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EXECUTIVE SUMMARY

Between April 2006 and March 2008, the Cultural Leadership Programme (CLP) funded 30 Leadership Learning Networks across the sector and the UK.  The networks supported structured programmes of individual leadership development and involved a variety of learning approaches.  These included mentoring, coaching, shadowing, exchange, action learning sets and events as well as a range of peer-to-peer support. 

The network programme formed part of the Work-based Opportunities strand of the CLP – research and experience within the CLP and elsewhere underscored the value of training in the context of the individual’s real-world circumstances. Networks offered a relatively low cost way of supporting learning and development and the potential to build long-lasting relationships at an organisation and individual level, thereby encouraging sustainability and embedding a culture of leadership learning.  

The resultant group of 30 funded networks encompassed a very wide variety of approaches and directly involved over 450 individuals in networked learning programmes with hundreds more involved more peripherally in events and projects.  The overall sector coverage was very broad.  The majority of the networks were not sector specific – approximately half worked the full spread of the cultural sector or took in partners from a mixture of art forms.   Where they were more focused, a quarter were in the area of performing arts (primarily theatre though also covering dance and mela) and the remaining quarter covered networks in literature, craft, design, music and cultural heritage.  

The majority of networks came together in order to make an application to the CLP – although many evolved from informal groupings. A few were based on existing networks or previous piloted activity.  Although all had a common focus on individual leadership development – the majority had an over-arching rationale whether organisational, sectoral or regional

The make-up of participants in a network is at the core of its activity and getting the balance right in terms of individuals’ experience, current situation and future needs was an essential factor in success.  The average network had 15 participants with five networks having only five participants and five having over 25 participants with larger networks often involving separate cohorts or a cascaded approach. Most networks involved participation from emerging or mid-career leaders - a group whose needs CLP was seeking to address - with half also addressing the needs of established leaders. 

The majority of networks were focused on individuals who were employees within larger organisations.  Some focused on the needs of independent or freelance workers including artists, producers and curators.   It is a reflection of the make up of the sector’s workforce that half the networks included participants working in a freelance capacity.  One third of the networks involved participation from or focused on the needs of artist practitioners and producers.    

The CLP application process set out broad parameters for programme structure - looking for programmes which involved learning together through individual and peer group learning plans, development activity such as networking, action learning sets, peer learning, learning in the workplace, work shadowing, secondments and job exchange.

Most networks involved a blend of individual and group learning processes and the mix of both individual and group learning, and how this was structured and timetabled, appeared to be key to success.  Individual processes allowed for specific and tailored approached to members development needs whilst group activities allowed for information sharing, networking, peer to peer learning and problem solving and co-mentoring.  

Funding for each network varied between £30,000 and £90,000 (depending on a combination of factors such as network size, scope and depth and range of activity) with an average grant of £50,000.  The first round of 13 networks received higher funding with an average of £64,000 against the later networks average of £38,500.  CLP had identified from the pilot phase that slightly lower levels of funding would allow a greater spread of network coverage while still ensuring programme quality.  The ratio of funds to participants varied from £1,500 to £15,000 with an average of approximately £5,000 per participant.  It should be noted that several programmes operated successfully on budgets of £3 – 4,000 per participant.

The following were identified through the report as common characteristics of successful networks.  They are outlined in more detail in the full report and should be seen as a set of useful guidelines for network development rather than a set of fixed rules to be followed.

Purpose

· A shared goal and vision for the network

· A common real life challenge for the network to tackle as a group

People 

· Clarity in criteria for and recruitment of network members

· Successful processes for selection and retention of network members

· Strong and early buy-in employers (where applicable)

Process

· Good and properly resourced administration

· Sufficient time and attention given to the development stage

· Evaluation which is integral to and supportive of the process

Content 

· A well developed and structured programme 

· Addressing individual learning needs

· Addressing group learning needs

· Makes good use of facilitation

The following were common challenges faced by networks:

· Insufficient time for initial planning and scoping of network needs

· Lack of clarity around personal and network aims

· Lack of synergy in network members existing abilities and aims

· Time pressure due to work and personal commitments

· Distance and travel where network members were dispersed

· Lack of support and understanding from members’ employers

· Issues around network management and co-ordination

· Creating a meaningful budget and raising sufficient funds to cover it

· Lack of understanding of the role and benefits of evaluation

It is almost impossible to quantify the combined impact across the creative and cultural sector of over 450 individuals engaging in this programme of focused and tailored 15 month leadership development networks.  At its most basic, the programme engaged hundreds of emerging, mid-career and senior leaders in a personal process of learning, awareness raising, articulacy and advocacy around leadership development.

There are difficulties to be encountered in quantifying the impact of networks and network learning – and this is reflected in experience beyond the sector as identified in the NESTA Joining the Dots research.  That said, it is beyond question that the impact of the programme was both broad ranging and in many cases deep seated.

As explored in the report, significant impacts were demonstrated at individual, business, regional and sector levels.  In addition ongoing legacy continues to come not just from the huge amount of individual learning but also from the bonds and connections that were formed between participants and which continue to support further development into the future.

In addition it is important to take into account the peripheral impact of the programme on the hundreds of colleagues who worked alongside network participants as well as those who attended the events and read the publications they produced.  The application process itself, the awareness raising and the 134 applications received, will have impacted on the many people who went through the thinking and planning process of putting of these together.  Some reported a ‘culture of learning’ which participants took back into their organisations, on the effect that their example had on peers who then sought out their own leadership learning opportunities and on the creation of a culture of mentoring where participants gave their time to support and mentor others.

Strong evidence emerges from conversations with network members, held a year or more after the programme, of the sustainability of network relationships both through continuation of networked activity and in more informal ways.  There are numerous examples of working relationships, partnerships, projects and collaborations which are still in existence and still emerging many months after the completion of the funded networks programme.

In conclusion it is clear that the programme met CLP’s original ambitions.  It succeeded in offering a relatively low cost way of supporting learning and development and built long-lasting relationships at an organisation and individual level, thereby encouraging sustainability and embedding a culture of leadership learning across the sector.

1
INTRODUCTION 

Between April 2006 and March 2008, the Cultural Leadership Programme (CLP) funded 30 Leadership Learning Networks across the sector and the UK.  The networks supported structured programmes of individual leadership development and involved a variety of learning approaches.  These included mentoring, coaching, shadowing, exchange, action learning sets and events as well as a range of peer-to-peer support. 

