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Welcome
This guide has been produced to support leaders, 
senior managers, and board members of museums, 
arts organisations and other cultural and creative 
companies. It provides advice and tools to help you 
test and review new business model and income 
generation ideas. 

I hope you enjoy exploring this guide and I look 
forward to hearing your thoughts and next steps. 

Julie Aldridge

Julie Aldridge Consulting Ltd.
juliealdridge.co.uk

Start today
Start considering your future business model today. 
Don’t wait until a crisis hits.

“'If you’re not relevant to your 
community, in five to ten years’ time, 
will your organisation continue to exist?”

David Jubb

Artistic Director
Battersea Arts Centre

Start considering your future direction now so that you 
are ready to respond. Perhaps even so that you are 
influencing change not just jumping in line with it.

“Most museums and arts organisations 
have embraced the call to be more resilient, 
more relevant, more agile. The challenge is 
always to put good ideas and enthusiasm 
into practice. This guide helps organisations 
to bridge the gaps between great 
ambition, visitor need and expert delivery.”

Sonia Solicari

Director
Geffrye Museum

“In an era of reduced public funding and 
increased competition for fundraising through 
conventional sources, arts organisations need 
to adopt highly creative and entrepreneurial 
new approaches to sustaining and developing 
their business models in order to diversify 
their income streams. This timely and helpful 
publication offers a range of innovative ideas 
and methods for testing which options are 
best suited to an organisation’s mission in 
order to support a more resilient, relevant and 
dynamic cultural sector in the years ahead.”

Paul Hobson

Director
Modern Art Oxford
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This guide has been inspired by the AMA’s Future Proof 
programme which helps participants explore three 
core things: 

1. Why is your organisation vital? What’s your purpose 
or cause? What difference do you make for people? 
How are you relevant in a diverse society? 

2. What strategies will best enable you to deliver on 
your cause? What might need to change to ensure a 
desirable, feasible and financially viable future?  

3. How might you create the right culture? What needs 
to change internally to enable the team to continue 
to adapt to, and influence, external change?

You don’t need to have taken part in Future Proof 
to benefit from this guide. It has been designed 
to support those who have already developed a 
clear sense of their organisation's purpose and have 
generated, or are in the process of generating, a range 
of ideas about changes they might make to best deliver 
their vision. Find out more about the Future Proof 
programme here:

a-m-a.co.uk/futureproof

How do I decide which ideas to take forward?
This guide includes tools to help you test and review 
ideas, enabling you to build confidence in selecting 
future direction, and helping you reduce the risk of 
failure.

Will my new idea lead to greater resilience and 
sustainability?
This guide shares stories from leaders of some of 
the most enterprising cultural organisations today, 
providing advice based on how they test and try out 
new things before deciding where to invest limited 
time and money, or before making a case for support.

How do I know if our idea/s will work?
This guide encourages an iterative approach to trying 
out and learning about new ideas and shares a business 
case framework for selecting future direction.

How do I convince others of the benefits of change?
It includes advice and top tips from the trainers on 
the Future Proof programme about how to involve 
others in the process, overcoming fear of change, and 
inspiring people across your organisation with the 
benefits of a new approach.

An introduction to Future Proof
“This is a much needed guide that is useful 
for individuals and organisations to think 
through new ideas. This guide enables 
people to ask questions about existing 
business models and ways of working to 
promote an innovative mindset. Critical to 
this process of innovation is the relationship 
organisations seek to have and build with 
people. How are we valuable to a diverse 
range of people? By thinking through 
and reviewing your relevance to different 
people, organisations will be better able to 
keep up and stay ahead of the increasingly 
complex and changing needs of society.”

Thanh Sinden

Strategic Audience Development Manager
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Within this guide
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The template on page 6 outlines how to create a 
business case to review your ideas. 

1. How might your business model or idea best deliver 
on your vision / cause?

2. What is the evidence that your business model or 
idea is desirable to people? 

3. What is the evidence that your business model or 
idea is feasible to deliver?

4. What is the evidence that your business model or 
idea is financially viable? 

5. Highlight the opportunity cost and constraints 
involved in realising your idea.

This guide has a chapter relating to each of the above 
questions to help you review your idea/s. This could be 
done in several ways:

 — For simple ideas, you could use the template as a 
checklist to quickly finesse the idea before trying it 
out or getting started. 
 — More complex, risky, or transformative ideas are likely 
to require a more rigorous review. Use the template 
to plan what you might want to test, experiment, 
or research, to ensure you’ve got something worth 
pursuing and to maximise the potential for your idea. 

Creating a business case
 — Use the template as headings for a presentation or 
pitch to decision makers, stakeholders or funders and 
inspire them about its potential to have an impact 
in line with your shared vision and ambitions for the 
future.

See page 38 for more on how to involve others in the 
process and overcome resistance to change internally.

“At the RSC, we create opportunities where 
people from a range of departments and 
functions come together to generate ideas and 
to re-examine even well-established processes. 
Involving a wide range of people not only 
brings a range of perspectives, but also has 
a positive side effect of engaging people in 
the process and taking them on the journey 
of change and continuous improvement.”

Kerry Radden

Head of Marketing
Royal Shakespeare Company
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The business case template

STEP 5

Highlight the 

opportunity cost 

and constraints involved 

in realising your idea.

Explore the opportunity 
cost — what else might you 
do with that time, space, 
budget, etc.? 

Consider the impact for 
others.

STEP 4

What is the 

evidence that your 

business model or idea 

is financially viable?

How much will it cost?  

What are the likely 
projections and variations 
on income? Present 
scenarios. 

Include evidence from tests, 
benchmarks, research, etc. 

What’s the return on 
investment? 

What’s the impact on cash 
flow?

STEP 3

What is the 

evidence that your 

business model or idea  

is feasible to deliver?

Do you have the skills, 
partners, resources, space, 
etc. required to make the 
idea/s work? 

Why you? Why your 
organisation? Why now?

STEP 2

What is the  

evidence that your 

business model or idea 

is desirable to people? 

Who will benefit and how? 

Why is your approach the 
right one? Is there evidence 
that people (audiences, 
visitors, funders, etc.) value 
this? 

Is it solving a problem for 
people, or delivering a new 
opportunity for them?

STEP 1

How might your 

business model or  

idea best deliver on 

your vision / cause?

Briefly describe your new 
idea and outline why this 
is being recommended for 
your organisation. 

How does the idea 
contribute to the 
organisation's vision and 
purpose? 

Tell the story behind the 
idea to inspire interest from 
key stakeholders. 

Outline what success will 
look like.
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The Eden Project is an educational charity, connecting 
people with each other and the living world, exploring 
how we can work together towards a better future. 
The visitor destination in Cornwall is nestled in a huge 
crater. Here, massive Biomes housing the largest 
rainforest in captivity, stunning plants, exhibitions 
and stories serve as a backdrop to the striking 
contemporary gardens, summer concerts and exciting 
year-round family events. 
 
The Head of Marketing, Emma Evans, and the 
Membership Manager, Rose Cashman-Pugsley, recently 
used the business case template to review their ideas 
and ambitions for growing their membership scheme.
 
They developed a business case which made a clear, 
compelling proposition for expanding their work and 
building further capacity in the membership team. This 
highlighted several opportunities: 
 

 —To raise additional income to support Eden’s 
transformative projects and learning programmes — 
evidencing the relative importance of membership as 
a revenue stream for Eden. 

 —To respond to a growth in demand — they carried out 
a test campaign to reach out to new local members, 
which proved hugely successful and provided them 

Case study: Eden Project
with confidence in the offer and a lovely story 
of what might be achieved with further time and 
investment. 

 —To benchmark their work with other organisations to 
provide inspiration and ideas about what they might 
change and enhance to take the work to the next 
level.

 
Rose and Emma presented the case to the Senior 
Management Team and secured buy-in and further 
investment to expand the membership team and 
further develop its impact.

“The business case template was invaluable 
in helping us to really dig into the 
justification behind our case for support. 
Working through the different elements 
made us think about the wider context of 
organisational strategy and vision, and how 
best to illustrate and evidence that investing 
in membership would deliver against key 
areas for Eden. As a direct result, we now 
not only have a clear vision for membership 
growth, but more importantly, we’ve been 
able to bring in the resource to fulfil this.”
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1. Don’t start with a detailed business plan. 
Traditionally, one person (usually the CEO / Director) 
writes a business plan. Perhaps with input from 
others in the Senior Management Team and board. 
It gets ‘signed off’ and shared. Then something 
changes. Technology changes, audience expectations 
change, funding changes, new opportunities emerge, 
staff change, etc. The plan starts to feel less relevant, 
but because it’s a document which took a lot of time 
and effort to write and get agreed, we carry on with 
the plan regardless of the change, or ignore the plan 
and start to make changes without thinking about 
the wider strategic implications. The plan starts to 
gather dust on a shelf somewhere. 

2. Don’t fall in love with your first idea. 
Most of us are working with significant time 
pressures, with limited capacity for planning and 
strategic thinking. We often implement the first 
‘solution’ we find and spend our limited time fine-
tuning it into a detailed business plan to help us 
secure funding or convince others. But our first ideas 
are rarely our best ideas.  

Five things NOT to do
3. Don’t just copy an idea from elsewhere without 

considering if it’s right in your context. 
This guide shares a range of inspiring stories from 
leaders across the arts and cultural sector. However, 
it’s important not to produce exact copies of ideas 
we’ve seen working elsewhere without knowing 
whether they are right for your organisation, your 
vision, your audiences and your context. 

4. Don’t wait until the status quo is no longer relevant. 
We spend so much of our time managing the day 
to day that we often fail to make any fundamental 
change until a crisis occurs. The world around us is 
changing and that pace of change isn’t about to slow 
down any time soon. Finding a magic answer that 
enables you to continue to operate in the way you 
always have done is highly unlikely. Before we reach 
crisis point, we need to start reviewing options for 
the future, testing ideas, building support, developing 
new approaches and new sources of income, so that 
we are ready to make a shift when things change 
and so that the shift feels evolutionary not radical, 
revolutionary, or risky. 

