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Tis ACED Blueprint represents the common efort of  the Adeste partnership after 
years of  cooperation. Before entering and seeing what’s in it for you, we’d like you to 
know why it was developed. 

It aims to confront a perceived “failure of  participation” in arts and culture, by helping 
cultural organisations to improve their work in this feld. 

We worked collectively to design this tool because we believe that cultural participation 
is at the heart of  any democratic society. It is not “just” a matter of  ensuring 
fundamental cultural rights, but of  enabling citizens to express themselves in the frame of  a 
more equitable and sustainable society. Tis vision implies a radical shift in thinking: from 
audience to people. 

What can cultural actors do to contribute to this goal? In our view, by questioning and 
equipping themselves to make cultural participation happen, which is itself  a matter of 
democracy: about making it possible, fairer and more equitable. 

We thus encourage you to consider this tool in the wider context of  those initiatives in 
the cultural ecosystem that promote the transformative power of  culture, and which 
are trying to transform its practices to this end: if  people don’t participate in culture, 
it’s our responsibility. According to this principle, what should be “developed” is the cultural 
sector, not the audiences. 

Adeste+ is a strong and diverse international partnership, and moreover, it has become 
a community that aims to support professionals and organisations thriving for 
the social change we need. Te Adeste journey has actively engaged (through training, 
conferences, workshops and summer schools) hundreds of  cultural professionals 
across the world. Tey represent a critical mass of  change makers, willing to sustain the 
transformation of  the cultural sector into a committed and efective agent for cultural 
citizenship. Tis model is by and for them and for all those who share this ambition. 
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Why ACED
(Audience 
Centred  
Experience 
Design) 
/ A Blueprint 

We’ve long known that 
cultural organisations who 
want to become more 
inclusive, need to work 
diferently. We also know 
how. But making change is 
risky, resource-intensive and 
not always sustainable and so 
wanted to create a blueprint 
for confdent, people-centred 
change. 
Alessandra Gariboldi, Fondazione Fitzcarraldo. 

Why ACED? 
_ TO FIND NEW WAYS 

TO GET CLOSER TO 
YOUR AUDIENCES AND 
COMMUNITIES 

_ TO MAKE THE MOST 
OF YOUR TEAM 
CREATIVITY AND 
IDEAS 

_ TO SUPPORT 
ORGANISATIONAL 
CHANGE TOWARDS 
A NEW SOCIAL 
RELEVANCE 

The Audience Centred 
Experience Design (ACED) 

blueprint has been devised by the 
Adeste+ partnership as part of a 
large scale Creative Europe project. 

The ACED website 
(→aced.adesteplus.eu) includes 

more detail, templates, exercises 
resources, case studies and further 
references which can be used in 
this process. It is also the place to 
go to give your own feedback, find 
a facilitator and join the burgeoning 
Adeste+ community. 

Why  Aced? 
ACED helps cultural organisations 

create experiences with and for their 
audiences, visitors or participants 
using a staged process that can help 
them make long term change. 

It follows the principles of 
human centred design and 
is adapted to the way cultural 
organisations work, having been 
co-designed, tried and tested 
with organisations from around 
the world. It recognises that to be 
effective we need to be prepared 
to change ourselves and our 
organisations. 

ACED is also a response 
to our observation that real, 
positive change in the diversity 
of audiences and in their loyalty, 

trust and support is much more 
common when we work with them, 
listening attentively to their needs 
and interests and taking inspiration 
from what we learn. 

This change occurs when a 
whole organisation works 
together, using the ideas and 
creativity of a wide range of people. 
It can underpin our success as 
creatives, as agents of social 
change or as social entrepreneurs. 
And since many of us in the cultural 
sector aspire to be all three, it 
can help us resolve the tensions 
between these roles. 

https://�aced.adesteplus.eu
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Who is 
ACED For? 

ACED is for: - cultural organisations 
willing to strengthen their 
relationship with their  
communities

- cultural leaders and 
changemaker exploring  
new approaches 

- trainers, consultants and 
researchers looking for  
new tools and insights 

 - policy makers 
supporting cultural 
democracy 

ACED is for cultural 
organisations interested in a  

model of intervention for improving  
their capacity to establish 
meaningful relationships with their  
audiences and communities.  It 
works for large or small institutions 
in a range of artistic and cultural 
forms and different types of 
organisation. 

It can be adapted to different  
contexts and missions and become  
as diverse in practice as are the  
organisations which decide to take  
it on. 

ACED is based on the needs 
of cultural organisations but is  
relevant and useful in different 
ways, for a range of purposes and 
roles. 

•  For the teams of cultural  
institutions it offers creative ways 
to use their talents to orient an 
offer around the needs of the 
public. 

•  For cultural leaders it can 
provide the basis for change that 
is transformative, delivers mission 
and enables teams. 

•  For trainers, consultants or  
facilitators it provides a new, but 
tried and tested way of helping 
an organisation to move forward. 

•  For policy makers it provides 
the inspiration and basis for the 
wider change the cultural sector 
needs. 