The network programme formed part of the Work-based Opportunities strand of the CLP – research and experience within the CLP and elsewhere underscored the value of training in the context of the individual’s real-world circumstances. Networks offered a relatively low cost way of supporting learning and development and the potential to build long-lasting relationships at an organisation and individual level, thereby encouraging sustainability and embedding a culture of leadership learning.  

A first round of thirteen pilot networks emerged from the initial CLP consultation process.  They formed part of a larger group of pilot projects, and were developed over a period of months. Each pilot network evolved its own particular programme of leadership development according to members’ specific needs whilst committing to sharing best practice, common issues and where possible joint initiatives.
A brief summary of the pilot networks can be found at annex 1 

Moving beyond this pilot stage, the CLP sought to consolidate their approach to network learning through an extended programme of funded networks which would provide increased understanding of: 
· the ways in which emerging and mid-career leaders can develop through a network of peers 

· the core characteristics of a successful network 

· how to build and maintain sustainable networks 

· the potential for cross-sector development – within individual networks and as part of the wider network 

Having identified some key areas of focus not covered in the existing pilot group, the CLP made an open call for proposals in November 2006 with an emphasis on the following priorities:

· Black and minority ethnic leadership development 

· disabled people’s leadership development 

· governance i.e. Board development 

· international working/collaborations 

· artist/practitioner led 

· cross sector working, particularly commercial/arts 

· partnership activity with Wales, Scotland and Northern Ireland 

Networks seeking funding were required to meet the following criteria:

· based within the cultural and creative industries 

· building leadership development into core shared activity 

· made up of individuals at key career stages - emerging and mid-career leaders
· a minimum of five core individuals, learning together with individual and peer group learning plans, including development activity such as networking, action learning sets, peer learning, learning in the workplace, work shadowing, secondments and job exchange 

· willing to work as part of a wider group – the Leadership Network -sharing experiences, best practice, common issues and developing joint initiatives 

· able to demonstrate the documentation of learning in a way that could be shared with the wider network and the sector 

· willing to develop and participate in an evaluation process 

Networks would be funded for a 15 month period (Jan 2007 – March 2008) and were asked to demonstrate sustainability beyond that point.

Applicants were required to submit a project proposal up to a maximum of 2,500 words, detailing aims and objectives, approach towards the project (including recruitment or selection of network members), approach to evaluation and plans for project legacy.  They were required to take into account the project priorities and criteria and to answer the following questions: 

· What are the key leadership issues/challenges your proposed network will address? 

· What is the work based action learning that you will be able to tell us about by March 2008? 

· What do you see as the particular contribution your network can make to the Cultural Leadership Programme action research?
Over 130 applications were received which were then narrowed down to seventeen proposed partnerships selected for funding.  A full list summarising the supported networks can be found at annex 1.
The resultant group of 30 funded networks encompassed a very wide variety of approaches and directly involved over 450 individuals in networked learning programmes with hundreds more involved more peripherally in events and projects.  

All networks were supported by CLP through regular meetings and telephone support during their development stage and beyond.

There is some anecdotal evidence for unfunded networks progressing anyway possibly as a result of putting an application together.

2
OVERVIEW OF NETWORK COVERAGE 

The overall sector coverage of the 30 funded networks was very broad.  The majority of the networks were not sector specific – approximately half worked the full spread of the cultural sector or took in partners from a mixture of art forms.   Where they were more focused, a quarter were in the area of performing arts (primarily theatre though also covering dance and mela) and the remaining quarter covered networks in literature (1), craft (1), design (1), music (2) and cultural heritage (3).  

In terms of geographical spread, the majority of networks had a reach that was England or UK-wide whilst approximately a quarter had a regional focus – these included one in London, two in the South West, two in the North West and one in the North East.

The selection process was largely successful in attracting applications which met the identified CLP priorities and criteria (although there were some exceptions):

· Almost every network involved emerging and mid-career leaders.
· Six of the networks focused specifically on the needs of BAME leaders.
· Two networks focused on issues of disability and leadership.
· The Safe Hands Governance Development Programme was formed to address a shared need for strengthening governance and board development and this was also touched upon by a number by a number of other networks including the Visual Arts Network but was not a key focus and involvement of boards and trustees in network activity was limited.  
· Nine networks included some form of international engagement, most often in the form of visits to relevant international events or organisations, although no network made international engagement the core of their activity.   
· One third of the networks involved participation from or focused on the needs of artist practitioners.
· Approximately half of the networks involved cross sector working or took in partners from a mixture of art forms – however only a handful involved the creative industries.
· Partnership with Wales, Scotland and Northern Ireland was limited with only a handful of participants from outside England.
3
NETWORK PURPOSE AND COMPOSITION

3.1
Rationale

The majority of networks came together in order to make an application to the CLP – although many evolved from informal groupings. A few were based on existing networks or previous piloted activity.  Some networks emerged from the activities of voluntary groups or associations such as the European Mela Network.    Although all had a common focus on individual leadership development – the majority had an over-arching rationale whether organisational, sectoral or regional.
Several networks were set up in response to a leadership need identified in strategic research undertaken by bodies like DCMS, Creative & Cultural Skills and the Arts Council – which gave weight and purpose to the learning proposed.  

	Network examples

Stage Managers for Managers network was founded on the fact, as evidenced by a survey by the Stage Management Association (2008), that 48% of respondents anticipated their stage management career to last only 10 – 20 years.  At that point a lack of opportunity or existing model for career development meant often losing their hands-on experience and skills to the sector. 

The Disability Action Learning Initiative (DALI) was also based on concern about the lack of emerging disabled leaders in paid employment and in governance positions especially in mainstream arts organisations.  This was backed up by evidence that although a considerable proportion of the working age population have a disability: 5.7 million (18.4%) in England in 2004 (LFS, 2004), an Arts Council England RFO survey in 2004/5 indentified only 3% of the workforce as disabled and 4% of Board Members.




Others networks based their leadership development activity around the development of specific projects in response to identified sector need. 

	Network examples

The Mixed Art Venues Network responded to an emerging issue around personalisation in arts and culture, the impact that this will have on audiences, the challenges it will present to leadership in the sector and the new approaches that will be required.  

 The Peer Leadership Network on Arts, Culture and Refugees project was inspired by the recommendations proposed by the ‘A Sense of Belonging’ research (www.creativexchange.org/taxonomy/termalpha/242) by Creative Exchange. One of the issues exposed by the report and supported by the organisations that took part in the research, was the need to develop sustainable partnerships between the arts/cultural sector and the refugee service sector, as existing relationships are short term and project based, indicating that arts are seen as peripheral to the integration process. 