5. Don’t wait until you’ve got a fully-fledged plan 
before testing the validity of the idea. 
Testing should happen throughout the process. While 
this guide uses a business case template to help you 
think through the key elements before you invest 
significant money in a new direction, it’s not intended 
that you have a thorough written plan before you 
start trying things out and before you start talking 
to people outside the organisation about what 
might be relevant and of value to them (see page 18 
about developing desirable business model ideas). 
Those internal to the organisation, familiar with ‘how 
things have always been around here’, are unlikely 
to be the first to see new opportunities emerging 
and are unlikely to spot new ideas that might be 
relevant and meaningful to potential visitors, funders 
and supporters. Involve people (audiences, team 
members, non-visitors, etc.) throughout the process 
to generate the best ideas. Adapt your plans as you 
go, learning and iterating on your ideas. This guide 
will provide insight into how to do this.
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Throughout this guide you will find stories from 
organisations that are changing. Some have 
undertaken radical, transformative change. Some are 
adding to, removing from, or adapting what they do 
already. Some are changing continuously as the world 
around them changes. All are changing with their 
audiences and visitors, with staff input from across the 
organisation, and with relevance to people at their core. 

Developing a relevant, desirable business model is 
not about coming up with the ‘right answer’, it’s about 
adopting the right approach.  

1. Do adopt an open, curious mindset. 
Encourage curiosity throughout the team (see page 

38 for insight on including others and overcoming 
internal resistence). How might people want to 
experience your work and engage with your 
organisation? What might need to change to enable 
your organisation to play a key part in people’s lives in 
the future? Observe and listen to what people value 
about what you do now, and ensure open channels 
for feedback and ideas about what they might value 
in the future. This does not necessarily mean adopting 
everything people suggest, but using a diverse range 
of responses to help you understand how people 
currently feel about your organisation, and to spark 
and further shape your ideas for the future. 

Five principles to adopt 
2. Do adopt a people-first focus. 

Start with empathy. Put yourself in the shoes of 
your potential ‘customer’ (audience member, visitor, 
sponsor, funder, donor, etc.) what do you hope they 
will do, think and feel about your organisation? What 
is the current reality and where are the gaps? (See 
page 19). What might they need to fully engage with 
your organisation in the future? What might they seek 
to gain? What might be putting them off? Starting 
with their perspective and then thinking about how 
that might fit with your vision and purpose should 
spark ideas about where there could be a great fit 
and help you generate new, relevant opportunities 
that you might otherwise not have thought of. This 
turns it from a sales approach (“this is what we have, 
how do I make it relevant to you?”), to a people-
focused approach (“what do you value? how might 
we play a relevant part in your life? let’s explore how 
that might fit with our vision and work.”) 

3. Do test ideas early. 
Developing resilience is firstly about developing 
relevance. Ensuring that the business model you 
adopt is desirable to the people and organisations 
you want to engage with — audiences, visitors, 
members, sponsors, donors, funders, etc. is key. 
Essentially this is about whether your ideas and 
activities matter to people. 
 

The more complex and risky your idea, and the 
bigger the change involved, the more you need to 
test it. Test initial ideas early with a simple, low cost 
experiment or piece of research (see page 25 for 
ideas on how to do this). What is the make or break 
thing about your initial idea? How might you test that 
assumption before you go on to explore the idea in 
more depth and spend time and money developing 
it? Don’t spend lots of time and money on tests or 
research until you’ve proven that the basic idea works 
on a low-cost experiment. Add insight overtime to 
help you fine-tune, finesse and adapt the idea.  

4.  Do focus on what you want to learn. 
When testing new ideas, it’s easy to get despondent 
if the first thing you try doesn’t work. Early in the 
process, think about where you may be making 
assumptions in your ideas, where are there gaps 
in your knowledge? Start by testing these key 
assumptions. Success at this stage is about learning 
what works and what doesn’t, not about pass or fail 
of your idea. 

5. Do iterate and adapt your ideas overtime. 
As your knowledge about people (audiences, funders, 
sponsors, donors, members, etc.) grows, use this 
insight to adapt and build on your ideas.
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At Battersea Arts Centre (BAC), the team have 
developed an approach called Scratch, to enable them 
to share new ideas with the public at an early stage 
of their development and work out which ideas to run 
with, which to develop further, and which to rethink or 
abandon. Scratch is an approach to learning through 
doing. When they Scratch an idea, they find simple 
ways to demonstrate it, ask people questions and 
consider their feedback. This helps the team at BAC 
work out how to take their idea on to the next stage. 
It’s an iterative process that can be used again and 
again. Over time, ideas become stronger because they 
are informed by a wide-range of responses.

The team at BAC consider themselves facilitators 
and enablers, not just producers of art. They have 
developed skills in testing, producing, and facilitating 
discussion about new ideas with the public. This can be 
in the theatre, via social media, out in the community, 
etc. The feedback doesn’t have to be a Q&A, they also 
share their idea ‘live’ to find out what people respond 
to, what works and what doesn’t.

BAC started using Scratch to make theatre, but the 
ethos has now expanded beyond this, influencing 
the whole organisational mindset. It has seeped into 
their culture over time and they’ve become better at 
letting go, working with the community, not for the 

Case study: Battersea Arts Centre
community, and trusting people and involving them in 
the creative process. 

They’ve used Scratch internally to review their 
organisational structure and their way of working. 
It has enabled them to merge effectively with 
Wandsworth Museum. Believing that museums have 
awesome stories, arts centres are great at telling 
awesome stories, and that involving a wide-range of 
people and responses will help them to explore how 
they might best integrate and enable one another.
 

“Scratch has enabled me to run a 
museum and not be frozen by fear that 
I don’t know the right way to do it.”

David Jubb

Artistic Director
Battersea Arts Centre
Quoted from Twitter @davidjubb 
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The iterative nature of Scratch has influenced their 
vision which they now also see as an iterative approach:

“to inspire people, to take creative risks, to 
shape the future.”

BAC recognise that when an idea does not fully 
succeed, or even when it crashes and burns, that there 
is great learning to be gathered. It gives BAC the 
freedom to fail, and the capacity to experiment. It is 
an essentially shared and communal process. It allows 
participants to constantly evaluate their activities 
and provide critical feedback. This approach enables 
creativity and therefore requires a team that is ready 
for change — see page 38.

Case study: Battersea Arts Centre
Top tips inspired by BAC’s approach 

 — Adopt a process of continuous exploration.  

 — Stay curious about people and how you might 
become more interesting to them — not “we’re a 
theatre, come and perform”, but an invite that asks 
people “what are you interested in?” 

 — Consider how people’s responses to your questions 
and experiments might fit with the vision and ideas 
of your organisation.  

 — Look for evidence and facts, not opinion e.g. ask 
“what did you experience?”, not “what did you think?” 

 —Take time away after trying out a new idea, do 
something else, allow time to get perspective and 
reflective space.
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BUSINESS CASE, STEP ONE
How does your business model or new 
idea deliver on your vision / cause?
In purpose-driven organisations like arts organisations, 
museums, and other cultural organisations, the end 
goal is not just to make money, but to have an impact, 
to make a difference to people. Ultimately, all decisions 
on future ideas to develop and grow the organisation 
need to be assessed in terms of the degree to which 
they help the organisation to deliver on this vision, 
purpose or ‘cause’. 

As you progress through a process of idea generation, 
researching, experimenting and testing, it’s easy to lose 
sight of the bigger picture. Keep referring to how your 
ideas are moving you closer towards achieving the 
collective ambition for your organisation. 

“Unfortunately many people give the vision 
part only a few moments before jumping 
straight to the strategy. That's a bit like 
deciding to go on the ultimate big holiday 
and leaping into a small boat without any 
real consideration of your destination or what 
you want to get out of arriving there. That 
approach leaves you quickly in the middle of 
the ocean without an engine or arriving at a 
shore that you realise you didn’t really want 
to visit. If you begin with a powerful vision 
that inspires you and let that guide you as 
you work towards your goals, the dream 
part of your project will help you to not only 
enjoy your journey but to feel empowered 
and at home in the place you end up.”

Mel Larsen

Founder
dreamprojectcoach.com 
and Future Proof Museums trainer
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The following exercise has been provided by Andrew 
McIntyre, Director, Morris Hargreaves McIntyre and 
a Future Proof Museums trainer. It is designed to help 
you translate your vision, cause or manifesto into a 
series of straightforward questions that those who are 
responsible for delivery can ask themselves about their 
current provision and future plans. 

The questions below have been kindly provided by 
the team at the Royal Greenwich Heritage Trust as 
an example. Ask each question in turn. These are 
provided as inspiration, some may not be relevant to 
your context, but many will be. Think about what is 
important for delivering on your vision.

 — In what way does the idea put the Grin in Grinwich? 
Pride, identity, place? 

 — In what way does it nurture individuals along a 
journey of personal growth? 

 — In what way does it enable and inspire people to 
explore and express their creativity? 

 — In what way does it engage young people? 

Exercise: how does your idea 
enable your vision?

 — In what way does it make best use of digital 
technology and / or make it relevant to people who 
prefer or use digital platforms? 

 — Have we thought of EVERY way that this could either 
save us money or bring money or resources in? 

 — In what way does it build community around the 
organisation? Ongoing contact and dialogue, not a 
one night stand? 

 — How welcoming is it really? Not just on arrival, 
but making people feel comfortable and at ease 
throughout? 

 — In what way does it involve co-creation? Listening, 
collaboration, harnessing visitor’s ideas, experiences, 
talents? 

 —Whose voices does it amplify? Does it empower 
those without a voice? 

 — In what way does it reach out and connect new 
citizens, not just the usual suspects?
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For each of the above questions (or adapted questions 
for your vision and context), informally give your 
organisation a score out of 10 using the following scale: 

9-10 high potential to deliver the vision: prioritise these 
ideas and move to the next stage of the business case. 

7-8 good, but not great: identify the refinements 
needed to score 9-10. 

5-6 not delivering the vision: identify what might need 
to change to redesign this to be 9-10. 

<5 likely to undermine the vision or divert resources 
from it: stop and re-think.