ACED has been created to deliver 
fundamental and long term change. 
It requires a positive, optimistic 
perspective that gives proper 
attention to the experience of the 
audience, participant or user. After an open-call selection, the Gulbenkian 15-25 Imagina group, 

made up of 21 young people, began thinking and creating together. 
They gathered between the months of January and March 2020. 
The result of this process was the creation of a cultural programme 
based on their vision. ©Márcia Lessa 
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Audience 
Centred  
Experience 
Design 

The background 
The ACED process was 

developed by the Adeste+ 
partnership taking stock of 
our learning from previous 
projects such as «Connecting 
Audiences» and the original 
«Adeste». It became clear that 
more substantial change required 
proper consideration of leadership 
and organisational progress rather 
and that’s why Adeste+ was more 
explicit in its organisational change 
ambition, involving cross-sectoral 
teams within organisations and 
further developing the Design 
Thinking approach by adapting it to 
the specific context of the cultural 
sector. 

ACED is a process to support 
organisations to design audience 

centred cultural experiences and, 
at the same time, develop new 
forms of internal collaboration, 
bringing change in small, 
manageable steps. 

During the Adeste+ project the 
original methodology was tested 
and refined in collaboration with 
‘artistic partners’ in the ‘waterfall’ 
programme and in conferences 
and summer schools. This means 
it has been produced to work 
with a variety of different 
types and scales of cultural 
organisation and is appropriate 
for all artforms. 

As a process, going through the 
blueprint is a different journey for 
each organisation, according to 
its priorities, needs, context and 

motivations. But we designed 
it to support all organisations 
in becoming more porous, as 
‘relational devices’ facilitating 
their ability to take risks, listen to 
their communities and respond  
creatively to their needs. 

Further Reading 
The original Adeste project: 
→  https://adesteproject.eu/ 
Connect: 
→ www.connectingaudiences.eu 
Design Thinking – as outlined by the 
Interaction Design Foundation:  
→ www.interaction-design.org 

MODELS 
Design Thinking

Change
Management 

Adjusted
to cultural 

sector 
context 

Adjusted
to real life 

https://adesteproject.eu/ 
http://connectingaudiences.eu
http://www.interaction-design.org
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Methodological 
Basis 

Inspirational models 
Audience Centred Experience 
Design is inspired by several 
well-known and respected models. 

«Audience 
development is a 
about a cultural 
organisation’s 
development» 

/ Lewin’s Change Model 
On the one hand – it takes in 

ideas of organisational change, 
such as Lewin’s Change Model or 
Kotter’s Eight Step Plan. 

These focus on the ways we can 
elicit change in the organisation, 
establishing and setting up the 
conditions for progress, creating 
the change that is needed and 
then embedding or refreezing 
the resulting results in the 
organisation. 

/ Design Thinking 
Human Centred Design 

Thinking enables us to focus 
on audience needs. It does 
this through a double-diamond 
programme that takes a team 
through stages of divergent and 
convergent thinking. 

This includes vital concepts of 
empathising, ideating, defning 
and prototyping a solution to 
the problem so that we can 
design better experiences for our 
audiences, participants or users. 

Unfreeze Change Refreeze 

Discover Defne Develop Deliver 
insight into the problem the area to focus upon potential solution solution that work 
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Te ACED 
process 

ACED needs leadership  
and proper facilitation  
either  by  someone  
assigned internally  
or an external facilitator.  

It will require at least  
one person to take  
responsibility as 
‘change-maker’  
and a ‘task force’ team  

of people drawn from  
all parts of the organisation  
to drive the process. 

How it works 
Audience Centred Experience 

Design therefore focuses both 
on what we need to do to meet 
audience needs and at the same 
time to facilitate change in the 
organisation to make this happen. 

It requires empathy, creativity, 
a real hands-on approach and a 
commitment to test, validate and 
adapt as necessary. 

Three overall phases and eight 
stages: 

GET READY/the preparation and 
starting points 

1.  Prepare/deciding if you are  
ready and what you want to do 

2.  Unfreeze/unlocking the 
organisation and setting up the 
process 

EXPERIMENT/the phase of 
thinking, considering and testing 

3.  Empathise/identify and 
understand your audience of 
interest 

4.  Define/clarify what you want 
to achieve 

5.  Ideate/create, imagine, think 
of what you might do to achieve 
this 

6.  Prototype/decide on the best 
solutions and test them out 

KEEP GOING/ the point of 
adoption into the organisation’s 
ongoing work. 

7.  Commit/evaluate what 
worked, refine, retry or adopt and 
amplify 

8.  Embed/embed the solution(s) 
and the new working practices in 
your work. 

What is needed 
ACED is a powerful and 

inspirational process and to do it 
well it needs certain ingredients. 

First of all, it needs leadership 
and commitment. In practice, the 
process can be devolved and led 
by a task force and the larger the 
organisation, the more important 
will be the role and composition 
of this group. Also recommended 
is the appointment of a change-
maker(s) who can be a central 
point of contact for the project 
and will help to drive the process 
forward. 

Some elements have more of 
an emphasis on the audience and 
some on the organisation itself, 
but as the diagram shows, this is 
always an interweaving shape. 

As described, this blueprint 
outlines a series of steps which 

work best if these are centred 
on workshops (group activity), 
preferably with an external 
facilitator. In practice, these steps 
may be shortened or elongated, 
depending on circumstances and 
with the need occasionally to dwell 
on a certain point or return to an 
earlier stage or alternatively to 
leap forward with the momentum 
achieved. 