A number of networks arose from regional issues or initiatives.

	Network examples

The Liverpool Hub arose from the award of European Capital of Culture status and a grouping of Executive and Artistic Directors and CEOs of major arts organisations in the city.  

The Newcastle Gateshead Cultural Leadership Programme focused in particular on recruitment and retention of leaders from within the region to reduce an existing emphasis on external applicants and build regional capacity. 




Some networks looked at whole organisational change and succession planning as well as individual leadership development.  

	Network examples

The FLO (Friendly Literature Organisations) Leaders Consortium looked at both the individual needs of CEOs and also at succession planning within each organisation and development needs of emerging leaders. 

The Step Change network, a group of building based performing arts organisations in London came together to offer structured development opportunities for developing leaders from both within their workforces and to individuals who might not otherwise have experience in larger more formal organisational environments.




Many networks were cross-sectoral and some specifically sought to introduce connections and learning between individuals and organisations with different focus and remit and who wouldn’t otherwise have worked together.  

	Network example

The Crafts Network included members from the breadth of organisations working in the sector including the commercial, funded and not-for-profit – organisations and individuals who otherwise might not work closely together.




Although the primary focus of most networks was on individual personal development, the relationship between the individual’s leadership development and the needs of their organisation or sector was made more or less explicit in a number of networks. Where a network had a broader rationale or sought to tackle a particular strategic issue this appeared to give the network significant added impetus and direction.

	Learning point

Where there was a clear sense of rationale for the establishment of a network – especially where this related to a common and clearly articulated issue or challenge - it provided a strong foundation for the overall development and individual engagement in a network.




3.2
Participants

The make-up of participants in a network is clearly at the core of its activity and getting the balance right in terms of individuals’ experience, current situation and future needs was an essential factor in success.  Where networks had a strong rationale and clear purpose this fed directly into decisions about network membership.  

The later open-application stage of the network programme was specifically aimed at emerging or mid-career leaders as a group whose needs CLP was seeking to address – and as a result almost every network involved participation from individuals at this stage in their career.  Half of the networks also addressed the needs of established leaders with nine of these being in the original pilot group.  

Since the development of this offer CLP have defined these levels as :

Emerging leaders are individuals who are starting in a leadership role and displaying leadership behaviours, whether within an organisation or as artist practitioner. Emerging leaders might have new responsibilities for leading teams and will be keen to effect change, often in a very practical, reactive way, working within their sphere of influence. 

Mid-career leaders may have a few years’ experience of leading others, either formally or informally and understand how to bring people together to perform well. They are increasingly interested in the strategic direction that their work is taking them in and are developing their skills to anticipate future needs.

Established leaders occupy a credible position amongst their peers, with a solid track record of building teams and organisations that are rigorous, focussed and ambitious. They have the passion, courage and resilience to anticipate change and lead others through it whilst appreciating the challenges that such change often brings. They are now in a position to assert their values in the core of their chosen organisation and are beginning to expand their sphere of influence, through their network and reputation, into a wider arena.

Senior leaders have acquired a set of experiences, a reputation and a network that moves their leadership impact into the wider realm of their sector. They are often seen as having influence at a policy-making or strategic level. They might be considered to be ‘thought leaders’, being able to generate new thinking and actions that inspire others. 
The majority of networks were focused on individuals who were employees within larger organisations.  Some focused on the needs of independent or freelance workers including artists, producers and curators (for example a majority of Stage Managers for Managers worked in a freelance capacity).   It is a reflection of the make up of the sector’s workforce that half the networks included participants working in a freelance capacity.  One third of the networks involved participation from or focused on the needs of artists, practitioners and producers.  
As already indentified, some networks focus was on supporting diversity in leadership and focused their membership on participants under-represented in existing leadership such as women, BAME and disabled leaders for example the Players Network which set up to support black artists, managers and producers.  Addressing diversity in the sector was the explicit focus of a third of the networks.  

Most of the networks had clearly defined criteria for participation and limits on the numbers involved.  

The average network had 15 participants with five networks having only five participants and five having over 25 participants. The larger networks often involved separate cohorts or a cascaded approach. The Improbable network via its Open Space activities could involve as many as 300 people at one time and was self-selecting and self-defining.   

Networks can range between restricted and open participation.  One network commented on the need to resist pressure to take all comers in order to ensure the effectiveness of the network – another sought to be ‘porous but not too porous’ – to expand or contract as circumstances required. 

Networks also range from those with membership with similarities in terms of levels and type of experience and skills, and those with very varied and mixed membership.  It appeared that a balance between diversity of participation and synergy in level and ability was desirable.

A network’s structure in terms of number and type of participants will affect what the group can do.  Smaller closed networks such as the Renegotiations network make it easier to create an atmosphere of safety and trust and allow for deeper and more transformational learning.  Looser more open networks such as Embracing Chaos, Provoking Change bring additional value through broadening input and extending the learning to larger groups.  

The CLP networks were 

· Mostly relatively tight networks

· Mostly made up of participants of similar types

This raises questions about access and participation in networks. All networks struggle with the dilemma of how open they can be. They are by definition set up by people with a common ground. In selecting which networks to fund CLP sought to ensure that a sufficiently wide range of networks was supported to enable leaders from a wide and diverse range of backgrounds to be able to participate.  As mentioned above, addressing diversity in the sector was the explicit focus of a third of the networks.

Diversity was, however, less explicitly tackled in the majority of other general networks.  Some networks struggled in their efforts to recruit a diverse membership, for example the Newcastle Gateshead Cultural Leadership Programme where the lack of diversity was attributed to the lack of diversity in the general population in the region.
	Network example

Recruitment to the Step Change programme – although generally successful – failed in an unpublished aim to recruit 50% of participants from BME and diverse backgrounds.  The reasons for this were identified as:

a)  Candidates were required to have a sufficient track record to enable them to make best use of the programme. This created a barrier to possible applicants who had enthusiasm but were short on experience. 

b)  Many potential candidates worked in relatively small organisations. For some of these organisations Step Change could be seen as a threat rather than an opportunity, particularly where it was likely to involve the loss of a key member of staff. Despite the offer of financial compensation the programme did not always seem that attractive to small organisations, many of which did not want to risk losing personnel with hard won skills. 

Neither of these issues was insurmountable, and the Step Change Steering Group reviewed its approach to recruitment with particular regard to the recruitment timetable and the need to develop stronger links with culturally diverse organisations, an approach which had a significant positive impact on the diversity of subsequent cohorts. 