This is a useful exercise to do with both new ideas and 
your current portfolio of activity (including things like, 
partner activities, learning events, merchandise, café, 
foyer space, etc. i.e. not just the performances, events 
or exhibitions). 

This exercise generates a list of potential changes that 
can be triaged as:

Short-term 
Could be achieved by changing practice within existing 
budgets and staffing, likely this year. 

Medium-term
Can't be achieved within existing budgets and staffing, 
but could out of next year’s budget, or with a grant, a 
partner or some internal changes (e.g. redeployment), 
consider the feasibility of these ideas in more depth 
(see page 35). 

Long-term
These ideas would require a step change in the 
organisation’s political or financial circumstances (e.g. 
lottery bid, re-organisation, merger, site move, etc.).

Many of the suggested changes are typically short-
medium term, low cost and achievable by those that 
suggest them and help teams and boards to prioritise 
and select from an often overwhelming selection of 
different options and ideas for developing income or 
reviewing the business model.
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In a climate in which funding is tight, arts, museums 
and other cultural organisations, have increasingly 
adopted a diverse range of income streams. Leaders 
and managers require strong entrepreneurial skills 
to ensure long-term sustainability and to maximise 
income for reinvesting in further initiatives that build 
towards their vision or cause. This can create some 
complex strategic choices and often leads to people 
feeling a tension between delivering impact in line 
with their vision and generating income to sustain 
the organisation. To help teams and boards explore 
this, a team of consultants in the US, Bell, Masaoka 
and Zimmerman, created a visual tool called the Dual 
Bottom Line Matrix which can be used to help you 
review your current and / or potential portfolio of 
activities against these two end goals or ‘bottom lines’ 
— purpose and sustainability. 

1. Review your vision. Identify some of the key factors 
that an activity or new idea needs to generate to 
deliver strongly ‘on vision’ i.e. it needs to ‘support 
new and emerging talent’, or it needs to ‘engage high 
numbers of people across the local community’, etc. 

See the exercise above as an example of how you 
might do this. Create a few bullet points or questions 
to use as a rough scoring system for the vertical axis 
on the diagram.  

2. Review the degree to which each of your new 
ideas is predicted to contribute towards financial 
sustainability (see page 42). If an idea is predicted 
to generate a significant surplus over and above its 
direct costs place it high on this axis. If it is predicted 
to make a loss or can only be delivered with new 
funding or support from elsewhere score it low 
on this axis. If it’s predicted to breakeven place it 
somewhere in the middle. 

3. Write each of your ideas on to sticky notes and place 
them on the diagram using the scores.

This exercise tends to highlight unknowns or 
assumptions that require testing e.g. “will there be 
high enough demand to generate the income we 
anticipate?” See further sections of this guide for 
details on how to review these assumptions, but at this 
stage don’t worry too much about exact scores as this 
is designed to highlight options and spark conversation 
about strategic priorities. It’s designed to be used 

Exercise: ideas that have an 
impact on vision and finance.

Low vision impact

Low sustainability

High vision impact

Low sustainability

Low vision impact

High sustainability

High vision impact 

High sustainability

Dual Bottom Line Matrix
Bell, Masaoka and Zimmerman
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Exercise: ideas that have an 
impact on vision and finance
within groups / teams e.g. at a board meeting or staff 
meeting. Discuss your scores collectively and try to 
reach a consensus on where each one should go. 

Start by plotting out your current range of activities on 
the chart and then (in a different colour) add on your 
new business model or income generation ideas to 
review what role they might play within the mix. Here 
are a few pointers to get you started:

 — Are any of your ‘stars,’ or new ideas that you predict 
will be ‘stars’, being denied further innovation, focus 
and growth because you’re focusing on ‘hearts’, or 
‘money trees’? How might you best invest in their 
continuance and growth? 

 — How many ‘heart’ activities can you afford to deliver 
right now?  

 — Do you have any current activities in the ‘stop’ box? 
Why are you running things that don’t have a strong 
impact on vision or income? Can you make changes 
to any of these activities to move them up and / or 
across? If not, consider stopping these activities. 

 — Are any of your current or predicted ‘money trees’ 

there to enable you to keep producing the ‘hearts’? 
How might these be enhanced to better deliver on 
your vision or cause?  

 — Are any of your current or predicted ‘money trees’  
creating confusion for the public about what your 
organisation is for? What impact are they having on 
your brand?

This tool can be used to review a range of new ideas 
in line with your current portfolio and can prove a 
valuable visual aid for explaining your thinking to 
decision makers such as boards of trustees. There 
are varying degrees of sophistication in using this 
tool. If you want to adopt a more rigorous, data-
driven approach, the full explanation can be found in 
the books, Nonprofit Sustainability: Making Strategic 
Decisions for Financial Vitality, and The Sustainability 
Mindset, both by Bell, Masaoka and Zimmerman:  
 
nonprofitsustainability.org

Low vision impact

Low sustainability

High vision impact

Low sustainability

Low vision impact

High sustainability

High vision impact 

High sustainability

Dual Bottom Line Matrix
Bell, Masaoka and Zimmerman
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The Egalitarian Trust which encompassed the Galleries 
of Justice Museum, the City of Caves, and the National 
Centre of Citizenship and the Law (NCCL) has united 
its various venues, collections and activities under one 
national brand — the National Justice Museum.

The idea to create one national brand emerged when 
the former CEO, Tim Desmond, took part in the 
AMA’s Future Proof Museums programme. Future 
Proof inspired him to undertake a major rethink. 
Working with a broad mix of people from across the 
organisation, he redefined the Museums’ purpose and 
future direction to engage more people in discussion, 
debate and action around law and equality today. 

By uniting the different venues, collections and 
activities (education, events, exhibitions, etc.) under 
one brand they could provide a clear, compelling 
message about why they exist and how they make a 
difference. Becoming a recognisable, national brand to: 

 — Provide a unique opportunity for people across the 
country to gain practical insights into the law that 
they can then use in civic life today. 

 — Empower people through a knowledge of their rights 
and responsibilities. 

Case study: National Justice Museum
 — Spark debate and challenge legal thinking. 

 — Enable people to consider how they might influence 
justice today.  

The new business model not only helps deliver on their 
vision, inspiring people of all ages to become active 
citizens, but also enables them to generate greater 
earned income and gain support from major funders to 
provide a successful future for the museum. 

Find out more about their story by reading the full 
case study on CultureHive: 

culturehive.co.uk/wp-content/uploads/2017/06/

Future-Proof-Museums-National-Museum-of-Justice-

Case-Study.pdf
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BUSINESS CASE, STEP TWO
What evidence is there that your 
business model or new idea is desirable?
A business model is not just a model of how you 
generate money, it’s a model of how you generate 
value. Do people value your organisation and your 
work? How do you measure the impact that you’re 
having and the difference that you’re making to 
people? Do enough people love what you do to sustain 
it financially? Are your new ideas relevant and exciting 
to the people you want to reach and engage with your 
work? 

It may be that your core offer is free to key 
beneficiaries, but someone, somewhere needs to 
believe in the value of your work and want to pay to 
make it happen. Developing a desirable and viable 
business model therefore requires you to develop 
something which works for all the people that you 
deliver value to: audiences, visitors, participants, 
funders, sponsors, donors, members, etc. 

We often assume that things that have worked in the 
past will continue to work in the future. That people 
will always want to experience our work in the same 
way. Or we make assumptions about what potential 

audiences, funders, members, donors, etc., think and 
feel and don’t really know what might motivate them 
to get involved or to get more involved.

Step two of creating a business case is to review 
the desirability of your ideas for the future of your 
organisation and to generate deeper insight about 
what people currently value and could potentially value 
in the future. 

This is about understanding not just who is getting 
involved (or potentially might get involved) and how 
many; but what they might get involved in, and most 
importantly why.

This is an exercise in empathy and is about getting a great 
match between what people value and what you want 
to achieve (your vision / purpose). Spend time getting 
to know the people that you want to reach. For each 
potential group (visitors, sponsors, funders, members, 
etc.) the approach may vary slightly, but the need to 
be curious about them and how you might develop a 
mutually beneficial relationship remains the same. 

You will find that this stage of the business case not 
only helps you to finesse and enhance your new ideas, 
but also helps rule out some that just aren’t desirable 
to people (saving you a lot of time and heartache 
later), and generates new ideas which you then need to 
review against your vision and ambition (going back to 
step one). 

While the different sections of the business case are 
outlined one after another in this guide, in reality you 
will need to move back and forward through the 
different sections as you learn more. Remember the 
golden rules of not falling in love with your first idea 
and of testing early and often to maximise potential.
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Exercise: empathy mapping
Start by putting yourself in the shoes of the person or 
people you want to engage (audience or visitor groups, 
funders, partners, members, etc.) and imagining the 
world from their perspective. The following empathy 
map canvas has been created by Dave Gray from 
XPLANE and you can download a copy here.

Get together with others in your organisation (ideally 
a diverse mix of people to bring different experiences 
and insights to the discussion) and note down what 
you know, what you observe, and what you suspect:

 — In box one, note the target group, organisation or 
individual. This could be the type of sponsor, the 
audience segment, funders, etc. Anyone crucial to 
making your business model work.  

 — In box two, think through their goals. What might they 
be looking to do? For example, if you’re considering 
developing partnerships with a suite of local artists and 
makers, perhaps offering pop-up shop opportunities 
within your venue, what might be the main driver 
for them to get involved e.g. to make sales, to grow 
profile, etc. Think high level goals and core tasks that 
they need to get done in their lives and / or business. 
Remember not to focus on your idea or your work at 
this stage. What is the core thing they are seeking to 
achieve?  

 —What are they doing, seeing, hearing, and saying? 
Note down what you observe and what you believe 
to be true in each of these boxes. Are they even 
aware of your organisation? Where do they spend 
their time? How visible are you there? Who do they 
talk to or hear from? What messages are they seeing 
and observing from you and from others? What are 
they missing? Are there any misunderstandings?  

 — After thinking through boxes one to six and 
considering their context in some depth, move into 
the centre of the model and summarise what you 
believe they think and feel about getting involved 
with your organisation and / or your idea. What might 
they seek to gain from getting involved? What are 
their wants, needs, hopes and dreams in relation to 
your organisation and its work? Are you even on their 
radar? What else might they be interested in and why?  