The experimentation stage is 
based on the design thinking 
double diamond models of 
divergent and convergent 
thinking which are explained 
further in this blueprint. This means 
at some points it is important to be 
expansive and open up and then at 
others to filter and decide on the 
best elements to use. In this way it 
can draw on the different types of 
roles, mind-sets and styles within 
the team. 
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ACED step-by-step
Phase 1 
Get Ready 
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What do you 
need for the 
process? 

practical preparation 
to kick of the ACED 
process with confdence 

Leadership and whole 
organisation involvement. However 
your organisation is set up you will need 
those who are responsible at a senior 
level to be driving the process forward. 
If senior management is not on the task 
force then a process of liaison between 
the task force and the team must be 
arranged. 

Facilitator(s) to enable the 
process. This person will be responsible 
for enabling the overall ACED process 
which means leading the workshops, 
supporting the Change-maker and 
liaising with the rest of the organisation. 
This is best undertaken by someone 

‘external’ and familiar with the process 
but there may be other ways of doing it 
internally. It is important that they are 
able to facilitate rather than needing to 
participate. 

Change-maker(s)  to   
co-ordinate the work of the task force and  
represent them across the organisation  
and to the leadership. Preferably the  
Change-maker should be someone  
different from and working with the  
facilitator, but if the circumstances and  
person are right they could be an internal  
facilitator following the process outlined  
in the toolkit. It is important always to be  
clear where responsibility lies. 

Task Force of 6–12 people who 
will be the central creative force for the 
whole process. In smaller organisations 
they may be the whole staff team, 
in larger organisations they could 
be representatives from across the 
organisation with diverse roles within 
it. It could also include volunteers or 
regular participants and collaborators of 
the organisation. It is essential that they 
have the time and resources needed to 
deliver the programme. 

Resources and 
a Timeframe need to be 

considered properly in advance. It may 
be possible to carry out the programme 

without much need for resourcing, 
but more ambitious plans will need a 
dedicated budget.  

It is also important for all those 
involved to recognise and commit to 
the timeframe. This will vary according 
to organisation or ambition but in the 
Adeste+ programme it worked best 
over 2 – 6 months. 

Agreed Internal 
Communications Plan   

will be needed to ensure everyone is 
aware of what is happening and how 
they might be involved. 
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Step 1 
Prepare 

ACED TOOLS AND RESOURCES 
Key tools and resources can be found at: 
     aced.adesteplus.eu 

1 ARE YOU READY? QUESTIONNAIRE. 
Use this to… assess your organisation’s 
readiness before ‘diving in’ to the process and 
start reflecting on your goals. 

2 TASK FORCES AND CHANGEMAKERS' RULES 
Use this to… set and share roles and ‘rules of 
the game’ with the people involved. 

Purpose 
In the process of developing 

ACED, we came to recognise that 
some aspects of our practice were 
important to the success of the 
programme. 

ACED is a programme of 
experimentation encouraging 
new approaches to innovation 
and involvement. It seeks to help 
an organisation to see its work 
through different eyes and to be 
able to change and adapt in the 
light of new perspectives. These 
preparatory steps are accordingly 
geared towards collaboration 
and change. In this toolkit, the 
instructions are elaborated as if for 
the facilitator but can be adapted 
according to the way you are 
enabling the process. 

Actions 
First of all, ask if ACED is right 

for the organisation - see the Are 
You Ready? questionnaire on the 
website. Then: 

• Agree a brief with senior 
leadership: what change would 
they like ACED to help them to 
achieve? What resources can they 
make available? How will they 
monitor progress and manage 

proposals and suggestions from 
the Change-maker and Task 
Force? How will they review ACED 
and how will it affect strategy? 

•  All staff briefing – depending 
on the size and type of organisation 
this could take different forms – 
but  it is crucial that the whole 
organisation knows what is  
happening and feels part of the 
process.  

•  Appoint the task force  
of people from across the 
organisation. Make sure they have 
the time and resources n eeded to 
deliver the ACED programme.  

•  Appoint the  Change-maker(s)  
to co-ordinate the work of the 
task force and represent them 
across the organisation and to the 
leadership. 

•  Brief the Task Force and 
Change-maker: what resources,  
including time, do they have, 
what is the decision-making 
and reporting process? Use  
these resources to introduce  
the c oncepts and techniques 
behind ACED. 

•  Work with/ask the Change-

maker to produce an outline 
project schedule reflecting the 
ACED process - include internal 
communications and check-ins 
with the leadership. It is probably 
best to think of it as one workshop 
per stage and develop this over 
time. 

You might also want to explore 
some of the background to  the 
ACED programme - in the WHY 
ACED? section of the website. 

By the end 
of this phase… 
You will be ready to start the 

ACED programme! 

https://aced.adesteplus.eu/explore/prepare
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Step 2 
Unfreeze 

Purpose 
Before embarking on the ACED 

programme, it is important to 
ask: who is our public, who could 
it be? Take a moment to step 
back and ‘unfreeze’ your thinking, 
ensuring there is consensus about 
what you are trying to do. 