The value of a thorough and well thought through and managed recruitment process is further investigated below.  

	Learning points

· The membership and structure of a network is core to how it will operate and what kind of learning can be achieved. Smaller closed networks make it easier to create an atmosphere of safety and trust and allow for deeper and more transformational learning.  Looser more open networks bring additional value through broadening input and extending the learning to larger groups.  

· A balance is needed between diversity of participation and synergy in level and ability

· Questions around access and diversity need to be given careful consideration from the outset if they are to be successfully addressed.




4.
NETWORK PROCESS AND ADMINISTRATION

4.1
Management and coordination 

Some networks appointed a steering group to make decisions around what learning should be offered and to whom.  They performed a brokerage function in relation to work placements, mentors etc and operated a tender process where the network was the purchaser of training programmes or services. Steering groups also managed the selection of network members and evaluation.

A significant number of groups had a specified co-ordinator or administrator and often this role was a paid and specifically recruited post although a number of people were seconded to the role from member organisations or took on the role as part of their existing post.  Clarity around their role and responsibilities from the outset was key to success, as was a realistic assessment of the workload and, in the case of a secondment or placement, full support from the employer concerned.  In at least one network a dispersed model was used with specific areas of responsibility being divided between two or more people – this enabled networks to benefit from a broader range of skills and mutual support between co-ordinators.  

	Network example

The European Mela Association, a small voluntary group, had, with the encouragement of key stakeholders who recognised the importance of their work, made a successful application for Leadership in the Mela Sector.  However managing the resulting programme put pressure on what was a relatively youthful and dispersed group of volunteers and spotlighted differences in experience and understanding within the network.  In retrospect such groups might benefit from a more hands-on approach to the supporting the development and implementation of such programmes.




Where management and administration were undertaken by network members, either individually or in rotation, issues occasionally arose.  In at least one network a democratic model of administration ran into difficulties over individual working approaches and levels of commitment.
	Learning point

Clarity around management roles and responsibilities and properly resourced administration are essential for the network to function at its best.




4.2
The Development Phase 

Most networks identified a substantial administration and co-ordination task just to get going. Sometimes an individual from one organisation or a consultant was given the role of facilitating the network development.   

The following emerge from the evaluation reports as key issues to consider during the development phase of a network.

	Learning points

· The lead-in time for setting up and recruiting for a new network is usually greater than anticipated – allow for as much time as possible.

· It is important for the network, both as a group and individually, to identify what success will look like from the outset.  Without clearly identified outcomes, it is difficult to obtain commitment from members and develop an appropriate learning mix. 

· Some networks involved “directed” programmes of learning and development decided in advance – others adopted an emergent learning model – a programme of events and activities emerged from the group in response to their discussions and needs, with the facilitator making it happen. 

· The development stage was sometimes used to good advantage in putting out tenders for various parts of the support programme, for example facilitation, coaching and mentoring.




4.3
Recruitment of Network Participants

Some networks had completely open application processes promoted and advertised across the sector, the South West network publicised its programme widely through cultural agencies and organisations commencing with a Big OUT event where potential candidates were told about the programme, how to apply and had an opportunity to network with delegates on a previous programme. Those using open application processes often had a steering group or panel for final selection and interview if appropriate.  

Some used a nomination process seeking suggestions from partner organisations or members of a steering group for example the Newcastle Gateshead Cultural Leadership Programme where member organisations were asked to identify suitable candidates either within their organisations, or associates or freelancers with whom they worked regularly.  

Some networks were self-selected in particular some of the smaller networks such as the Black Producers Group and Future Compositions.  

Evaluations show the value of a thorough and well thought through and managed recruitment process.

Several networks faced challenges in ensuring a recruitment process that was properly open to a diversity of participation.  The Step Change approach to focused selection with the aim of achieving diversity in membership is outlined above.  The Creative Renewal Consortium wished to support the selection of individuals with dyslexia and following consultation with those individuals they offered the opportunity to complete the application via word of mouth interview.  Partners have since taken this approach into their own work including application to funding processes.

	Learning points

Successful selection and retention of network members benefits from:

· Clarity in selection procedure

· Clarity of level of experience and skills required for membership

· Clarity around time and levels of commitment required

· Early and formal sign up from network members to these commitments

· Proper consideration to an open and accessible approach to enable diverse participation




5
PROGRAMME CONTENT 

5.1
Programme structure

The CLP application process set out broad parameters for programme structure - looking for programmes which involved a minimum of five core individuals learning together through individual and peer group learning plans, development activity such as networking, action learning sets, peer learning, learning in the workplace, work shadowing, secondments and job exchange.

These parameters were interpreted in a number of different ways. Some of the networks focused on a broad sharing of knowledge and information about leadership and leadership issues but with less explicit processes to achieve (or measure) this. Some networks focused primarily on learning about and developing leadership capabilities in the individual participants. In these there was less emphasis on information/knowledge sharing and more on individual development (including explicit processes to try to measure progress). 

A number of networks had a balance towards individual learning with participants creating and undertaking their own programmes and with only a limited group focus.  Individuals were often allocated financial bursaries at varying levels.  Others had a group learning focus with a programme of facilitated sessions.

That said almost every network involved some blend of individual and group learning processes and the mix of both individual and group learning, and how this was structured and timetabled, appeared to be key to success.  Individual processes allowed for specific and tailored approached to members development needs whilst group activities allowed for information sharing, networking, peer to peer learning and problem solving and co-mentoring.  

	Network examples

Creating Cultural Leadership South West created a structured timetable of individual and group coaching and discussions.  This structure provided spaced repetition for leadership learning along with regular points of contact with the programme.

The Stage Managers for Managers network recognised and formalised five stages of development – having identified that participants need time at the start of the programme to widen their perspective and see beyond the demands of their current role.




Another key factor was the facilitation of the process – particularly with newly formed and diverse groups.  Good early facilitation helped groups identify common aims and ambitions, expose issues and concerns, clarify commitments and build a sense of safety and trust.  During the process of the programme facilitation could also ensure that the group continued to challenge themselves. 

It is also possible for a successful facilitation process to support a group towards becoming self-facilitating and encourage sustainability.  This was particularly evidenced in the operation of facilitated Action Learning sets – see below.

The impact of programme structure on learning is investigated in more detail below.
	Learning points

· Proper consideration should be given to the focus, balance and timetabling of networked activity.

· A mix of both individual and group learning, and how this was structured and timetabled, appeared to be key to success.  

· Sensitive facilitation assists the establishment and progress of a network and can support its eventual sustainability.