 — In the ‘pains’ box note down what might put them off 
getting involved. What are their fears or frustrations? 
What might they need to enable them to engage 
with your work?

Note this in different colours to indicate
1. what you know / can evidence.
2. what you might need to find out.
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Exercise: empathy mapping
Empathy Map Canvas

Designed for: Designed by: Date: Version:

WHO are we empathizing with? What do they need to DO?
What do they need to do differently?
What job(s) do they want or need to get done?
What decision(s) do they need to make?
How will we know they were successful?

Who is the person we want to understand?
What is the situation they are in?
What is their role in the situation?

GOAL

What do they SEE?

What do they SAY?

What do they DO?

What do they HEAR?

What do they THINK and FEEL?

What do they see in the marketplace?
What do they see in their immediate environment?
What do they see others saying and doing?
What are they watching and reading?

What have we heard them say?
What can we imagine them saying?

What do they do today?
What behavior have we observed?
What can we imagine them doing?

What are they hearing others say?
What are they hearing from friends?
What are they hearing from colleagues?
What are they hearing second-hand?

© 2017 Dave Gray, xplane.com, @davegrayLast updated on 16 July 2017. Download a copy of this canvas at http://gamestorming.com/empathy-map/

1 2

3

4

5

6

7
PAINS GAINS
What are their fears, 
frustrations, and anxieties?

What are their wants, 
needs, hopes and dreams?

What other thoughts and feelings might motivate their behavior?

http://gamestorming.com/empathy-map/
http://www.xplane.com


Exercise: empathy mapping
Summarise for each empathy map / group that you 
explore:
1. What do they do, think and feel in relation to your 

organisation and / or your idea at the moment?
2. What would you like them to do, think and feel in the 

future? 
3. What do they want to gain and what might be their 

pains or things that are putting them off getting 
involved?

Where is the gap between what they are doing, 
thinking and feeling and what you hope they will do, 
think and feel? Does your new idea help address this 
gap? What might you need to change or introduce 
to make it a compelling offer to them? Think about 
physical things that they might gain, as well as ways of 
repositioning or communicating better about what you 
already offer to overcome their pains or concerns. 

List your assumptions. 
Do you know what they think, feel and do currently 
and what they might do in the future if they had the 
opportunity? What evidence do you have that this is 
the case? 

Define your burning questions i.e. the key thing/s you 
need to discover to know that the idea is desired by 
people (see page 25 for insight on how to review this).

Idea generation:
Take each of their gains and pains and consider:

 —To what extent does your existing business model 
provide something that they value?
 —Do your new idea/s for the future direction of your 
business model fulfil an opportunity that is valued by 
people?
 —Do you know if your idea addresses a real problem 
or barrier for people? 
 —Do people care about the idea? 
 —What else might you do that would be of value to 
this group? Does the empathy map highlight any 
new opportunities or ideas that you might introduce 
to deliver better value for them? 

Keep iterating between empathy and idea generation 
until you feel you have a good fit between what people 
value and what you might offer.

“The ‘desirability’ of your ideas (and indeed 
your organisation) is entirely dependent on 
the perceived value it is offering people. 
This can only be determined by exploring 
your value proposition (ideas) from their 
perspective. Detailed insight into what 
‘makes them tick’, through the creation of 
bespoke personas, affords you that valuable 
perspective, and may indeed open your eyes 
to new ways of creating more desirable 
value to support continued and growing 
success. Value, like beauty, is in the eye of 
the beholder, not the creator.”

Lisa Baxter

The Experience Business

and Future Proof Museums trainer
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Following a significant funding cut (£1.3m local 
authority funding in 2014 went down to £700,000 
in 2018), Derby Museums shifted from a subsidy-
led business model to a Trust, with earned income 
increasing from 4% to 27% of their turnover. The 
Museum had to go through a brutal restructure 
(including cutting six staff from the curatorial team) 
and a significant culture shift was required to challenge 
traditional views on what a museum should be, and 
reimagine it to develop a strong, relevant, inspiring 
future for the organisation.
 
Now staff are focused on the Museum’s role in society, 
on its civic purpose. Updating 19th / 20th Century 
designed museums for a 21st Century world. Becoming 
more networked and connected to the communities 
around them. It’s now everyone’s job to think about 
the relationship they have with the public and to think 
about income generation.
 
As part of this shift, the team at Derby Museums 
developed a co-production model which they’ve 
adopted throughout the organisation. Using Human-
Centred Design methodology they work together with 
stakeholders to listen, understand and respond to 
collective needs. It’s called ‘human-centred’ because it 
starts with people.
 

Case study: Derby Museums
To explore a new idea or a challenge with other people, 
they start by asking a ‘how might we...?’ question. This 
promotes a sense of positive collaboration and offers 
a more effective way of framing a topic compared to 
‘how can we do this?’ or ‘how should we do that?’ Both 
statements can result in the immediate response of ‘we 
can’t do this’ or ‘we shouldn’t do this’. Instead, ‘how 
might we’ encourages a sense of enquiry. They seek 
to find ways to generate as many views and ideas as 
possible. They have generously published their internal 
Human-Centred Design Handbook on their website: 
derbymuseums.org/wp-content/uploads/2016/01/

Derby-Museums-HCD-Handbook.pdf

 
Ideas for new projects, exhibitions, and income 
generation often start internally with ideation sessions 
with staff from across the museum. They use empathy 
mapping to consider how they might develop a new 
idea that is relevant to the needs of their target group 
(audiences, participants, sponsors, donors, etc.).
 
Initial ideas are explored with other people early 
on, evolving through project labs and prototyping 
workshops designed to shape the project with the 
people that it’s being created for. This iterative 
approach means that things never feel ‘finished’, 
many projects have an ongoing life, with new events, 
exhibitions, merchandise, etc. evolving from the initial 
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Case study: Derby Museums
idea. They suggest this approach puts the ‘us’ in 
Museums.
 
Top tips inspired by Derby Museums approach
 

 — Document the process of change that you go 
through and the impact that it’s having for people. At 
Derby, this has been done in several ways including 
appointing a ‘cartoonist-in-residence’. Having a visual 
documentation of the impact on the museum, on 
visitors, on artists, and on the wider community, 
helps unlock a lot of other potential interest, inspiring 
others to come on board from across the public, 
community groups, sponsors, funders, etc. 

 — Develop empathy and understanding about the 
people you’re seeking to engage, continuously 
learning more.  

 — Ask yourself ‘what do you want people to think, feel 
and do?’ Then explore the current reality. What do 
they think, feel and do now? What might be needed 
to bridge this gap? And how might you test this and 
develop deeper insight? (see page 25 for ideas on 
how to do this).
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Once you have developed an idea that you believe will 
be highly desirable based on your empathy mapping 
and understanding of how people are engaging with 
your organisation already, consider whether you have 
enough insight about whether people would value 
this idea to move forward? What is the make or break 
thing about the idea? How might you pilot or test that 
to give you confidence that your assumptions are 
correct?

When thinking about research to test whether 
they should progress with a new business model, 
entrepreneurial or strategic idea, people often start by 
putting together a detailed research brief. While this 
will provide a wealth of insight to inform your plans, 
it will obviously take time and cost money. If there is 
a make or break element to the plan are there one or 
two questions that you might informally ask people, 
or is there a small experiment or thing you might try 
(without developing the whole idea), to just assess that 
core assumption first? This might save you wasting 
time and money thoroughly researching something 
which doesn’t work.

Exercise: review your core assumption first
If your initial experiments or questions validate your 
idea (perhaps with some minor tweaks to make them 
even more desirable) then consider how risky the 
idea is and how much evidence you need to convince 
others to come on board. Move low risk, high potential 
ideas to the next stage of the business case (reviewing 
feasibility — see page 35). The following exercise will 
help you explore higher risk ideas or those where you 
still have lots of assumptions.
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The following matrix has been inspired by strategyzer.

com’s work on testing value propositions. It's designed 
to generate valuable insight to inform your burning 
questions and address your assumptions. 

In developing insight on how desirable your idea is 
you’re seeking to do one of the following:

 —Validate that the idea is desirable to the people you 
want to reach and engage. 

 — Invalidate ideas that people don’t value before you 
waste time and money developing them further 
— this is just as valuable an outcome as validating 
ideas if you want to develop a resilient and relevant 
organisation that is fit for purpose into the future. 

 — Add to your ideas / generate new ideas with the 
people you want to engage.

For each of the ideas that you’ve prioritised in step one 
(i.e. those that you’ve collectively agreed deliver well 
on your vision), consider what you might need to know 
or where you’re making key assumptions. Which of the 
following techniques might help address these?
 

Exercise: developing deeper 
insight, sparking new ideas

 — Focus groups
 — Interviews
 — Idea lounge
 — Storyboards
 — Buy a feature

 — Experiments
 — Trial activities
 — Pilot ideas

 — Exit surveys
 — Questionnaires
 — Comment cards
 — Industry reports
 — Benchmarks

 — Box office data
 — Observation
 — Magic Eye
 — Digital / social 
media analytics
 — A/B testing

Direct contact
learn why and  
how to improve

W
h

a
t 

p
e
o

p
le

 d
o

b
eh

av
io

ur
s

Indirect contact
learn how many  
and how much

W
h

a
t 

p
e
o

p
le

 s
ay

at
tit

ud
es

 /
 v

al
ue

s

Model inspired by strategyzer.com work on testing value propositions.
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What people say
What do people think, feel and value? This is about 
asking the right questions and listening carefully to 
people’s responses. If you only look at what people 
have done in the past you might miss out on some real 
opportunities about what they might do in the future, if 
only you asked. 

If your assumptions are based on why someone might 
want to get involved (or why they might not be doing 
so at the moment) you need to develop understanding 
about what they value. Be curious about them, their 
lifestyles, the things that are important to them. Just 
as you did in the empathy mapping exercise above, 
explore with them what’s important to them before 
you ask them about your organisation or idea. If 
you only ask about your own ideas, you might miss 
something truly significant to people. 