Actions 
Work with the whole (or as much 

as possible of the) organisation 
at this stage. Try to include those 

who might not obviously have  
‘public-facing’ roles. Capture and 
write up your ideas.  

Review your organisational  
purpose and the place of the public  
in it: there are lots of tools you can  
use. W hat are your social, financial  
and creative/ learning objectives?  
What does this mean for audiences  
and  participants?   

As part of this process: 

•  Describe your current  
audiences  and participants. Bring 
together any research you have 
as well as the ideas of people 
across your  organisation. Ask: who  
engages with our organisation,  
how?  

•  Describe the community you 
serve. Use any research you have, 
including background information,  
as well as intelligence from your 
team and stakeholders. Ask: who  
do we exist to serve? Who do we  
WANT to engage, how and why?  
Who COULD we engage?  

•  Describe what needs to 
change. 

Ask: what if any, is the change 
we want to see? Can you frame  
this as some clear ‘aims’, specific  
to participants, audiences or 
members of your community/ies?  
Do you need to review any other 
strategies? 
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Step 2 
Unfreeze 

ACED TOOLS AND RESOURCES 
Key tools and resources can be found at: 
→ aced.adesteplus.eu 

1 UNFREEZE QUESTIONS 
Use this to... ask about your organisation, its 
plans and the place of your community and 
audiences.  

2 THE CULTURAL-CREATIVE VISION EXERCISE 
Use this to... ask about your organisation, its 
plans and the place of your community and 
audiences.  

Smash 
the mirror; 
promote 

social change? 

Offer a mirror 
on the world? 

Have an 
instrumental  

purpose? 

Take an  
art-for-arts 

sake position? 

3 AUDIENCE JOURNEY MAPPING CANVAS 
Use this to... plot a ‘map’ of the audience 
experience - what's good and bad about it, for 
all audiences or specific target groups. It is a 
useful analysis tool. 

4 AUDIENCE DEVELOPMENT MATRIX 
(ANSOFF ADAPTED) 
Use this to... help you decide what to use ACED 
for. 

Organisation 
Learning 
This stage can help your 

organisation to: 
•  Review strategy, mission and 

purpose in an audience-centred 
way 

•  Build a common vision for  
audiences across the organisation 

Audience and  
Community 
Insights 
At this point, it is useful to review 

existing research and invite the 
whole organisation to discuss  
questions such as: 

•  Who engages with our 
organisation, how, when and why? 
What are they like? 

•  Who does not? 
•  Are there distinctive and 

different groupings in our 
audience? How could we describe 
them? 

•  What don’t we know about our 
audiences that it will be important 
to discover? 

By the end 
of this phase… 
Ask yourselves: how would you 

like ACED to help you? A t this 
stage, you should know: 

•  What benefits ACED should 
bring to your organisation 

•  What success might look like 
•  What you already know and 

what you need to find out 
•  What you would like to learn 
•  How you would like to work  

together 

And you will have reached 
the first of the three milestones 
described in the visualisation of the 
process (See page 10). 

https://aced.adesteplus.eu/explore/unfreeze
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ACED step-by-step
Phase 2 
Experiment 
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Step 3 
Empathise 

ACED TOOLS AND RESOURCES 
Key tools and resources can be found at: 
→ aced.adesteplus.eu 

1 PERSONA BUILDING EXERCISE 
Use this to… create a believable, ‘flesh and 
blood’ person to represent your target 
audience.   

2 NEWCOMER EMPATHY EXERCICES 
Use this to… help a team build empathy with 
first-time visitors. 

3 USING RELATIONAL AND EXTREME LENSES 
Use this to… consider how different people are. 

4 AUDIENCE JOURNEY MAPPING CANVAS 
Use this to... plot a ‘map’ of the audience 
experience - what's good and bad about it, for 
all audiences or specific target groups. 

Purpose 
This is the first step in the ‘design 

phase’ of ACED in which you 
undertake an experiment with 
and for a particular audience 
group. It is about understanding 
the perspective of this group from 
their point of view – hence the 
idea of ‘empathising’. Who are 
they? Where do they live, what do 
they do? Do you have something 
to offer them? Are they real and 
reachable? Why do they need you? 

If you can, bring in any already 
undertaken research here, so that 
you are working from what you 
know or don’t know. And consider 
which groups of people are 
important to you – perhaps those 
you don’t normally engage with 
much. 

It is tempting to work with 
stereotypical ideas of who those 
people are, but recognise that they 
are your assumptions and they 
need to be tested. 

This is about understanding them 
as real people. How do they feel? 
How do they think? What would 
make their lives more fulfilled? 
How are they different from other 
groups? 

Good design – and good 
audience development – is based 
on an authentic and empathetic 
understanding of people’s needs 
and interests. This is particularly 
important if you want to attract 
a new or different audience or 
community. 

The aim here is to use all the 
information available to bring your 
group of interest alive, as credible 
people who everyone in your 
organisation can know and love. 

Importantly, you will therefore 
need to talk directly to people 
about their needs and interests, 
what they think of your 
organisation and what you may 
have to offer that matters to them. 

Actions 
•   Review and summarise 

existing audience data  

•  Create flesh-and-blood 
‘persona/s’ who represents your 
group/s of interest using the 
persona canvas tool . 