5.2
Individually focused learning processes

The networks used a variety of individual learning processes as part of their programmes – these can be summarised as follows.

About a third of the networks included some form of initial self-assessment exercises or training needs analyses (such as 360-degree appraisal, use of Myers Briggs Type Indicators or Spiral Dynamics) which then fed into both the group and individual activity.  These were most successful when attention was given to the provision of detailed individual and group feedback and proper integration of the results into to the rest of the programme and equally back into their workplace.   
A number of networks included a personalised development plan as part of the learning mix and some networks allocated a fixed ‘bursary’ to this plan with members able to select and purchase a range of appropriate training options for themselves.  A number of Networks allocated bursaries to International visits – such as the Newcastle Gateshead Cultural Leadership Programme and Leadership in the Mela Sector.  In the Creative Renewal Consortium, bursaries were used to directly development of the individual business practice of some of the self-employed participants.

Half of the networks included an element of 1:1 coaching or mentoring as an often very successful part of the learning mix.  Further information on coaching and mentoring can be found on the CLP website.

	Network examples

The Renegotiations network was focused around a co-mentoring programme for established mid-career artists.   Improbable opened the process and ran a very successful Mentoring Fete with 120 participants.  

The Future Design Leaders Network was based largely around a mentoring model – both mentors and mentees formed their own networks and also met together at monthly skills seminars and received their own mentoring manuals and training sessions.  The success of this approach led them to the production of a Mentoring Tomorrow’s Design Leaders - a manual for mentoring in the Design sector which can be found on the Design Council’s website and which has already had over 2000 downloads at a pretty steady rate of 200 copies a month.




Work shadowing, placements and secondments were included in some learning programmes – the Step Change network ran a very successful programme of secondments both within the partner organisations and beyond with the aim of giving practical experience in new areas, involving genuine responsibility and decision-making for the participants. 
Individual learning programmes often included specific skills training tailored to the identified individual needs of members, such as time management, NLP, media skills, negotiation etc.  Some networks grouped participants together where they had shared needs and ran group sessions.

A number of networks included a personal challenge or project.  

	Network examples

The Future Compositions network required each composer member to produce a project proposal with professional support which was then pitched to a panel of professional producers and programmers in order to test ideas in a safe but robust environment, to role-play and to establish models for the future. 

The Aarohan Leadership Programme required all members to deliver an Entrepreneurial Challenge, a high profile strategic initiative, either individually or in collaboration with members of their own network or others supported by CLP.




Several networks introduced a Learning log for participants where they recorded and reflected on their personal progress and experiences.  These were valued both as a reflective tool for individuals to focus their learning and also to feed into the final evaluation. Although usually text based the Leading Edge Network included photographic and audio recording methods.

	Learning points

· There is a toolbox of successful individual focused learning processes from which to select according to the needs of the individual.

· Individual focused learning was most successful when integrated as fully as possible into the overall programme and the participant’s workplace. 

 


5.3
Group learning processes

It was fundamental to the programme that all groups met together for the simple purpose of networking – sharing experiences, challenges and ideas in an often informal way.  Many groups took the opportunity to invite outside guests or to link up with other groups to extend the circle of connections.  Simple networking had an intrinsic value – Jo Melville of the Broad Horizons network noted the significant professional benefit gained to their network from broadening contacts, making connections and sometimes simply becoming more visible within the sector.

Network programmes included a whole range of group activity which in their best incarnations provided a stimulating but safe and non-competitive learning environment to complement the individual learning paths each member was taking.  It was identified that immersing groups in new contexts and situations breaks normal patterns of behaviour and expectations and facilitates new learning.

Almost every programme included residential events, visits and seminars at which experts attended to impart knowledge, inspiration and wisdom.  Some networks established the content of these events at the outset, others created the programme as they went along and some based content on issues and topics selected by members of the network.  
In more than half of the networks these included longer and sometimes residential events – most a couple of days in duration but occasionally up to a week in length (the FLO Leaders Consortium).  A handful of networks undertook international visits as a group.

Distance from the day to day issues of the office was identified as a key advantage of such extended meetings and in many cases an overnight stay was cited as an advantage as allowing some ‘downtime’ for unstructured networking. The Connecting the Activators network also identified the ‘Importance of ‘in between social space’ when programming group sessions and residential events – to allow for the informal network and relationship building. Other networks commented that fewer longer sessions worked better – the Future Design Leaders Network for example struggled to get people to shorter sessions but found commitment to whole day session was more reliable.
	Network example

The Step Change evaluation highlighted the issue of duration of networking sessions. ‘A constant refrain from the feedback was that the seminar sessions were not long enough. The standard of Step Change and its participants requires a subject to be covered at more than a basic level and for there to be time for debate and discussion. Quite clearly, three hours or so is not long enough for this and certainly does not provide time for reflection. A large number of responses proposed that the seminars cover a full day.’
The Chinese Arts Centre Cultural Leadership Network made a group visit to the Vital 07 International Festival which gave participants the chance to meet and network informally – as one participant commented @It was a more relaxed and informal way to speak to one another, yet opening doors for conversation and discussions about potential projects. 



Many networks made use of input from experts and inspirational leaders at group events in the form of speeches, presentations, in-conversations and specific training.  One network commented on the importance when bringing in experts to take time to discuss their input – both before and after session – both to clarify needs of group and focus their delivery.  It was also noted that scheduling in time for their personal engagement with the group was an invaluable part of their input.  More sustained involvement of experts and existing leaders also came through job-swaps, placements and shadowing and mentoring as mentioned above.

Almost all the networks relied very heavily on professional facilitation of learning events and activities.  The Embracing Chaos, Provoking Change network used facilitation techniques such as Open Space and World Café to engage large groups in open dialogue.  The value of facilitation in building and supporting a network is detailed above.  Further information about facilitation can be found on the CLP website.  www.culturalleadership.org.uk
Eight networks used facilitated Action Learning Sets as the core of their learning programme including the Library Leaders Network, the Archives Learning Networks, DALI, and the Manchester Arts Managers Forum and Creating Cultural Leadership South West while the Visual Arts Network provided Action Learning for participants in the finance and education functions and other networks had more ad hoc sets.  

Action Learning is a structured process which uses the intelligent and informed questioning and listening skills of a group of peers to address difficult questions, discuss sensitive issues, and share their learning in a supportive environment, secure in the knowledge that ‘what’s said in the room stays in the room’.  Action learning has been used extensively in other sectors such as the health service and education sector and there is much evidence for its value as a development tool.  Where Action Learning was used by the networks it was often highly rated as a learning process, the Archive network for example reported a 94% attendance in their full day sets despite significant travel involved for a number of participants.