What people do 
Exploring what people do is important to consider 
alongside asking them about their values and feelings. 
People often tell you they will do one thing and then 
do something all together different. Perhaps because 
they want to present themselves in a good light to the 
researcher, perhaps because until faced with the reality 

Exercise: developing deeper 
insight, sparking new ideas

they simply don’t know. The top two boxes therefore 
share ways in which you might observe people’s 
behaviour or get people to try things out and explore 
new ideas with you.

Direct contact 
Asking questions yourself, or being directly involved in 
the process of testing and trying out an activity with 
people will enable you to ask follow-up questions or 
to probe about their answers and find out more about 
their motivations. Direct contact helps you understand 
why someone thinks, feels or does something and 
it enables you to explore how you might improve in 
line with this. This sort of insight can prove valuable in 
sparking new ideas about ways to improve that you 
hadn’t considered. However, it’s time consuming to talk 
directly to lots of different people and while the insight 
is rich, you can usually only get it from a small group of 
people. 
 
Indirect contact
The other option is to remove yourself from the 
process and ask them indirectly e.g. via a survey or by 
observing anonymously. This enables you to reach a 
lot more people, but doesn’t enable you to probe for 
further information. If the idea has a high degree of 

 —Focus groups
 —Interviews
 —Idea lounge
 —Storyboards
 —Buy a feature

 —Experiments
 —Trial activities
 —Pilot ideas

 —Exit surveys
 —Questionnaires
 —Comment cards
 —Industry reports
 —Benchmarks

 —Box office data
 —Observation
 —Magic Eye
 —Digital / social 
media analytics
 —A/B testing

Direct contact
learn why and  
how to improve

W
h

a
t 

p
e
o

p
le

 d
o

b
eh

av
io

ur
s

Indirect contact
learn how many  
and how much

W
h

a
t 

p
e
o

p
le

 s
a
y

at
tit

ud
es

 /
 v

al
ue

s

Model inspired by strategyzer.com work on testing value propositions.
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Exercise: developing deeper 
insight, sparking new ideas
risk involved, carrying out indirect research to find  
out how many people feel a certain way, and how 

much they feel it, could be vital information for your 
business case. Carrying out direct research before this 
will ensure that you’re asking the right questions i.e. 
you’ve already highlighted the benefits people value 
and why via direct contact, now you’re exploring how 
many people think that and to what degree.

There is no one correct way to explore the desirability 
of your new ideas. Think about:

 —The degree of risk and / or amount of change you’re 
considering.
 —Your starting point and current relationships with 
visitors, funders, etc.
 —Whether you want to know more about why people 
might engage or not engage. 
 —Whether you want to test how many people feel the 
same way and how much they feel it.

Consider which of the techniques or combination of 
techniques might be required to give you confidence 
that you have developed a future idea that is desirable 
to an appropriate number of people. The techniques in 
the matrix are just examples. There are many ways you 

might think of to find out more within each of the boxes. 

The case studies on the following pages share a range 
of different approaches that arts, museums and 
cultural organisations have adopted to review the 
desirability of new income generation and / or business 
model ideas. They are shared to inspire your thinking 
about which technique or techniques might be right for 
you (and in what in order). 

For advice on when to carry out research in-house 
and when (and how) to commission expert researchers, 
please see:

culturehive.co.uk/resources/ 

commissioning-market-research/

 —Focus groups
 —Interviews
 —Idea lounge
 —Storyboards
 —Buy a feature

 —Experiments
 —Trial activities
 —Pilot ideas

 —Exit surveys
 —Questionnaires
 —Comment cards
 —Industry reports
 —Benchmarks

 —Box office data
 —Observation
 —Magic Eye
 —Digital / social 
media analytics
 —A/B testing
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Contact seeks to be a “theatre of the future, where 
young people lead, and everyone is welcome”. The 
team at Contact has developed a range of innovative 
ways of generating earned income, for example:
 

 — Creative Experts is a group of young professional 
facilitators, performers and consultants from across 
Greater Manchester, trained at Contact. They 
provide training and consultancy for the corporate, 
public and not for profit sectors, by providing fresh, 
innovative solutions through training, workshops 
and away-day facilitation, mentoring, conference 
enhancement and role-play / dramatising. Creative 
Experts also work with local authorities and the 
education sector, using skills in live and digital 
art to create high quality, innovative workshops 
and participatory projects with local communities. 
They have worked with the likes of Siemens, 
Virgin Trains, the BBC, Cisco, Greater Manchester 
Police, Manchester City Council and University of 
Manchester. Contact acts as the ‘agency’ for this 
work, generating contacts and commissions, and 
training the facilitators. 

 — Future Fires is a six-month bespoke programme 
of training and mentoring for young artists seeking 
to develop socially-engaged projects in their own 
communities. The programme supports young 

Case study: Contact
people to develop their leadership and project 
management skills, and has launched the careers of 
many young arts professionals and supported the 
establishment of new charities and social enterprises 
including Reform Radio, EnJoy Arts and Tandem 
Theatre. The project is supported by funding 
from Esmée Fairbairn Foundation, Paul Hamlyn 
Foundation, UnLtd and The Peter Kershaw Trust. 
Contact is now developing and testing a franchise 
model whereby they will licence other organisations 
to run Future Fires, returning an income to support 
new cohorts.

 
Over the next couple of years, Contact will undertake 
a major expansion and refurbishment, transforming the 
building for the next generation of audiences, artists 
and young people.
 
In 2019, Contact will reopen with new performance 
spaces, a new recording studio for their young people’s 
music projects, an arts and health development space, 
new offices for artists and cultural organisations to hire 
and work alongside them, a new café / bar, and many 
other exciting new features. These plans enable a mix 
of artistic, social and financial impacts to ensure both a 
relevant and resilient future for the theatre.
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Case study: Contact
Core to their ethos is involving young people in 
decision-making, so any new projects like this always 
involve consultation with young people, as well as 
consultation with staff and board members. 
 

“We find this always generates ideas in ways 
we would never have thought of. We tend 
to find that if the ideas have come from 
within Contact (i.e. from young people we 
work with) they will enhance the vision and 
purpose of Contact, but we always review 
the ideas against our mission statement 
and goals to ensure that they are aligned.”

Victoria Yates

Head of Finance and Operations
Contact

 
Contact’s culture and way of working collaboratively 
allows everyone in the organisation and their wider 
network of young people to feel that they have a voice 
and that every voice is equal. They encourage young 
people to regularly suggest new ways of thinking 
or doing things to better meet their vision and / or 
provide a more sustainable future. 
 
Contact builds strong relationships with the young 
people they work with, remains curious and interested 

in them, and is continuously exploring how Contact 
plays (or might play) a role in their lives through 
discussion and consultation (direct contact to explore 

what people think / say / feel / value). This includes:
 

 — A group of young people, Con:Struct, who meet 
regularly and are feeding into the Capital project. 
They look at every aspect of the project, what the 
building will look like, who the architect will be, how 
they will fundraise for it, ethical fundraising and so 
much more. 

 —They have launched several young people’s 
leadership programmes including The Agency, a 
project for young people enabling them to develop 
entrepreneurial thinking to create projects, social 
enterprises and start-ups in Manchester and London 
(with partners Battersea Arts Centre and People's 
Palace Projects). The participants and alumni form 
part of their ongoing network for consultation. 

One of the core ideas within their future plans is to hire 
office space to artists and cultural organisations to 
work alongside the team at Contact. To test desirability 
of the idea beyond their existing visitors and young 
people, they:
 

 — Commissioned a study on commercial hires and the 
market in Manchester (indirect research). 

 —  Talked to lots of artists / small artistic companies to 
understand how their businesses work, to explore 
what value they might be able to offer them, and to 
consider things such as what companies might be 
prepared to pay. 

They are continuing to consider the benefits of working 
together with a mix of other artists and small artistic 
companies both in terms of the impact this could 
have on the vision and purpose of each of these 
organisations, but also in terms of entrepreneurial ideas 
to support one another. For example, Contact already 
have success at generating income by supplying 
accounting, HR and other back office services to small 
arts organisations, what if they could expand this 
idea of shared services to come together to bulk buy 
services such as stationery, photocopying, energy, etc. 
making savings across the board? 
 
They believe that you should consult as widely as 
possible and find that ideas often come from the most 
unlikely sources.
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In 2015, the two Councils involved in the Harris, Preston 
City Council and Lancashire County Council, formed 
a partnership with the ambition of Re-Imagining 
the Harris. Fundamental to this project was creating 
a cohesive and sustainable public offer across the 
building. A key aspect of this involved developing a 
jointly managed service which brings together Preston 
City Council’s Harris Museum and Art Gallery with 
Lancashire County Council’s Harris Library.

This process of reviewing and adapting the business 
model and vision recognised the advance of change, 
the future growth of Preston as a city, and the moving 
landscape of public funding. It was designed to ensure 
the Harris is equally relevant now as it was in its 
Victorian heyday.
 
To ensure the business model delivers value for the 
people of Preston and beyond, the Director, Jon 
Finch, led a programme of public engagement and 
consultation to enable local people to help create this 
cultural offer and ensure that the Harris becomes a 
reflection of the diversity of Preston’s identity. This 
included:

 — Sharing a new draft vision document online and 

inviting people to contribute their views about it 
(indirect contact, exploring what visitors say). 

 — Appointing Ipsos Mori to undertake focus groups 
and street interviews (direct contact, exploring what 

visitors say). 

 — Securing Heritage Lottery Fund (HLF) money to 
appoint Blaze, a local, youth led, art organisation 
to develop and lead the Harris Transformers. The 
Transformers were a group of twenty 14-25 year olds 
who inputted significantly to the consultation and 
development of the HLF project (direct contact, 

exploring what visitors say). 

 — Undertaking a range of focus groups (volunteers, 
local university staff, young people, Friends group) 
(direct contact, exploring what visitors say). 

 — Producing a paper questionnaire distributed via the 
Harris Museum and the Preston Library (indirect 

contact, exploring what visitors say). 

 — Appointing volunteers to carry out surveys to help 
them understand visitors needs and expectations 
(direct contact, exploring what visitors say). 