•  Look at your organisation 
through their lens – what do they 
see when they look at you? 

•  Have conversations with real 
people about your organisation  
and their interests – and how they 
match. 

•  Plot a ‘user journey’ to 
understand your group’s 
experience and where it is not/ 
working using the user-journey 
mapping tool.  

•  Validate – or test your 
assumptions - about your persona 
through further research: use the 
‘Get to Know’ tool. 

https://aced.adesteplus.eu/explore/empathise
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Step 3 
Empathise 

Organisation 
Learning 
This is a “divergent thinking” 

stage. It is the Task Force's first op-
portunity to learn how to manage 
the process of generating many 
ideas and deciding what is most 
important. This stage can help to 
improve collaborative working, fa-
cilitating divergent and convergent 
thinking and consolidate and share 
research skills. 

Audience and  
Community 
Insights 
This is an opportunity to learn 

more about your audience and to 
understand their relationship with 
you.  It means considering what 
they care about and what needs/ 
interests the organisation could 
serve and the barriers that stop 
them from participating. 

By the end 
of this phase… 
By the end of this stage, you 

should have: 
•  Identified which group/s of 

interest you will be designing for 
•  Created a persona(s) for your 

target group(s). 
•  Identified your persona’s 

‘problem’ – what needs/ barriers 
need to be addressed? 

•  Tested the validity of the perso-
na – with real people. 

The Danish National Hub is working on its prototype to welcome 
audiences to the Nørrebro Theater. 
Photographer credits: Nørrebro Theater 

In “Breaking the silos” a group of workers from Teatro Stabile di 
Torino share their thoughts and ideas brainstorming on a prototype 
action for their audiences. 
Photographer credits: Lorenzo Romoli 
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Step 4 
Defne 

ACED TOOLS AND RESOURCES 
Key tools and resources can be found at: 
→ aced.adesteplus.eu 

1 HOW MIGHT WE? CANVAS 
Use this to… provide a focus for defining the 
key challenges for the audience group. 

2 NEEDS STATEMENT 
Use this to… focus on the needs your 
experience design should respond to. 

3 REFINING THE NEEDS STATEMENT MATRIX 
Use this to… criticise and change the needs 
statement to make it as good as possible 
ready for the next stage. 

Purpose 
Having developed a deeper 

understanding of your group of 
interest it is necessary to decide 
what really matters and where 
you will focus your enquiry and 
resources. 

Importantly, you will need 
to describe the key ‘problem’ 
this group has in engaging with 
your organisation or outline 
the opportunity there might be 
for them. With the information 
collected, you can articulate 
what you need to address in the 
next stages to build meaningful 
new experiences and lasting 
relationships. Elements could relate 
to a whole audience journey or part 
of it – like the creative experience, 
communication, ambience or 
environment. 

The clearer you can be, the 
more meaningful  will be your 
experimentation. This is a phase of 
‘convergent thinking’ - focusing in 
on what matters to your audiences 
and your organisation. 

Actions 
In the task force, workshop the 

following actions. 

•  Decide which persona you  
will concentrate on. What are  
the important criteria? Choose  
one that is really important to  
your organisation, that is distinct  
with needs and interests you have  
understood, whom you can reach,  
and create a meaningful experience. 

•  Review the persona  
representing this group. Add in new 
details. Think about presenting 
them in an interesting way so that 
everyone in your organisation can 
get to know them. 

•  Decide which factors are  
critical  for your persona. Where 
possible, involve people of that 
type in this conversation. 

•  Capture this thinking in a User  
Needs Statement (see tools and 
resources) which defines what is 
important for your persona. 

•  Thinking about these factors, 
you could form some ‘How Might 
We?’... questions which can act as 
the trigger for your design ideas. 
(See tools and resources). 

•  Refine your User Needs 
Statement so that it is clear what 

you need to achieve for your 
persona, in preparation for the 
ideate stage. 

Organisation 
Learning 
This is a convergent thinking stage 

in which you narrow down what 
is most important for the future of 
your organisation and why. It is a 
process of crystallising what you 
want to achieve and will especially 
appeal to people who are good at 
filtering elements to decide on the 
key issue. 

Audience and  
Community 
Insights 
You will have a long list of issues 

important to this group – you may 
not be able to address them now 
but they can be documented for 
the future. 

By the end 
of this phase… 
You will have reached the second 

milestone in the process, having 
agreed a User Needs Statement 
and/or a How Might We? question 
which forms an inspirational and 
motivating brief for the design of 
new experiences. 

https://aced.adesteplus.eu/explore/define
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Step 5 
Ideate 

Purpose 
The previous stage focused on 

identifying the needs of a specific 
group of people as represented 
by a realistic and well-researched 
persona, turning this into a design 
brief. Now comes the point to be 
creative and think of all the ways 
that the brief can be met. 

It is a stage to apply your 
imagination as a group to think of 
a variety of ways in which you can 
answer the needs of your identified 
persona, considering all the different 
parts of the organisation. New 
experiences could open the doors 
to lasting relationships and it can 
also be the moment when a whole 
new strand, programme or way of 
working is developed. 