Action Learning also has the capacity to be self-sustaining as although a set requires skilled facilitation in the initial stages the groups have the potential to become self-facilitating.  It also has the potential as a cascaded programme where a core group takes part in a learning set alongside which they receive training as facilitators, then going on to facilitate further sets.   

	Network examples

The Creative Renewal Consortium set continued after the end of the funded programme and within the Manchester Arts Managers Forum two out of three sets continued with participants paying facilitation and venue costs.   In addition four network participants trained as facilitators and at the close of the programme were planning to set up four further sets.  

The DALI network was also based on a cascade model going on to set up sets in London and Devon.  Their focus was on learning for disabled leaders and their website http://www.dali-online.co.uk/ has a useful guide to making action learning inclusive.  




A number of networks, for example the Refugee Network described some of their activities as action learning but which appeared to be focused facilitated discussions around a selected topic rather than pure Action Learning.   Further information about Action Learning Sets can be found on the CLP website. www.culturalleadership.org.uk
	Learning Points

· Group activity complemented the individual learning paths each member was taking.  

· Immersing groups in new contexts and situations breaks normal patterns of behaviour and expectations and facilitates new learning.

· Overnight stays and longer sessions provide invaluable ‘in between social space’ for informal network and relationship building.

· When getting input from experts take time to clarify and focus their input and allow participants time to share informal exchanges.

· Action Learning proved a particularly successful and sustainable method of group learning.




5.4
Collaborative working and public outcomes

Working collaboratively on projects around a shared goal or ambition appeared to greatly strengthen networked activity and provided a process around which to build leadership development.  In addition public outcomes such as publications and events provided focal points for celebration and review as well as opportunities to disseminate learning to wider groups.

	Network examples

The core focus of the Peer Leadership Network on Arts, Culture and Refugees was a model of collaborative working.  It was inspired by sector research (see rationale and purpose above) which identified that for culture and the arts to develop a meaningful role in the integration of refugees and asylum seekers, strategic exchange of knowledge, skills, practice and policy needed to happen between those working in the arts and refugee sector.  The network focused on mapping existing activity and building a shared strategy and set of resources to present to donors and policymakers around evidence and impact, ethics and purpose and communications.
The Leading Edge network was formed to support emerging learning disabled leaders. They created an innovative learning programme for five participants, using the opportunity to create a set of unique modules as a resource for future support programmes in this area.



Some networks worked collaboratively to create public events.
	Network examples

The Crafts Network held a major symposium – Acts of Daring – in Liverpool in June 2008 during its year as European City of Culture. Its ambition, through the strengthened network of participating organisations, was to offer a vision for the craft sector, strengthen its collective voice, and to debate the role of leadership at a national level.  The event was attended by nearly 100 participants from across the sector and the UK.

The DALI network staged highly successful event, High Time, at the Royal Opera House as part of the CLP programme of Dialogues on Disability.  As one participant commented “A fabulous success with a vibe I hadn't really ever experienced in the disability arts sector”

The Creating Cultural Leadership South West network held two public events for leaders in the South West called the Big Connect and the Big Now which made use of Open Space techniques.    Meanwhile the Improbable Network focused almost exclusively on the use of “Open Space” techniques for a whole range of events including ‘Devoted and Disgruntled’ and used Open Space, World Café, Process Work and World Work to empower leaders and introduce new ways of working.  The role of Open Space is investigated in more detail in the Improbable case study.



A number of networks collaborated on the production of publications which presented the learning from their network to a wider audience across the sector.   

	Network examples

The FLO Leaders Consortium produced a ‘white paper’ for the literature sector http://futureofthebook.org.uk/floing/new/flowhitepaper.html - an outward facing document trumpeting the strengths of the sector to the wider world.

The Mixed Arts Venues Network published a dissemination report - From Silos to Shrek Ears: Personalisation and the future of Successful Cultural Leadership. The report was launched at a public dissemination event and a copy can be found on the Watershed website http://www.watershed.co.uk/cgi-bin/WebObjects/Watershed.woa/wa/reports  

The Aarohan Leadership Programme produced a directory of its network members to promote their skills and experience in the wider sector.  

The Manchester Arts Managers Forum commissioned John Knell to produce a provocation paper looking at the wider effect of the Manchester International Festival as a catalyst for the city raising its game culturally.




	Learning point

Collaborative activity strengthened a network and provided a process around which to build leadership development as well providing opportunities for celebration and dissemination of learning.




5.5
Programme duration
The second round Networks were funded for a 15 month period and were asked to demonstrate sustainability beyond that point.  The pilot networks had a little more leeway in their timings and in particular more time in the set up phase.   It is noteworthy that many networks struggled to complete their network activity and report to CLP within the stated timeframe despite clarity at the point of initial funding.

The Stage Managers for Managers network evaluation felt that a time scale of 18 months to two years was required. ‘Many participants joined the network with a clear idea of career development, but not necessarily in what direction. This makes more general sessions necessary early on and more specific individual development is not relevant until a later stage in the project than originally anticipated. The individual development progress rate also varies enormously from participant to participant and it has become abundantly clear that one size does not fit all.’

As referenced above the lead-in time for setting up and recruiting for a new network is usually greater than anticipated and it was important to allow time for this.  Networks supporting disabled leadership also experienced particular pressures around time noting that a safe environment is essential in which to share openly – allowing total access is liberating for everyone – however when leaving the safe environment the same challenges appear and support is needed to overcome these and maintain learning.  It could be argued that where networks are particularly diverse in membership, or have members facing particular challenges they need to be front loaded with support and involve ongoing support for a longer period.

5.6
Cross Network Events

The Cultural Leadership Programme sponsored a number of events to encourage cross-fertilisation across and between the funded networks.  

On 29th November 2007 CLP held a development day for members of the funded networks.  Members met at Chelsea College to share experiences and issues, exchange good practice and build links for potential activity between the networks.  

CLP also sponsored a programme of Entrepreneur ‘In-Conversation’ events to

· Put a spotlight on cultural entrepreneurialism in all its forms 

· Inspire emerging entrepreneurs in networks and beyond 

· Provide an opportunity for cross-pollination between members of different networks within the Work-based Opportunities strand

· Provide an opportunity for networks to open up their activities beyond their immediate members

Seven events were held hosted by eight networks (one partnership was formed to host an event as the result of a discussion at the CLP Network Development Day in November 2007).   The events were attended by a total audience of 340 people from an extremely diverse range of organisations within the arts, cultural and the creative sectors.   