Case study: The Harris Library, 
Museum and Art Gallery
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Case study: The Harris Library, 
Museum and Art Gallery.

 — Producing a Talk to Me booth in the Harris foyer. An 
installation aiming to provoke public conversation 
and encouraging people to air their views on local 
matters and articulate their own personal stories 
(direct contact, exploring what visitors say).

The new vision for the Harris that was developed as 
part of the Re-Imagining seeks to provide a fantastic 
and innovative visitor experience that will animate the 
city centre, drawing people in during the day and into 
the evening:
 

“Lancashire is, and has been, a centre 
of innovation, and a place of making. 
Joyful Making is our vision. It exemplifies 
the spirit with which we intend to 
infuse a reimagined Harris. We will 
invite everyone to celebrate our creative 
and cultural past, present and future.”

Jon Finch

Project Leader
Re-Imagining The Harris

It builds on the following key principles, consistently 
reinforced during the public engagement:
 

 — Creative: Providing the opportunity for all to create 
and make using the wonderful heritage of the Harris, 
and acting as a catalyst to support the wider creative 
ecology in the city and county. 

 — Democratic: The Harris has long been seen as a civic 
space; communities want their voice to be heard, 
and to have a safe and welcoming space in which to 
gather, discuss and participate. 

 — Animated: Local people want a vibrant and exciting 
Harris, with spaces, displays and programmes that 
are constantly changing and improving. 

 — Permeable: Those using the Harris want a seamless 
set of services and spaces based on their needs and 
expectations, utilising the heritage and other assets 
of the Harris innovatively. This permeability needs to 
be reflected by more open links to the Flag Market 
and the rest of the city.

 

Im
ag

e 
co

ur
te

sy
 o

f 
T

he
 H

ar
ri

s 
Li

b
ra

ry
, M

us
eu

m
 a

nd
 A

rt
 G

al
le

ry
 ©

 Y
o

u
n

g
D

e
s

ig
n
.s

t
u

D
io

A Future Proof Guide 31



Case study: The Harris Library, 
Museum and Art Gallery.

“Joyful Making will inspire and permeate 
everything that we do and provide, and 
it will give coherence, as well as spirit, to 
diverse and positive experiences. The unique 
heritage of the Harris will allow us to deliver 
this ambition.”

The building and collections will become central to 
unlocking the creative and cultural capital of the area, 
as a place to:
 

 — Experiment and try new experiences. 

 —Trigger new interests and act as a springboard to 
innovation. 

 — Enjoy spontaneous encounters / connections with 
the Harris collection of art, objects and literature. 

 — Meet and develop a sense of confidence and 
direction for future generations. 

 — Inspire confidence to develop new skills.
 

Aiming to support the widest ecology of making:
 

 — Entrepreneurialism linked to both heritage and 
technology. 

 —Training and educational opportunities for young 
people. 

 — Self-expression through artistic experimentation. 

 — Spaces for potentially disenfranchised communities 
and groups to make themselves heard and 
participate in Preston’s continued development.  

“The Harris will be a democratic place, 
where everyone can use the building and the 
collections to engage, create and have their 
voice heard.”
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Manchester Jewish Museum (MJM) brings people of 
all faiths and backgrounds together to explore Jewish 
faith, culture and heritage using their collections, 
volunteer-led tours, a learning programme and regular 
events including talks, comedy nights, concerts and 
plays. MJM is the only Jewish Museum in the UK 
outside London and is home to the oldest surviving 
synagogue building in Manchester.

In 2016, the museum took part in Creative Museums, 
a programme run by Battersea Arts Centre (BAC) 
inspired by their Scratch approach (see case study on 
page 10), with input from consultant Gaby Porter and 
Michael Day, Chief Executive, Historic Royal Palaces, 
and with funding from Arts Council England. Creative 
Museums was designed to apply the Scratch process 
beyond BAC and help other museums enrich the 
experience for visitors. It sought to enable museums 
to think about how they might directly and creatively 
involve their audiences, tackle challenges and generate 
new business opportunities. It was a research and 
development programme exploring the impact of 
this sort of approach (direct contact, exploring what 

people do) on museums day-to-day creativity; their 
programmes; and their organisational resilience. 

Case study: Manchester Jewish Museum
As a result of taking part, MJM launched a project 
called Scratching Stories to test and explore three 
different ideas they had about how they might bring 
people together within the museum and create an 
environment in which a diverse mix of people felt 
comfortable to share stories. The three ideas, or 
different methods, were: 

1. Food 
focusing on the theme of community. 

2. Storytelling 
focusing on stories related to the theme of journeys. 

3. Music 
exploring the theme of identity.

Over a number of weeks, the museum ran pilots to test 
each theme and idea (direct contact to explore what 

people do in response to the different ideas). They 
produced baking workshops, established a museum 
community choir, and welcomed people of all cultures 
and backgrounds to share their stories of journeys 
during storytelling workshops. Find out more about the 
Creative Museums programme: 
creativemuseums.bac.org.uk

 

Im
ag

e 
co

ur
te

sy
 o

f 
M

an
ch

es
te

r 
Je

w
is

h 
M

us
eu

m

A Future Proof Guide 33

https://creativemuseums.bac.org.uk/


Max Dunbar, CEO at MJM, also attended the Future 
Proof Museums programme and used insight 
generated from these initial pilots to inspire a new, bold 
manifesto and vision for the future of the museum. 

“The historic stories of Manchester’s Jewish 
community are also the stories of today. They 
tell of people forced to flee their homes, who 
settled in a new country to rebuild their lives. 
These stories remind us what happens when 
people, politics and religion drive us apart — 
and how a city like Manchester can bring 
people together.”

Following Future Proof, MJM has secured significant 
funding for an ambitious £5m development project, 
including a £2.9m HLF grant, to share these stories 
with more people than ever before. The development 
enables their vision to become feasible and sees the 
museum doubling in size, with new galleries, learning 
spaces, shop and café built in an extension alongside 
their existing historic building. 

Case study: Manchester Jewish Museum
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BUSINESS CASE, STEP THREE
What evidence is there that your 
business model or new idea is feasible?
Once you’ve worked out what you should do (what’s 
desirable to people and a great fit with your vision 
/ purpose) you should then consider whether you 
can do it. Rather than starting the other way around 
and trying to ‘sell’ something that is easy for you to 
produce, but isn’t necessarily of great value to the 
people you want to engage with it.

The research and testing carried out throughout the 
desirability phase should inform a lot of this. For 
example, Contact (see the case study on page 28) 
used the consultation, benchmarking, market reviews 
and audience research to feed into the architect’s plans 
for their building e.g. informing the capacity of the café 
required, the capacity of their new spaces, the size of 
the kitchen when considering hires such as weddings 
and so on.
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The following questions are shared as a starting point for discussion within your team to help you to collectively 
review the feasibility of your idea/s:

Exercise: review the feasibility of your idea/s

Not at all

Not at all

Not at all

Not at all

Not at all

Does your organisation or team excel at the key 
activities required to deliver on the new idea?

Does the organisation or team have the resources 
it needs to make the idea work well? 

Are you the best organisation or team to lead this work? 

Does the organisation or team have the appropriate 
structure and governance to make the idea work?

Does the organisation or team enjoy good working relationships 
with the partners and suppliers required to deliver the idea?

Excellent

Excellent

Excellent

Excellent

Excellent
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Don’t treat feasibility as a known — what might need to 
change to enable the idea to become feasible?

For those areas where you’re not scoring the idea 
as ‘excellent’ in the above exercise, try reframing the 
challenge, for example: 

 —Who might you partner with (internally or externally) 
to ensure relevant skills and resources are on board? 

 —Who might support you in making it a reality?  

 —What might you stop doing to enable you to have the 
time to take this idea forward? 

 — How might you free up or find resources to invest in 
the idea? 

 — How might you test any assumptions you’ve made 
about blocks to implementation?  

 —What training or external support might you access 
to develop appropriate new skills and ways of 
working? 

 —What experiments could you try to help you decide 
what might need to change or be developed?  

Exercise: what might need to change?
 —Who else has done something similar in the past that 
you might learn from? 

Remember that adding new income streams adds 
additional leadership and management skills. For 
example, adding a new trading arm or catering 
facility, introduces a new type of business model and 
it can end up feeling like you are managing multiple 
organisations in one. Just because we are skilled at 
running a theatre, for example, doesn’t necessarily 
mean we have the skill and experience to run a café or 
a restaurant. Consider the leadership skills required as 
well as the skills required to deliver those activities. 

For further advice and insight on exploring governance 
and business form, please see the Business Survival 
Toolkit produced by Creative & Cultural Skills, the 
Sector Skills Council for the creative industries, in 
partnership with the Crafts Council, the Cultural 
Leadership Programme, the Design Council and the 
Heritage Lottery Fund: business-survival-toolkit.co.uk
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Understanding whether a new business model can 
feasibly and effectively be implemented not only 
includes thinking about whether it is manageable 
within your time and with your current resources, it also 
involves understanding the culture of your organisation 
and how people are likely to respond to that change. 
One of the most frequent challenges to implementing 
new income generation or new business model 
ideas is resistance to change from others within the 
organisation. 

Exercise: engaging others and 
overcoming resistance

“It is worth bearing in mind that people 
often experience change as loss: a fear of 
diminishing significance, reduced credibility 
(or competency) or the removal of comforting 
routines and rituals. Resistance to change, 
particularly when it is imposed, is an 
entirely understandable form of psychological 
protection. 

The role of leaders in change is to 
acknowledge deep-rooted concerns, offer a 
bold and compelling vision of the future 
and devote time to co-creating solutions. 
Individuals and teams don’t really need 
their leaders to possess all the answers. 
Instead they need the opportunity to solve 
the puzzle themselves, and in so doing, 
imagine themselves in the new future.”

Mark Wright

Director
People Create Ltd.  
and a Future Proof Museums trainer

Revisit the empathy map on page 20. This time use it 
to think about the perspective of someone internal to 
the organisation:

 —What do they hear, see, talk about and do now in 
relation to the idea / area of change? 

 —What are they seeking to achieve? 