Actions 
Working together, aim to 

generate the widest possible 
range of ideas from which you 
can select the best to take forward. 
The more people involved, the 
more ideas you will generate – 
and this is the key to success. It 
a good stage to involve your new 
audiences/community to engage 
the creativity and goodwill you 
have developed. It is a creative 
playful stage in which the group 
works together to think of ways in 
which they can meet the needs of 
the persona / group of interest. 

• Plan and set up ideation 
sessions. You might choose to 
carry out one of several ‘ideation 
sessions’, perhaps with different 
stakeholders or about different 
aspects of the user-journey. 

• There are many tools and 
techniques to choose from. 
Working in a group setting really 
helps open up creativity. It is 
worth putting in the time and 
effort to get the environment right 
– comfortable, non-hierarchical, 
playful. You are looking for 
interesting and genuinely new 
approaches with which you can 
experiment. Be sure to capture the 

full range of ideas suggested. 
• Going back to the brief, 

select the best ideas with which 
to experiment. It is important to 
select ideas which get to the heart 
of the issues of your target group, 
are deliverable and from which you 
can learn. 
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Step 5 
Ideate 

ACED TOOLS AND RESOURCES 
Key tools and resources can be found at: 
→ aced.adesteplus.eu 

1 BRAINSTORMING GOLDEN RULES 
Use this to… get useful tips and hints on 
ideation workshops. 

2 SCAMPER 
Use this to… help you come up with more and 
different ideas, either as part of Ideation or in 
adapting your prototype. 

SCAMPER 

Remove 
or 

Reverse 

Substitute 

Put to 
another 

use 

Magnify 
or  

"Minify" 

Adapt 

Combine 

Eliminate 

3 BRAIN WRITING EXERCISE 
Use this to… build on and develop ideas with 
your team. 

4 SELECTING SOLUTION (PUGH MATRIX) 
Use this to…  select good design candidates 
for the next step. It’s good for all ‘convergent 
thinking’ stages.   

Organisation Learning 
You will learn: 
•  That everybody in the 

organisation could add value to the 
creative process. 

•  How to generate new ideas for 
new experience involving a wide 
range of stakeholders . 

•  Some essentials of co-creative 
practice. 

•  How to engage staff teams in  
creative thinking in an equitable way. 

Audience and  
Community Insights 
You will g enerate a ‘long list’ of 

potential ideas which could be 
enacted or tested by the task force 
in the future. 

By the end 
of this phase… 
You will have: 
•  Selected a shortlist of ideas 

to develop into a ‘prototype’ with 
which you can experiment and can 
then be scaled up into sustainable 
and lasting solutions. 

•  Further developed relationships  
with your group of interest / persona. 

https://aced.adesteplus.eu/explore/ideate
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Step 6 
Prototype 

ACED TOOLS AND RESOURCES 
Key tools and resources can be found at: 
→ aced.adesteplus.eu 

1 SCAMPER 
Use this to… help you come up with more and 
different ideas, either as part of Ideation or in 
adapting your prototype. 

2 THE DECISION MATRIX 
Use this to… explore an alternative way of 
deciding on the best ideas. 

3 PROTOTYPE STATEMENT 
Use this to… define what you want to test and 
learn and may be useful when doing a ‘pitch’ to 
colleagues or senior management. 

4 LOVE IT LEAVE IT 
Use this to… to decide what you should keep, 
change or discard. 

Purpose 
Prototyping is a powerful and 

practical way of turning ideas into 
action. It is about producing a ‘a 
minimum viable experience’ so 
that you can try out the essence 
of your best idea(s) practically, 
evaluate how well it works and 
then adapt it so you either try it 
out again or scale it up to a full 
version. It enables you to try 
something that reduces the overall 
risk whilst actually testing its key 
components. 

This stage will probably overlap 
with the next stage as it is about 
producing a prototype that can be 
tested and evaluated and refined. 
Depending on its type this may be 
a one off or a sequence of tests 
before you get to the one you 
commit to. 

Actions 
The main idea is to learn as much 

as possible from a provisional 
version – a ‘minimum viable 
experience’ about which you will 
collect feedback from your team 
and from the group of interest. 
You can (continue) to experiment, 
learn and adapt in this way with 
live, launched activities which don’t 
have to be discrete, ‘test-only’. 
In this way, you can continue to 
improve experiences.  

•  Develop a prototype. That is 
an early sample, model or try-out 
of the experience. It  could be 
anything from a mock-up to a full 
‘scratch’ event – and you might 
want to build up from very simple 
prototypes to more involved ones. 

•  Write a ‘Prototype  
Statement’(see resources) which  
will help you to be clear what you  
are trying to do. 

•  Plan how you will collect data 
for feedback (such as survey, 
analytics) making sure you talk 
directly with your group of interest. 
If your work is participatory and 
co-creative, make sure participants 

are involved with developing 
the prototype and testing it 
themselves with others. 

•  Develop a test plan or 
‘pitch’ which  sets out what is 
the prototype/s, and how you 
will test it, gather and review 
feedback. Include your User Needs 
Statement and explain what you 
are trying to learn, who will be 
involved, what resources you 
require and the time scale.  