5.7
Electronic Networking

There was a low emphasis on electronic networking although it was seen as a useful tool on occasions. There was generally an issue with take up and sustainability of ‘e-groups’ - as the Safe Hands evaluation noted ‘the e-group had moderate success but without the face-to-face connections is not sustainable and activity on the group has dwindled.’  The majority of networks appeared to rely on group emails or emerging online social networking such as Facebook.

5.8
Accreditation and HE involvement

Some networks considered accreditation of their programmes and the SW network had involvement from Dartington College of Arts and the University of Exeter Centre for Leadership Studies.  The only programme to introduce formal accreditation of its programme was the Newcastle Gateshead Cultural Leadership Programme.
	Network example

The Newcastle Gateshead Cultural Leadership Programme achieved accreditation for their programme through the ILM which required a structured learning programme and tutorials and which were felt to be nothing but beneficial as the participants were able to place their learning in a global, cross-sectoral, context.  The accreditation added three learning days, two one-to-one tutorials, three readers and (for the assessment) the writing of a 200 word essay.  It was noted that despite adding three days to an already challenging programme in terms of time the accreditation process had a good take up.




5.9
Employer support

Several networks identified the importance of engaging the support of employers of network participants in order to ensure participants were given the space to engage fully with the network programme, and were supported in bringing their learning back into the workplace.  

In addition a key element in the success of network learning for employed participants was the ability to balance the person as they are in the network with the person they were required to be back in their workplace.  Where a participant’s development put them at odds with the culture or ethos of their workplace, or with their current role, tensions could arise. 

For this reason it was felt that employers were occasionally fearful of the impact of participation on their employees where raised expectations might lead to loss of a key member of staff.  Other employers, particularly in small organisations, found short recruitment timescales caused them issues with revising work plans to enable staff to participate.

A number of practical ways were identified of engaging the support of employers and balancing an individuals’ network learning with their employed role:

· Involve employers in the process from the outset – invite their input and confirmation of support as part of the recruitment process.

· Brief them on the programme

· Encourage them to link participant’s personal development plan into their staff and organisational planning

· Invite them to network events
· Involve them in the evaluation from the outset – this will increase understanding of the direct impacts of the programme on employee performance particularly if the evaluation involves direct measurement of financial impact and GVA (see evaluation and impact sections below)
· Secure their support in mentoring or offering placements to other participants on the programme

	Learning points

· Engaging the support of employers was invaluable in ensuring participants engage fully with programme and supported in bringing their learning back into the workplace.

· Employer engagement should be considered from the outset and throughout the programme.




6
FINANCE AND BUDGETS
Funding for each network varied between £30,000 and £90,000 (depending on a combination of factors such as network size, scope and depth and range of activity) with an average grant of £50,000.  The first round of 13 networks received higher funding with an average of £64,000 against the later networks average of £38,500.  CLP had identified from the pilot phase that slightly lower levels of funding would allow a greater spread of network coverage while still ensuring programme quality.  

Many networks secured additional funding from external sources, from their own budgets, through delegate fees at events and participant subscriptions or contributions such as that requested by Stage Managers for Managers.  Amounts of additional funding ranged between £2,000 and £58,000 with the pilot networks raising significantly higher additional funds with almost half raising £8,000 or more in match funding – perhaps due a longer development phase.
As networks varied widely in their number of participants so did the ratio of funds to participants which varied from £1,500 to £15,000 with an average of approximately £5,000 per participant.  It should be noted that several programmes operated successfully on budgets of £3 – 4,000 per participant.

A number of networks provided an individual allocation of funds or ‘bursary’ to individuals – usually of a fixed amount – with which to address their personal learning needs or to undertake a national or international visit.  These allocations ranged from £1,500 to £10,000 per person, with some of the higher allocations also supporting the development of participants’ (CEO’s or Directors) organisations.  
Some networks provided daily rate payments to participants, particularly where they were sole traders, self employed or working in small organisations – these were usually between £200 and £500.

One interesting consideration was the percentage of budget allocated to administration and co-ordination of the project, the significant part of which was usually the salary or fee paid to a project manager or co-ordinator.  Percentages ranged from 2.5% to 60% with an average of 20% (although it is difficult at times to separate out these costs from other practical costs as below).  Again some very successful networks were administered with a significantly lower percentage of budget allocation – some as low as 5%.  It is important to note however that most of these figures don’t take into account very significant levels of support and administration provided ‘in-kind’ and the impact that this can have on the individuals involved and potentially the sustainability of the network.  In some networks such as the Visual Arts Network and the Connecting the Activators network the delivery and administration functions were blurred with areas of both being delivered by the same person.

All networks allocated resources to practical costs such as the hire of venues, travel costs, accommodation, refreshments, tickets etc although where possible these were obtained free of charge or as an in-kind contribution from partners.  

Many networks employed companies or individuals to undertake aspects of programme activity where expert input added value.  Funding allocated to evaluation or the employment an external evaluator ranged from £800 - £6,500 with an average of approximately £3,000.  Many networks employed independent coaches or action learning facilitators with an average cost of approximately £400 per day. 

7.
EVALUATION – CAPTURING THE LEARNING

All networks undertook a formal evaluation of their activity and reported at mid and final programme stage to CLP.   A template format for evaluation was provided and the second stage networks received a briefing about the evaluation, both rationale and process, on receipt of their funding.  Given this it is perhaps surprising that several networks seemed to struggle with the process and perhaps undervalue its importance.  The detail and quality of evaluation reports varied widely with some networks providing very limited information and feedback.

Of those that did evaluate, a mixture of qualitative and quantitative data was collected through a range of methods:

· Semi-structured interviews with each individual participant 

· Group discussion 

· Personal course ambition statement 

· Network ambition statement

· Notes and training materials 

· Personal logbooks filled in throughout the programme

· Case studies: to charter individual progress 

· Phone interviews

· Structured questionnaires completed by the participants and submitted by email or over the phone. 

· Analysis of GVA (see impact section below)

Input was gathered from a range of stakeholders, the participants themselves, the steering committee, employers, facilitators and coaches.

It proved essential to build evaluation into programmed network activity from the outset and interestingly additional learning benefits were accrued from an integral evaluation process.  Building evaluation into the programme allowed individuals and the group to assess and chart their learning throughout and adjust the programme if necessary.  

