
Area of Performance Measurement

1. 1. 1.
2. 2. 2.
3. 3. 3.

17




Step Four Tool 4.2: Environmental Scan

Purpose: To scan the environment for relevant events, initiatives or trends
which may significantly impact our future in a positive or negative way.

What significant things may be on the horizon within our CHORUS that we need to consider when planning
our future?

2007/08: 2008/08

What significant things may be on the horizon within our SWEET ADELINE ORGANIZATION that we need
to consider when planning our future?

2007/08: 2008/09

What significant things may be on the horizon within our COMMUNITY that we need to consider when
planning our future?

2007/08: 2008/09

What significant things may be on the horizon within our BUSINESS that we need to consider when
planning our future?

2007/08: 2008/09

What other significant impending factors  do we need to consider that we have missed?

2007/08: 2008/09

18



Step Four Tool 4.3: Benchmarking Scan

Purpose: To compare our performance to other similar organizations. To
investigate and document examples of best practices we would like to emulate.
Use these categories or other relevant categories.

Music/Performance Quality

Topic: Who do we want to learn from? | What do we want to learn from them?

Membership Growth

Topic: Who do we want to learn from? | What do we want to learn from them?

Financial Health

Topic: Who do we want to learn from? | What do we want to learn from them?

Public Relations

Topic: Who do we want to learn from? | What do we want to learn from them?
Other:

Topic: Who do we want to learn from? | What do we want to learn from them?
Next steps:

1. What additional things do we wish to learn?
2. From whom?

19




Step Five Tool 5.1: What is Our Preferred Future?

Purpose: To determine the future we wish to create.

What is your preferred future for our chorus?

“It is five years from today and we have, marvelously
enough, created our most desirable chorus. As a
member, create five statements that best describe it -
as If you were able to see it, realistically around
you...”

Your input is important. Thanks!
20
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Purpose : To Summarize Most Common Responses and Themes Received From
Members Regarding Their Preferred Future

Members were recently asked to respond to this statement: “It is five years from today and we have, marvelously
enough, created our most desirable chorus. As a member, create five statements that best describe it - as if you were
able to see it, realistically around you.”

In the space below, summarize the most common respo nses and themes by members.
Use member words and combinations of responses wher e possible.

1.
2.

© ® N o o > &

10.
11.
12.

Below, summarize the “preferred future” for the org anization:

21
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Purpose: To summarize what we have learned thus far.

1. What lessons and consequences can we draw fromare  view of our history (page 7)?

2. What opportunities exist to optimize our relationships with our stakeholders and meet their needs? (page 9)?

3. How will we optimize our strengths and opportunities (pages 11 - 12)?

4. How will we minimize or reverse our weaknesses and threats (page 13)?

5. What must we put into place for more prouds and fewer sorries? (page 14)?

6. What are our priorities based on our member’s input — essential items with the highest gaps? (page 15)?

7. What trends must we act upon (page 18)?

8. What environmental factors must we act upon (page 19)?

9. What have we learned from the most successful choruses and organizations (page 20)?

10. What are the top five to six things our members view as their preferred future (page 21)?

22




Step Six Tool 6.2: Critical Success Factors

Purpose: To finalize a list of factors which must be achieved to realize our
preferred future.

w
Review what we have learned thus far, considering the items on page 23.

On yellow post it notes, record the following, stating “We will.....” or “We must....":

In order to create our preferred future, we must/we will:

23A



@ Step Six Tool 6.2: Critical Success Factors- 2006- 2008

Purpose: To finalize the factors which must be achieved to realize our future.

Our Goals

#1: | #2: | #3: | #4: || #5:

The Critical Success Factors Which Support These Go. als — 2007 - 08

23B




Purpose:  To Categorize the Critical Success Factors Into Broad
Target Areas that Will Clarify Goals

A goal is a broad, general statement that describes the desired outcome for an area requiring action. To
identify goals, group similar critical issues identified in the previous tool by moving the self-stick notes from
their previous categories into new categories. Next, state what you wish to achieve in that area over the next
3 to 5 years. Most organizations should focus on no more than four to six goals to design an effective plan.
Your critical success factors and each new goal can be recorded here.
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e . —
B 1‘[ Ui Step Seven Tool 7.1: Identifying Objectives

(o i

Purpose: To identify measurable objectives to support the selected goals.