•  Pitch your plan to relevant 
senior managers and/or colleagues 
to get their support, involvement 
and any permission or resources 
required. Keep everyone in the 
learning loop.  

•  Run the prototype session – 
and remember, it’s the feedback 
that  matters.  

•  Working in your task force 
and with participants, review the 
prototype using the ‘Love it Leave it’ 
tool. 

•  Ask: is your experience ready 
for roll-out or do you need to adapt 
and test another version?  

https://aced.adesteplus.eu/explore/prototype-test
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Step 6 
Prototype 

Organisation 
Learning 
You will learn: 
•  Prototyping: the agile process 

of experience development,  
which can be used whenever the 
organisation would like to try out 
something new whilst minimising  
risk. 

Audience and  
Community 
Insights 
You will get first hand feedback 

about new ideas and directions and 
how far your process had found 
the right problems and scenarios. 

Action research based evaluation 
will give you real insight into 
how people really rather than 
theoretically engage with you. 

By the end 
of this phase… 
You will have: 
•  Reached the third milestone in 

the process 
•  Developed, a prototype or 

‘minimum viable experience’ which 
can be tested and evaluated 

•  A new experience for launch 
or further or ongoing iterative  
development. 

Guided Tour during the Opening 
Ceremony of the Theatre 
Gallery ‘Zajc’, National Theatre 
of Croatia in Rijeka, November 
2021. 
Credits: Drazen Sokcevic 
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ACED step-by-step
Phase 3 
Keep going 
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Step 7 
Commit 

ACED TOOLS AND RESOURCES 
Key tools and resources can be found at: 
→ aced.adesteplus.eu 

1 LOVE IT LEAVE IT: 
Use this to… decide what you should keep, 
change or discard. 

2 JOURNEY MAPPING CANVAS 
Use this to... plot the "map" of the experience 
you want to offer and/or develop. 

3 AUDIENCE DEVELOPMENT CYCLE 
Use this to... Embed your experiments in your 
strategic planning. 

4 AUDIENCE DEVELOPMENT MATRIX (ANSOFF  
ADAPTED) 
Use this to... help you form an audience 
development plan - and to help you decide 
where and when to use ACED in future. 

5 KANBAN BOARD 
Use this to… track your tasks and progress. 

Purpose 
This stage is all about deciding 

what to do in the light of the 
prototyping you have done. What 
do you keep and ‘scale-up’, what 
needs refining? What have you 
learnt and how are you going to 
continue this work? 

Once you have developed an 
experience that works for your 
group of interest it will be time to 
consider how you will continue 
to develop the relationship with 
this group and the implications for 
your continuing strategies. 

How will you use the ACED 
process on an ongoing basis? 

Actions 
Once you have done some  

prototyping you will be in a  
position to decide what to adopt  
and commit to for your group of  
interest. Using the feedback you  
have collected from your group of  
interest and the learning of your  
team you can repeat or scale-up  
the prototype, or on the other hand  
refine it or even try something else if  
it isn’t doing what you want it to do. 

Then you can turn your attention 
to your plans for the future. 

•  In the Task Force, carry out 
a review looking at what worked: 
the design process, prototype/s, 
what you learned about the group 
of interest, how the task force 
worked. 

•  Consider what ideas and ways 
of working the organisation should 
take forward. It might be helpful 
to develop an audience plan and 
recommendations covering these  
areas: 

•  How can the organisation 
adopt the new experience you 
have developed: who needs to 

be involved, what resources are 
required, how will you evaluate and 
adapt it? 

•  Develop your persona - what 
have you learned about their 
interests and concerns? 

•  What should be the 
relationship with the group of 
interest in one year or five? 
Describe the short and long-term 
aims. 

•  Nominate a champion for  
the group of interest who could 
lead delivery of the audience plan. 
They will champion your group's 
interests, build relationships,  
carry out research, co-design 
new experiences. It could be one 
person, a new or the same Task 
Force. 

•  What activities will be included 
in the plan and what resources will 
be needed? 

•  Once there is a draft plan this 
can be shared with the rest of 
the organisation and signed off 
appropriately.  

https://aced.adesteplus.eu/explore/commit
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Step 7 
Commit 

Organisation 
Learning 
During this step, organisational 

learning focuses on what your 
organisation has learnt through this 
process and what it needs to do in 
future to connect with this group 
of interest. It’s also an opportunity 
to share your insights and outputs 
with colleagues and involve them 
in further stages thinking about 
the implications for new ideas and 
directions having been through the 
process. 

Audience and  
Community 
Insights 
As well as knowing your original 

group of interest you will also have 
gained insight into related parts 
of the audience and understood 
who they are and what they think 
of you, generating ideas for further 
possibilities. 

By the end 
of this phase… 
You will have: 
•  Worked up your prototype into 

a fuller version of what you want 
to do, perhaps incorporating it into 
your ongoing programme 

•  You will have agreed a 
commitment to a long-term 
strategy for your group of interest. 

‘Black jacket’ shooting. Thriller short film written and directed 
by five 15-year-old young people.. 
Photographer credit: Harinera ZGZ 

‘Cocktail Cabaret’ where Drag Queens meet the audience. 
Photographer credit: Mercury Theatre 
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Step 8 
Embed 

ACED TOOLS AND RESOURCES 
Key tools and resources can be found at: 
→ aced.adesteplus.eu 

1 WHEEL OF CONSIDERATION  
Use this to… adopt what you have learnt for 
further use 

2 LOVE IT LEAVE IT 
Use this to… decide what you should keep, 
change or discard 

3 AUDIENCE DEVELOPMENT CYCLE 
Use this to... embed your experiments in your 
strategic planning 

4 AUDIENCE CANVAS 
Use this to… ensure that the organisation’s 
development stays  audience centred 
 

5 DOUBLE LOOP LEARNING 
Use this to… help you look at what the process 
has taught you about the original ideas and 
aims – and how they should they be adapted 

Purpose 
This last step is about reflecting 

on the ACED experience from 
an organisational perspective. 
What did you learn? What needs 
to change? What aspects of the 
approach worked well and what 
should become part of everyday 
practice? 

To feel the full benefits of the 
ACED process it is vital that 
the organisation considers its 
implications for future work, 
potentially repeating the process 
for other organisational audience 
aims. 

Actions 
As in the previous stage, you  

might find it useful to hold a learning  
workshop/s with the Task Force  
and other members of the team. At  
this stage it is important to capture  
ideas and develop them into a plan,  
set of intentions or manifesto for  
your ongoing work. The Senior Team  
should also now ask: how can these  
ideas be taken forward? It might  
be helpful to develop an audience  
plan  and  recommendations  covering  
these areas: 

•  Ask the Task Force to evaluate 
their experience. 

•  What learning would they like 
to share and how? 

•  What recommendations  
would they make for the wider 
organisation – both about the 
audience and ACED? 

•  Can you involve audiences or 
stakeholders in this process? 

•  Ask the senior team to 

evaluate the experience from their 
perspective and add their own 
recommendations and then agree: 

- What practices and 
approaches could you take forward 
as an organisation? 

- What would you hope to 
gain and how will you know its 
working? What will change? 

- Who will need to be involved? 
Who will lead/ facilitate/ champion 
any changes or new practices? 

•  What (if any) dedicated 
resources will be required? 

•  These ideas can then be used 
as a trial - or prototype - reviewing 
and adapting them on an ongoing 
basis. 

•  Using a tool like the Audience 
Canvas or Wheel of Consideration 
you could apply ACED to new 
strategies or programming. 

•  Review the ongoing success 
of using ACED - or some of its 
elements - as part of your regular 
review cycles. 

https://aced.adesteplus.eu/explore/embed
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Step 8 
Embed 

Single loop 
learning 

Underlying
Assumption 

WHY 

Goals, 
Values,
Actions 

HOW 

Results,
Consequences 

WHAT 

Double loop
learning 

Organisation 
Learning 
If the process has worked well, 

the organisation learning will be 
very rich. You will know a lot about 
the organisation and the team’s 
capabilities and opportunities. 
As well as adopting new ways of 
doing things as part of "everyday" 
practice you will also have a (new) 
audience development strategy. 

Audience and  
Community 
Insights 
With a new knowledge of your 

current and potential audiences 
you will be able to produce work 
and develop approaches suitable 
for their needs and decide how to 
progress your audience strategies 
in the next stages. 

You have  
reached the end! 
And now … 
You will have: 
Captured key learning from 

ACED, identified the ways it could 
help your organisation on an 
ongoing basis and agreed some 
ideas to try out. Learning will be 
integrated into regular practices 
and everyone will have benefited 
from the learning. 
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ACED 
Concluded 
the implications? 

The Audience Centred 
Experience Design 
(ACED) blueprint is an approach 

which can be adopted by all sorts 
of organisations in a range of con-
texts within the cultural sector. It 
has been developed to address the 
issue of enabling wider and deeper 
participation and involvement of 
the public with cultural institutions. 

Especially important is the way it 
works with the whole organisation, 
moving beyond an idea of audience 
development being about very 
particular tools or elements. 

ACED is also devised to work 
with different sorts of ‘mission’ 
or orientations within strategies 
whether they be business, artistic 
or social in emphasis. It is for any-
one who cares about recognising 
the importance of the audience 
experience in what they do. 

Changing, developing, 
adapting 
ACED has been developed during 

the Adeste+ project, but is based 
on several years of development 
and testing by the Adeste partners 
and a wider network of organisa-
tions, academics, practitioners, re-
searchers and trainers from around 
the world. It is not a magic solution. 
Its strength comes from recognis-
ing that it needs a holistic approach 
to be successful for these issues 
– one that recognises that good 
audience engagement happens 
when we all take responsibility for 
public engagement, regardless of 
our ‘job title’. 

The ACED methodology is the 
latest iteration and a summation 
of much work and research that 
has been done before. It is based 
on action research, testing and 
evaluation and will continue to be 
improved as it is used more widely. 
For this reason, we encourage you 
to tell us about your experience of 
using ACED. 

Tell us about 
your experience! 
(→ aced.adesteplus.eu) 
On the ACED website you can 

feedback about your own expe-
rience of using ACED. What has 
worked for you? What could be 
adapted? What could be added? 
With your help, ACED can become 
a continually evolving, improving 
methodology available for use by all. 

https://aced.adesteplus.eu
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