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Implications Wheel 
 
The ICA process helps us describe the 
business we want and create a plan to 
take us there.  But the landscape in 
which we implement the plan is always 
changing.  Family members age and new 
trends emerge that may make strategies 
that are effective today less effective in 
the future.  Before we can effectively 
plan for the future, we need to describe 
the future.  Strategic Exploration must 
precede strategic planning.   
 
The implications wheel is a strategic 
exploration process. Using this process, 
we can map the landscape in which our 
ranches may exist 5, 10 even 20 years 
from now. We can also explore the 
possible long term implications of big 
decisions. That can help us reduce 
unintended consequences.   
 
The implications wheel to the right was 
built at a meeting in which a family 
wanted to look at the long term 
ramifications of leasing their land and 
livestock to someone else. When the 
process was completed, people who had 
been against this strategy wound up 
supporting it enthusiastically. 
 
Building an Implications Wheel: 
1. Define the center.  Centers can be an innovation or a new enterprise, a trend, a policy 

change, an event, a goal or objective or a management decision. Anything you want to 
explore the potential impact of can be a center.  
 

2. After defining the center, imagine that it has happened (e.g. we started an enterprise, we 
had a second year of drought, we disolved the partnership, we changed a strategy). Then 
ask, if this happened, what are all of the things that might happen as a result. Similar to a 
mind map, write in all of the direct implications you can think of with lines coming off the 
center. Try to come up with five or six implications. Make sure you have at least one positive 
and one negative implication.  
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Desirability is scored on the following scale: 
   + 50 = Triumph (Breakthrough) 

+5 = Extremely desirable  
+4 = Very Desirable  
+3 = Desirable  
+2 = Somewhat Desirable  
+1 = Minimally Desirable  
  0 = Neutral  
-1 = Minimally Undesirable  
-2 = Somewhat Undesirable 
-3 = Undesirable 
-4 = Very Undesirable 
-5 = Extremely Undesirable  

     -50 = Catastrophe  

3. Once you have the implications drawn on the chart, pick one and ask, “If this thing actually 
happened, then what might happen as a result?” The answers will be the second order 
implications. Continue this process identifying possible consequences for each of the first 
order implications.  This can get a bit unwieldly. You may want to write each of the first 
order implications and the second order implications that could arise from them on separate 
flip chart pages. 
  

4. Once you have described the second order implications you may want to explore third order 
implications.  To maximize the effectiveness of this process:  
 Complete ALL first order implications before going to the second order.  
 Do all second order implications before moving to the third order implications. 
 Make sure the implication could be a direct result of the preceding event occurring. 
 Come up with at least one negative implication and one positive possibility in each 

cluster of implications. 
 State each implication as a possibility. 
 Be as descriptive as possible (use an adjective in each phrase).  
 Avoid words like affects, changes and impacts because they lack specificity.  
 Repetition between clusters is okay. 
 Contradictions within clusters is okay.  
 The weird and the obvious are okay.  
 Think from a variety of perspectives. 
 Go Fast.  
 If it’s possible, put it up. That’s the only criteria to judge an implication at this point…if it is 

a 1 in a million chance, it’s possible. Put it up. 
 Limit discussion. Explain an implication if it isn’t clear, but don’t discuss it.   

 

5. Score the implicaitons for significance 
and likihood. Score each implication 
assuming the previous thing has 
happened, then discuss the desirability 
and probability of each implication. Score 
desirability +1, +3, +5, +50 with +50 being 
a breakthrough. +5 is very desirable, +3 
desirable, +1, nice but no big deal. These 
scores can also be negative. A -50 is a 
disaster. Be stingy with your +/-50’s.  
There is also a score of 0.  A 0 is 
something that is neither desirable or 
undesirable. 
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Score Likelihood on a 9-1 scale as follows; 
9 = Extremely Likely 
8 = Very Likely 
7 = Likely 
6 = Somewhat Likely 
5 = 50/50 
4 = Somewhat Unlikely 
3 = Unlikely 
2 = Very Unlikely 
1 = Extremely Unlikely 

Score probability from 9 to 1 with 9 being 
extremely likely and 1 being a long shot. 
 
We encourage you and your boardmates to 
really get into discussing the scores.  Why is 
a particular implication important or not 
important?  Encourage everyone to express 
their viewpoint.  If you can’t come to 
consensus on a score, please include a 
minority report on the chart…just put an M 
by the alternative score.  No further 
explanation is needed. 
 
Your perspective matters when you score the wheel.  Something that might be positive for 
someone with one point of view could be negative for someone with another point of view.  
Note the perspective from which you are scoring the wheel. 

 
Analysis 
Your wheel can reveal some interesting things. For example, you may find that there are some 
negative second order implications that lead to +5 and +50 third order implications. Similarly, 
sometimes something you thought was very positive may lead to some big negatives.  In those 
cases, look for barriers and bridges. Barriers help you benefit from the positive and avoid the 
negatives.  Bridges help you bypass a negative to get to a positive. 
 
 
Note: If you know you’ll be using this process at an EL meeting let RMC know ahead of time. We 
have Implication Wheel charts that make the process a little easier. 