 —What are their ambitions / goals / tasks? 

 —What might they seek to gain from getting involved? 
And what might put them off? 

 —What might be their pains (real and perceived)? 

 —Think about how you might solve or overcome 
people’s concerns about change. Can you address 
any relevant business problems for them as part of 
this process? 

 —What might you need to provide or discuss to enable 
them to get involved?
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Exercise: engaging others and 
overcoming resistance
This diagram is used regularly by organisational change 
experts working in the cultural sector. It helps you think 
through what people might need from you (regardless 
of what level of authority you have in the organisation) 
to effectively engage them with the process of 
generating and implementing new ideas. 

Think about the different people that you might need 
to involve in the process. Which of the following four 
styles (and in which order) might you adopt?
 
Every context will be different, so the following should 
be taken as a starting point to spark your thinking:

Attracting
How might you inspire people about the potential 
outcome (before you even think about what ideas will 
help you get there)? 

Revisit the vision section of this guide (see page 12). 
Have you developed a compelling and shared future 
ambition which outlines why things might need to 
change?

Asserting
Stating expectations
Telling
Using incentive and pressure

Persuading
Proposing
Reasoning
Logical build
Dismantling other ideas

Attracting
Finding common ground
Sharing vision
Telling stories
Emotional bonds

Bridging
Involving
Asking
Listening
Disclosing

Situational influence
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Exercise: engaging others and 
overcoming resistance
Ensuring that there is clarity internally about where you 
want to get to and what success might look like is key 
before you start developing ideas and testing them 
externally. Having a clear sense of purpose around the 
need for change and a shared ambition for your work 
in the future will enable you to identify the right people 
(both internally and externally) to help you realise your 
ambitions. It will enable people across the organisation 
to generate ideas about how they might best adapt 
and deliver on that vision. 

Bridging
Develop a cross-functional team (cross-department in 
a large organisation, or involving board members and 
/ or volunteers in a small company) to prevent one 
individual or one department getting carried away 
with a passion project and to ensure that multiple 
perspectives are thinking through the different 
implications of an idea. 

How will you work with people internally to generate 
ideas? How might you best enable people to 
contribute? Who might need to be involved in testing 
the ideas with the public or with customers (such as 
commercial partners or funders)? How might you 
share learning widely within the team and use this to 

spark new ideas about how to improve in line with 
your findings? The tools, exercises and discussions 
throughout this guide should help you to find ways to 
involve people throughout the process.

It’s important not to just vote or move forward on the 
things the team like without reviewing whether the 
plan has real value for audiences, visitors, funders, 
etc. Bridging internally may be a great place to start 
the idea generation process, then consider how you 
might involve people externally to ensure the idea is 
relevant and desirable (see the Battersea Arts Centre 
case study on page 10 and the Derby Museums case 
study on page 22). Is this idea relevant now? Will it be 
relevant in a years’ time? Will it be relevant in five years’ 
time?

Persuading
When influencing those short on time (such as board 
members), or those who need facts and figures to be 
confident about the future direction (such as funders), 
the business case framework should help you to think 
through the key things to review and present. 

For those who are tasked with implementing the 
change/s, the business case is often more useful as a 

Asserting
Stating expectations
Telling
Using incentive and pressure

Persuading
Proposing
Reasoning
Logical build
Dismantling other ideas

Attracting
Finding common ground
Sharing vision
Telling stories
Emotional bonds

Bridging
Involving
Asking
Listening
Disclosing

Situational influence
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Exercise: engaging others and 
overcoming resistance
summary of what you’ve agreed. Don’t start here if 
you want to get commitment and excitement about 
new ideas from those who will need to adapt and 
change the way they work. A business case should 
help clarify gaps in your knowledge following a more 
collaborative process of:

 — Agreeing a shared ambition (attracting). 

 — Carrying out some empathy mapping and idea 
generation internally to consider potential options 
(bridging). 

 — Discussing, testing and further developing ideas with 
the public / commercial customers (bridging).

Asserting
Once a new direction and strategy has been agreed, 
how might you ensure that everyone is clear on next 
steps? What incentives can you introduce to encourage 
people to continue to build on this? What pressure and 
consequences will there be if people don’t get on board?

Some top tips for discussion within your team / 
organisation

 —Think about how you might encourage new 

actions or behaviours within the team i.e. celebrate 
entrepreneurial ideas, reward with things people 
value, talk about ideas regularly, allow time at team 
meetings to discuss new ideas and insights about 
what people might value from your organisation, 
review responses to experiments and discuss 
collectively the ways in which you might make 
them better, etc. The more you discuss and make 
entrepreneurial thinking ‘the way we do things 
around here’, the more likely it is that this will become 
a habit and a way of working. 

 —  Focus on quick wins early on. What can you achieve 
together in the short-term that can be celebrated 
internally and reinforce the ambition and future 
direction for the organisation?  

 — Ensure that you celebrate learning just as much, if not 
more than, celebrating success. If you focus internal 
discussion on end results such as income figures 
and participant numbers, this encourages people to 
be risk averse to avoid being seen to ‘fail’ in internal 
discussions around numbers. You will likely find 
that people focus on making incremental changes, 
building on what they did before to get similar or 
slightly better results. Instead focus more of your 

discussions on what people are learning i.e. ask what 
people learnt from an experiment they did to test the 
core assumption in one of their new ideas. Discuss 
how that might inform what you’ll do differently in 
the future.  

 — Use ‘how might we’ questions, not ‘how should we’ or 
‘how could we’ (see Derby Museums case study on 
page 22). 

 — Can you create a quick win in an area you know a 
board member or key person you need to influence 
has always wanted to change? 

 — Provide internal support. For example, Battersea Arts 
Centre has introduced an organisational coach who 
works within the Arts Centre two days a week. The 
coach provides confidential support to staff on areas 
tailored to each team member’s desires and needs. 

For further support and advice on effectively 
managing culture change within your organisation, 
please see:

 — People Create Ltd. people-create.co.uk

 — People Make It Work peoplemakeitwork.com

41A Future Proof Guide

http://people-create.co.uk
http://www.peoplemakeitwork.com


BUSINESS CASE, STEP FOUR
What evidence is there that your business 
model or new idea is financially viable?
This guide advocates for an iterative approach to 
developing and testing new business model and 
income generation ideas. As you progress through the 
exercises included in each step use the following to 
understand how changes to your ideas will impact on 
your financial strategy, budget and projections.
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Exercise: create a budget and explore 
different financial scenarios
Map out the budget for your idea in a spreadsheet.
Your budget should include both the potential revenue 
and the predicted costs for your idea.

Potential revenue
 — List the fixed income (income that will remain the 
same regardless of the amount of activity you carry 
out) e.g. grant income, and note whether this is 
guaranteed, anticipated, or not yet identified. 

 — List the variable income (income that will vary with 
the amount of output or number of people engaging 
with it) e.g. ticket income, catering income, retail, etc.  

Predicted costs
 — List all the fixed costs (the things that will remain the 
same regardless of the number of people or volume 
of activity involved) e.g. buildings, salaries, insurance, 
equipment, etc. 

 — List all your variable costs (the things that will vary in 
line with the number of people or volume of activity 
involved) e.g. catering costs, education and learning, 
programming costs, etc. 

To identify realistic figures to include use a combination 
of the following:

 — Contact key suppliers and partners to check likely costs. 

 — Review your past experience on similar projects 
and initiatives. What costs were involved? What 
income was generated? Remember that just because 
something achieved one set of results in the past, a 
similar project won’t necessarily achieve the same 
in the future as the context in which we operate 
changes. Historical data is a useful starting point for 
forecasts, but consider the context of that previous 
event/s to help you identify how strong an indicator 
this is for future predictions. What might have 
changed or be different in this instance? 
 
 — Research what people might be willing to pay — 
don’t ask people directly how much, they usually 
won’t have a reference point for this. Instead, revisit 
their motivation for getting involved (see pages 19-20 
and 25-27). For example, if their core goal is to find 
a great way of entertaining the children and keeping 
them occupied for the afternoon, ask them about 
how much they would usually spend doing that on 
other things. Try to look for facts, not opinions e.g. 
how much money / time do they typically spend on 

this? To what degree does this vary? 
 
For more information on testing appropriate price 
points, forecasting and predicting earned income, 
please see baker-richards.com 

 —Talk to others carrying out similar activities. What 
have their experiences been? How much income 
did they generate? What expenditure was required? 
Remember that their context will be different from 
yours, but again this helps to build up a more realistic 
picture. 

 — Consider what experiments you might run to test 
your core assumptions.

Make sure you’re projecting beyond any initial funded 
period, capital project, or refurbishment to show 
that the idea is sustainable in the longer term. Add 
additional worksheets to your budget for each year to 
show predicted future income and expenditure.

Calculate the impact of different scenarios
Create different columns to represent different 
scenarios e.g. demand for tickets at the level you 
expect in one column, higher than you expect in 
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Exercise: create a budget and explore 
different financial scenarios
another, and lower in another. This will help you to see 
at a glance the level of financial risk involved with your 
idea. What will happen if you are 10% overoptimistic? 
What would happen if your prediction proves to be 
pessimistic and you are 10% under?, etc.

Consider also representing the information in a visual 
format to highlight to decision makers the degree of 
financial risk involved with your idea.
This model, created by Dawn Langley, Alchemy 

Research and Consultancy, illustrates a business that 
enjoys a degree of certainty around its annual income 
(this may be regular grants, membership subscriptions, 
etc.). It then earns additional more speculative income, 
which could cover a wide portfolio from ticket income 
to donations and sponsorship, etc. 

All of this carries different levels of risk and uncertainty. 
The total income exceeds the total business costs 
resulting in a small surplus. 

However, in this example we also see a substantial 
level of fixed costs not all of which are covered by the 
secure income. The business therefore has to earn a 
level of speculative income. This is the contribution gap, 
just to open its doors and pay its people. 

At a glance, you can see where the financial risk lies 
and that the model is designed to create a surplus. 
Calculate the percentage of your income that is certain 
or guaranteed, and the percentage which is speculative 
and show this alongside the percentage of fixed 
expenditure and the percentage which is variable to 
demonstrate the size of the contribution gap. Do you 
have reserves or alternative income sources that could 
cover this gap if the speculative, predicted income is 
not achieved? 

Map out a cash flow forecast for the idea.
In a spreadsheet outline the time frame along the top 
and list the income and expenditure items in each row. 
Track in the spreadsheet when you expect to receive 
each core piece of income and when you would be 
due to pay each core item of expenditure. Along 
the bottom of the spreadsheet note the difference 
between the two — the surplus or deficit at the end 
of that month (or other appropriate time frame for 
your idea). Does the idea need additional investment 
at certain points to avoid a cash flow problem? How 
quickly after the initial launch of the idea do you expect 
it to break-even or generate a surplus?

Contribution gap

Surplus / Profit

Speculative income

Certain income

Fixed costs

Variable costs
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To analyse the financial viability of the idea further, 
consider the following questions: 

Exercise: reviewing financial viability

Not at all

Not at all

Not at all

Not at all

Does the business model / new idea have recurring, 
predictable revenue streams?

Are the revenue streams sustainable?

Does the business model / new idea benefit from 
strong margins?

Are any revenue streams likely to reduce or disappear 
in the future?

Excellent

Excellent

Excellent

Excellent

Not at all

Not at all

Is the business model / idea charging what customers (audiences, 
funders, sponsors, donors, members, etc.) are willing to pay?

Are operations cost efficient?

Excellent

Excellent

Not at all

Not at all

Is the predicted revenue adequate to cover the costs?

Is the idea likely to have a strong return for your 
investment?

Excellent

Excellent
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Exercise: reviewing financial viability
As with the other areas of the business case, don’t take 
your initial projections as a given:

 —What might you do to address the risk levels of your 
current model? 

 —What contingency plans might you have ready to 
implement if your projections are overly optimistic? 
Or if the worst-case scenario projections are realised? 

 —What will you need to have in place if your 
projections are too low e.g. how might you quickly 
access additional resources if demand is much higher 
than you anticipate? 

 —When do you need to review or monitor the income 
to know whether to introduce your contingency 
plan/s?

Present your conclusions in a risk assessment table i.e.

Risks you’ve 

identified

Impact of risk?

Provide a score e.g.
low, medium, high 
and provide notes 
about that impact

Likelihood of risk 

happening? 

Low, medium, high

When you will 

monitor this to 

know whether to 

take action

Contingency plan 

/ how you would 

address this

Risk 1 Low High Date Action X would be 
implemented

Risk 2 High Low Date Action X would be 
implemented

Risk 3 Medium Low Date Action X would be 
implemented
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Live Theatre is a new writing theatre based in the 
North East of England. They have an international 
reputation, working with many leading playwrights, 
and taking plays to audiences in non-theatrical settings. 
Live Theatre nurtures new creative talent, working with 
actors, writers, and theatre companies and hosting 
youth and education programmes.

In 2017, the Live Theatre production, Our Ladies 
of Perpetual Succour, written by Lee Hall and co-
produced with National Theatre of Scotland, won an 
Olivier Award for Best New Comedy and completed a 
West End run. The Red Lion by Patrick Marber, starring 
Stephen Tompkinson, had successful runs at Live 
Theatre and on a West End transfer. 

Within a climate of public sector funding declining, Jim 
Beirne, CEO, at Live Theatre, together with the trustees 
and the staff team, wanted to future proof the charity’s 
financial viability by adapting its business model and 
diversifying its income streams. The theatre is relatively 
small, just 280 seats, so they are limited in the amount 
of income that they can raise from ticket sales even if 
they sell out every show. They also know that being a 
small theatre in the North East, they would be unlikely 
to generate enough income from sponsorship or 
endowments. 

Case study: Live Theatre
To sustain the charity into the long-term, they have 
been developing a range of social enterprises designed 
to generate a social, cultural and commercial return, 
ensuring ongoing earned income in line with their 
vision, and building resilience for the theatre. This 
includes:

1. The Broad Chare 
A gastro pub run by a former Michelin star 
restauranteur, owned by Live Theatre. A ‘proper pub’, 
it serves great beer and fantastic food and provides 
a great social space for artists and visitors to the 
theatre to connect with one another. Awarded a 
Michelin Bib Gourmand for seven years running, The 
Broad Chare is the only pub in the city to feature 
in the Great Britain and Ireland Michelin Guide 2017. 
A unique partnership between Live Theatre and 21 
Hospitality Group sees a proportion of the pub’s 
revenue invested back into the work of the theatre, 
so every visit to The Broad Chare helps Live Theatre 
keep making work and supporting artists. This is now 
generating around £100,000 per year as income for 
the Theatre. 

2. The Schoolhouse 
A small business incubator and workspace, a 
hub for creative and digital businesses, located 
in a converted 19th century building behind the 
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Case study: Live Theatre
theatre. The Schoolhouse offers newly refurbished 
office space in a prime quayside location close to 
Law Courts, cafes and restaurants, and with good 
local transport links including bus, rail and Metro. 
Developed and managed by Live Theatre, The 
Schoolhouse was completed in 2013 and its rental 
income is channeled back into supporting the 
Theatre’s artistic and education work.  

3. Live Works 
In 2014, Live Theatre began building work on Live 
Works, a £10m capital development to purchase 
and develop quayside-fronted land and buildings 
adjacent to the Theatre. This work was completed 
in 2016 and now generates commercial revenue 
streams supporting their award-winning charitable 
work and bolstering their financial resilience. The 
scheme created a landmark building on Newcastle’s 
quayside, with approximately 1,500sqm of highly 
desirable office space. In addition to the commercial 
part of the Works, Live Theatre built Live Garden, a 
new public park and performance space managed 
and programmed by Live Theatre, and Live Tales, 
a children and young people’s writing centre in a 
refurbished Grade II listed almshouse as two further 
elements of the scheme.

To make these projects happen Live Theatre clearly 
needed investment. They started with public sector 
income from Arts Council England, secured funding 
from trusts and foundations, European money and 
lottery funding, and also took out a small amount of 
social investment funding (loan finance) that they 
will need to pay back, and pay interest on, but which 
comes from an investor that understands the social 
impacts of the work that they do and is looking for 
both financial and social return on their investment.  

The aim is that by 2018 the social enterprises will create 
£500,000 per annum of unrestricted funds to invest 
back into Live Theatre’s mission. To read more about 
the innovative approach they’ve taken to developing 
a resilient business model please see a case study 
written by Mark Robinson, Thinking Practice, and 
available via CultureHive: 
culturehive.co.uk/wp-content/uploads/2016/02/Live-

Theatre-Business-Model-Case-Study.pdf  

To find out more about business support and 
investment readiness, contact Creative United: 
creativeunited.org.uk 
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BUSINESS CASE, STEP FIVE
Reviewing the opportunity cost
What percentage of your income is coming from 
just one source? If your core funding grant was cut 
for example, are you able to move quickly on scaling 
up another area of your income? Don’t wait until a 
crisis hits before you start exploring what might work 
and what might not. Test new ideas early and often 
to diversify income streams and future proof your 
organisation.

A Future Proof Guide 49



Selecting from your ideas
Arts organisations considering introducing new 
potential income streams or thinking about how 
they might adapt, extend or transform their existing 
business model are often not short of ideas. 

Sadly, we can’t usually implement all of the ideas we 
come up with. The challenge is to work out which have 
most potential and which to take forward first. What 
might you be doing with that time or budget if you 
didn’t adopt this idea? Working through the exercises 
in this guide should help you to prioritise which ideas 
you might explore next. 

Consider what you should do
 —Which of your ideas best delivers on your vision?
 —Which of your ideas might be most desirable to 
visitors / audiences / funders, etc.?

And then what you can do
 — Is the idea feasible for us to deliver?
 — Is the idea financially viable? 
 —Which idea might generate the best return on 
investment?

What else could you do that might generate a better 
return? Or that might be easier to deliver with similar 
outcomes? Or that might deliver more on your vision? 
Or be more desirable to visitors?
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Remember the golden rule: don’t fall in love with your 
first idea.

We are often quick to jump to a new project designed 
to generate income because there is a sudden 
need for it. A sponsor pulls out at the last minute for 
example, so someone in the team comes up with an 
idea to run a crowdfunding campaign, and because 
we need income quickly we jump on that opportunity 
regardless of whether it is the best use of our limited 
time available to generate that income. The tools 
included in this guide can be used as a framework to 
work through ideas and select the most appropriate 
for your organisation, your vision, and your audiences. 
This doesn’t need to mean a detailed strategy and 
research plan in every case. As highlighted in the Five 
principles to adopt (see page 9), an iterative, playful, 
experimental approach is recommended to test and 
explore the potential of new ideas quickly and to 
respond to your findings, adapting and improving as 
you learn more. 

Developing new income streams and exploring new 
business model ideas should be seen as a creative 
process — embrace the uncertainty early on, explore 
lots of ideas and possibilities with people, and develop 
clarity as you progress through this guide.

Adopt a creative process

The Process of Design Squiggle by Damien Newman, Central Office of Design is licensed under a Creative Commons Attribution-No Derivative Works 3.0 United States License.

Clarity / FocusUncertainty / patterns / insights

DesignConceptResearch
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CONCLUSION

 — Start now, don't wait for the crisis. 

 — Adopt a process of continuous 
exploration. 

 — Use empathy, stay curious about the 
people you want to engage, what 
might be compelling to them? 

 — Consider what you want people 
(audiences, visitors, commercial 
customers, funders, partners, etc.) to 
do, think and feel. What do you know 
about what they do, think and feel 
now? Where is the gap? What might 
you try to address this and become 
more relevant to them? 

 —Try stuff out. Talk to people. Listen. 
Adapt plans as you learn more. 

Top tips for developing, testing 
and prioritising your ideas

 — Prioritise what you should do — ideas 
that are desirable to people and further 
your vision.  

 —Then consider what you can do — how 
might you make the idea feasible? Is 
it financially viable? What might you 
change to enable you to put the idea 
into place? 

 — Consider the opportunity cost. 

 — Consider how best to involve people 
throughout the process.
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