Note: Measurement in red are also measured as performance indicators (part of regular chorus business operations).

Goal 1: Goal 4:

What objectives will help us know the goal has been achieved What objectives will help us know the goal has bee  n achieved
(objectives should be measurable)? (objectives should be measurable)?

1. 1.

2. 2.

4. 4.

5. 5.

Goal 2: Goal 5:

What objectives will help us know the goal has been achieved What objectives will help us know the goal has bee  n achieved
(objectives should be measurable)? (objectives should be measurable)?

1. 1.

2. 2.

4. 4.

5. 5.

Goal 3: Goal 6:

What objectives will help us know the goal has been achieved What objectives will help us know the goal has bee  n achieved

(objectives should be measurable)?
1.

2.

(objectives should be measurable)?
1.

2.
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Preferred Futuring Action Plan — 2008/2009 (Exampl

What Must We Do: Improve our level of singing and performance.

€)

How We Will Do It:: Improve the musicality of the full ensemble, the sections and the individual singer through education, coaching and learning opportunities,
improved tools and policies and consistent use of those tools and policies.

Goal 1:

Music and Performance Quality

Objective:
What has to be realized to
achieve this Goal?

Strategy:
How will this target be met?
(Long range plan/approach)

Action:
What activities or programs
will be implemented?

Measurement:
How will we know when we
have met this target?

Timeframe:

When will we begin? End?

Begin Date

Target Date

1. Improve musicality of the
full ensemble.

1.1

111

2. Improve the musicality
and unity of sections.

3. Increase the skill,
technique and confidence of
the individual singer.




Preferred Futuring Action Plan — 2008/2009 (Exampl

What Must We Do: We must maintain a healthy membership.
How We Will Do It:: We must create and maintain an environment that will attract and keep talented people of diverse age and ethnicity.

€)

Goal #2:

Membership Growth

Objective:
What has to be realized to
achieve this Goal?

Strategy:
How will this target be met?
(Long range

Action:
What activities or programs
will be implemented?

Measurement:
How will we know when we
have met this target?

Timeframe:

Begin Date

When will we begin? End?
Target Date

plan/approach)
1. Increase the number of 1.1 1.1.1
talented, diverse members
through recruitment
12 121
13 ] .31
2. Successfully integrate our 2.1 2.1.1
new members
22 0 221
23 0 231
3. Increase the number of 3.1 3.1.1
talented, diverse members
through retention
32 321




Preferred Futuring Action Plan — 2008/2009

What Must We Do:
How We Will Do It:

Goal #3:

Objective:
What has to be realized to
achieve this Goal?

Strategy:
How will this target be met?
(Long range

Action:
What activities or programs
will be implemented?

Measurement:
How will we know when we
have met this target?

Timeframe:
When will we begin? End?
Begin Date  Target Date

plan/approach)
1. 11 111

12 121
2. 2.1 211

22 221
3 3.1 3.1.1

32 T 321 e
4. 4.1 41.1

42 321




Preferred Futuring Action Plan — 2008/2009

What Must We Do:
How We Will Do It:

Goal #4

Objective:
What has to be realized to
achieve this Goal?

Strategy:
How will this target be met?
(Long range plan/approach)

Action:
What activities or programs
will be implemented?

Measurement:
How will we know when we
have met this target?

Timeframe:
When will we begin? End?
Begin Date  Target Date

1. 1.1 1.1.1
12 ] 121
3 131
2. 2.1 2.11
22 221
23 231
3. 3.1 3.1
32 321




Preferred Futuring Action Plan — 2008/2009

What Must We Do:
How We Will Do It:

Goal #5:

Objective:
What has to be realized to
achieve this Goal?

Strategy:
How will this target be met?
(Long range plan/approach)

Action:
What activities or programs
will be implemented?

Measurement:
How will we know when we
have met this target?

Timeframe:

Begin Date

When will we begin? End?

Target Date

1. 11 1.1.1
12 ] 121
w3 131
2. 2.1 2.11
22 221
23 ] 231




Notes:




