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1 About  
What is PIAP?
The Prospective Impact Assessment Process (PIAP) is a 
forward-looking, design-based method for anticipating and 
shaping the potential systemic impacts of projects. PIAP 
encourages teams to envision possible futures at the 
planning stage and to adjust their actions iteratively as 
projects evolve. 

Grounded with design‑driven practices and the Frame 
Innovation framework (Dorst, 2015). PIAP combines 
participatory tools such as framestorming, futures 
exploration, and impact scenario building. These methods 
enable project teams and stakeholders to co-create 
alternative pathways, identify eco-societal implications, 
and align actions with long-term transformative goals. 

PIAP is both flexible and life-centred: it acknowledges the 
interconnectedness of ecological and social dimensions 
and can be applied across diverse contexts. As an 
iterative process, it not only supports meaningful change 
but also strengthens a project’s capacity to remain 
adaptive, reflective, and oriented toward sustainable 
futures. 

In the core of PIAP, there is an underlying logic of 
knowledge and value creation: reflection-in-action process 
building eco-social capacity and change-making agency. 

Iterative 
Down-to-earth 

Life-centric 
(human & nature) 

Highly context specific

PIAP
PIAP
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2 PIAP— 
Prospecting 
Impact 
Assessment 
Process  

The Prospective Impact Assessment Process (PIAP) unfolds 
in three iterative phases (page 6). 

In the Pre-phase, the core team analyses the current state of 
the project, identifies paradoxes or conflicts, and designs a 
participatory workshop by defining its goals and focus (page 
7). 

The Participatory phase engages the broader project team, 
stakeholders, and end-users in creative workshops to explore 
possible futures, generate impact scenarios, and evaluate 
prospective impacts through framestorming, storytelling & 
storyboarding, and futures-oriented dialogue (page 8). 

In the Post-phase, the core team translates workshop 
results into concrete next steps, aligning actions with the 
most promising impact pathways (page 9). 

Throughout all phases, PIAP combines imaginative foresight 
with critical reflection and evidence-based justification. Clear 
goal-setting and iterative assessment are essential, as they 
not only help surface underlying assumptions but also enable 
the creation of meaningful metrics to monitor progress and 
guide projects toward transformative outcomes. 

The process is intended to be iterative, meaning that it can 
be repeated during the project. For each iteration, the current 
situation should always be reconsidered. This approach 
fosters a reflective way of doing and helps to envision parallel 
futures, or - in other terms - impact scenarios, from which the 
most promising can be chosen. 

While grounding in Frame Innovation, everything must be 
kept open and under consideration in the process. This 
creates space for creative and analytical thinking and for 
producing enduring, sustainable solutions that benefit as 
many stakeholders as possible.
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Done by a project /venture team Done together with end-users, stakeholders  
and project/venture team

Done by a project /venture team

2.1 Understanding the 
Context 
2.2 The Current Situation 
2.3 Key Stakeholders 
2.4 Theory of Change (ToC) 
2.5 Workshop Topic 
2.6 Evaluation Criteria 
2.7 Facilitative Preparations

1.1 Name your project and 
your team 
1.2 Set up an online 
Working space 

(Establish the starting point 
of you project)

3.1 Somatic Walk 
3.2 Stakeholder map 
3.3 Paradoxes 
3.4 Themes 
3.5 Framestorming 
3.6 Storytelling 
3.7 Futures Wheel 
3.8 Heat map

4.1 Processing of 
Workshop Results 
4.2 Possibilites & Risks 
4.3 Roadmap Cards of ToC 
4.4 Mapping Activities 
4.5 Future Scenario 
3.6 Storytelling

5.1 Reflection

THE PROSPECTIVE IMPACT 
ASSESSMENT PROCESS 
(PIAP)
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PIAP Pre-phase  
Finding the right focus for your 
project
In the Pre-phase the core team maps out the project and the 
current situation: What are we doing? What has been done 
so far? To get the most out of this process, this pre-phase will 
help you prepare for the workshop by giving you things to 
consider and discuss and then eventually to build the 
participatory workshop upon. 

The process starts by ensuring that team is up to date with 
the current situation of the project. In this phase, the core 
working group of the project will design the PIAP workshop 
and agrees on its goals.  

If the people doing the impact assessment are not constantly 
involved with the grassroots work of the project, it is 
particularly important that they meet and discuss the current 
situation before the workshop. The workshop is built upon 
the growing understanding of the context, the problem, and 
the possibilities. 

Each iteration of the PIAP starts with the reconsideration of 
the current situation. Everything done before, will also add up 
to this and help build a meaningful workshop. Pre-phase will 
help sum up this previously formulated knowledge and 
development of the project iteratively. 

Take a close look at the field you are developing by mapping 
out the key stakeholders and their needs.  

End-users: those who really are the end-users of your 
project’s outputs. End-users can be people, but also 
organisations and nature – whoever is affected by your 
solutions.  
Direct Stakeholders: Those who are directly involved with 
your project: service providers, partners and collaborators 
(also nature) etc. that are required to make the things 
happen.  
Indirect Stakeholders: Those who are connected to your 
end-users and direct stakeholders: for example, the parents 
of children, or the service providers of your partners etc.  
Planet: Everything is related to the planet eventually. Its 
ecosystems are affected by your actions. For 
example, the plants and animals whose homes 
were demolished to build your office, the guls 
eating from your plates etc. 

A work shop topic example: 

Planet

End-users

(people & 

nature)

Direct

Indirect

How might we 
—develop Londa's identity  
through engaging and  
compelling impermanent  
participatory artistic intervention 
held in the nature?
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PIAP 
Participatory 
phase  
Ideate actions and prospect 
their impacts
At the heart of PIAP is a Frame Creation Workshop. In this 
Participatory phase a larger group of people envision 
possible actions and their impacts though scenario work.  

How might we..?—Concrete ideas are the starting point for 
identifying potential impacts. During the workshop, the 
participants immerse themselves in the moment and ideate 
what could be and how might we? The workshop begins with 
a experiential somatic method emphasising personal 
experience, which aims to awaken the overall experience of 
the things being developed (space, area, end-user's 
environment etc.). 

The workshop is carried out together with end-users, local 
inhabitants, and other relevant collaborators. Its purpose is to 
support broad thinking and to make visible how different 
elements are connected. Through this process, participants 
begin to recognise hidden patterns and different impact 

pathways. They frame and framestorm possible futures, 
identify prospective impacts, and develop impact scenarios. 
Circle by circle, this work moves towards the systemic level 
and the creation of value networks. 

The core method supporting this process is called the 
Futures Wheel.
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PIAP Post-
phase  
Define direction for your 
project based on assessment 
of prospected impacts
In this phase, the core team reconvenes to work 
independently after the participatory phase. The Post-phase 
main tasks are to analyse the workshop outcomes and 
mapping the future activities. 

Based on the combined results of the workshop (Futures 
Wheel & Heat Map), the core team selects the most 
promising actions to implement and develops a roadmap for 
the next stages of the project. This step transforms collective 
ideas into a concrete plan, ensuring that decisions are 
informed, inclusive, and strategically aligned with the project’s 
objectives. 

The guiding g questions for recognition of possible 
opportunities and risks are: 

• Description of prospected impact: What are the risks 
associated with the planned actions and their impacts? 
What opportunities can be seen in relation to the planned 
actions and their impacts. Why? Consider rebound-effect. 

• The shift: goals & actions: What steps should be taken to 
manage the risks? What steps should be taken to turn 
opportunities into action? What target values are delivered 

• Measurements: How will the target value be measured 

• United Nations Sustainable Development Goals (SDGs) 
indicators: What SDGs indicate the achievement of set 
goals? How and why? 

Storyboarding a future scenario in Londa 2023.
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3 Background  

PIAP—the Prospective Impact Assessment Process was 
developed within The Future DiverCities (FDC) project (2023–
2026), funded by the European Commission (Creative 
Europe). 

FDC brought together European creative industry 
organisations with a shared ambition to reimagine culture-led 
regeneration of urban empty spaces. Across cities including 
Berlin, Zagreb, Liepaja, Kuopio, Marseille, Florence, 
Timişoara, and Athens, each pilot implemented context-
specific participatory art interventions aligned with FDC’s 
Theory of Change—fostering inclusion and just 
transformation. (FDC Final report. 2026.) 

PIAP methodology has been developed through an applied 
science approach: organically and hands‑on, evolving 
iteratively in response to pilot needs and emerging insights 
throughout the process. To achieve FDC’s goals, engaging in 
dialogue and collaborating closely with the scientific 
community was essential. The development of PIAP stems 
from the need to perceive the impacts of a planned project as 
early as possible and to review the direction of the project as 
it progresses.possible and to review the direction of the 
project as it progresses. 
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1. Orientation
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1.1 Name your 
project and your 
team

Purpose
Having a name for your project will help you refer to your work and to talk about it with oth-
ers.

Preparation
Gather a core team for your project.

Assignment
Name your project and your team.
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1.2  Set up an 
online Working 
space

Purpose
Gathering the results of all your work in one place will help you track your progress.

Assignment
1) Set up an online working space (Miro, Figma, Milanote etc.) where you will gather all 

the data you create during this course. It is better to use such platforms that allow 
you to view a lot of data at once rather than one frame or slide at a time.

2) Share it with the teachers by posting a link here.
3) The teachers won’t need rights to edit your material (set sharing to: Can view). 
4) Make sure an outsider can access your working space.
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2. Pre phase
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3. Participatory 
phase
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Outcome
As a result of this step, you will have a list of themes that unite the stakeholders by their 
needs. It is likely that this step will reveal values behind the clustered needs.

Next steps
Next step is to come up with ideas that connect your project’s solution to the stakeholders’ 
needs.
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4. Post phase
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