Some networks required members to produce a written statement individually and as a group outlining their ambition or pathway for the network learning – this gave them a benchmark from which to assess their progress at various stages.  Reflective learning logs also proved successful in both charting progress but also supporting individuals in building personal reflective practice.

	Learning points

· Evaluation was most successful when built into the programme from the outset.

· When embedded in this way the evaluation process added value to the programme through a process of reflection and adaptation.




8.
COMMON CHARACTERISTICS OF SUCCESSFUL NETWORKS

What follows is a summary of the learning points identified throughout this report and reflecting common characteristics of successful networks.  

It is worth noting that several successful and impactful networks operated to differing extents outside these characteristics. There are no hard and fast rules for what makes good networked learning and these should be seen as a set of useful guidelines for network development rather than a set of fixed rules to be followed.

Purpose

A shared goal and vision for the network

· Where there was a clear sense of rationale for the establishment of a network – especially where this related to a common and clearly articulated issue or challenge - it provided a strong foundation for the overall development and individual engagement in a network.

A common real life challenge for the network to tackle as a group

· Collaborative activity strengthened the network and provided a process around which to build leadership development as well providing opportunities for celebration and dissemination of learning.

People 

Criteria for and recruitment of network members

· The membership and structure of a network will affect how it operates and what kind of learning can be achieved. Smaller closed networks make it easier to create an atmosphere of safety and trust and allow for deeper and more transformational learning.  Looser more open networks bring additional value through broadening input and extending the learning to larger groups.  

· A balance is needed between diversity of participation and synergy in level and ability

· Questions around access and diversity need to be given careful consideration from the outset if they are to be successfully addressed

Successful selection and retention of network members

· Clarity in selection procedure

· Clarity of level of experience and skills required for membership

· Clarity around time and levels of commitment required

· Proper consideration to an open and accessible approach to recruitment to enable diverse participation

Strong and early buy-in employers (where applicable)

· Engaging the support of employers was invaluable in ensuring participants engage fully with programme and were supported in bringing their learning back into the workplace.

· Employer engagement should be considered from the outset and throughout the programme.

Process

Good and properly resourced administration

· Clarity around management roles and responsibilities and properly resourced administration are essential for the network to function at its best.

Sufficient time and attention given to the development stage

· The lead-in time for setting up and recruiting for a new network is usually greater than anticipated – allow for as much time as possible.

· It is important for the network, both as a group and individually, to identify what success will look like from the outset.  Without clearly identified outcomes, it is difficult to obtain commitment from members and develop an appropriate learning mix. 

· Some networks involved “directed” programmes of learning and development decided in advance – others adopted an emergent learning model – a programme of events and activities emerged from the group in response to their discussions and needs, with the facilitator making it happen. 

· The development stage was sometimes used to good advantage in putting out tenders for various parts of the support programme, for example facilitation, coaching and mentoring.

· Early and formal sign up from network members to these commitments

Evaluation which is integral to and supportive of the process

· Evaluation was most successful when built into the programme from the outset.

· When embedded in this way the evaluation process added value to the programme through a process of reflection and adaptation.

Content 

A well structured programme which  

· Identifies and addresses individual learning needs

· Provides opportunities to share experiences with other individuals and organisations both within and outside the network

· Is given proper consideration from the outset to the focus, balance and timetabling of activity.

Individual learning

· There is a toolbox of successful individual focused learning processes from which to select.

· Individual focused learning was most successful when integrated as fully as possible into the overall programme and the participant’s workplace.

Group learning

· Group activity complemented the individual learning paths each member was taking.  

· Immersing groups in new contexts and situations breaks normal patterns of behaviour and expectations and facilitates new learning.

· Overnight stays and longer sessions provide invaluable ‘in between social space’ for informal network and relationship building.

· When getting input from experts take time to clarify and focus their input and allow participants time to share informal exchanges.

· Action Learning proved a particularly successful and sustainable method of group learning.

Use of facilitation

· Sensitive facilitation assists the establishment and progress of a network and can support its eventual sustainability.

9.
COMMON ISSUES AND CHALLENGES

The following were common challenges faced by networks:

· Insufficient time for initial planning and scoping of network needs

· Lack of clarity around personal and network aims

· Lack of synergy in network members existing abilities and aims

· Time pressure due to work and personal commitments

· Distance and travel where network members were dispersed

· Lack of support and understanding from members’ employers

· Issues around network management and co-ordination

· Creating a meaningful budget and raising sufficient funds to cover it

· Lack of understanding of the role and benefits of evaluation

10.
NETWORK IMPACT AND LEGACY

It is challenging to quantify the impact of over 450 individuals, spanning the creative and cultural sectors and across the UK, all engaging in focused and tailored 15 month leadership development programmes.  Unsurprisingly the impact of the funded learning networks can be seen on many different levels – on learning for the CLP itself and its programming and policy, on the individuals concerned, their organisations, regions and the whole sector.  

These and other themes of impact and sustainability are considered in more detail below and an overview of network impact and legacy can be found in the report conclusion.

10.1
Impact on CLP policy and programming

The support provided to the funded networks by CLP provided staff with ongoing learning which fed into the development of the CLP programming overall.  This was supplemented by an interim summary of the impact of the learning networks in early 2008.  In particular coaching, mentoring and action learning were identified as areas for particular support.

Successful features of networked activity also informed the content of Meeting the Challenge publication (downloadable at www.culturalleadership.org.uk) which drew on extensive research and an analysis of the lessons learned during CLP’s first phase of activity and identified ongoing priorities for supporting and developing current and future leaders including the 10 key priorities for CLP’s development:
· The need for a strategic framework  

· Diagnostic analyses & the person-centred approach 

· Bespoke Delivery models – including Formal Learning Opportunities 

· The Value of Work-based learning
· The Pivotal role of Networks
· Non-Executive Leadership
· Embracing and delivery diversity: 
· Transferable learning from the Cultural and Creative Industries:  

· International engagement.   

· Entrepreneurship  
These priorities went on to inform the development of the Meeting the Challenge Development Fund through which 22 Partnerships developed programmes which impact on individuals but also address whole organisational leadership development.  It has also informed the development of a third round of funding, Networks 2010 for networking senior and established leaders.

10.2
Impact on Individuals

All the networked programmes identified significant learning amongst individual participants.  The types of learning identified can be divided broadly into three levels:

Acquisition of Information which involves the acquisition of functional knowledge and skills in areas such as budgeting.  This area of learning was not the primary focus of most networks but where individuals and groups identified areas of specific need these were met by purchase of individual or group training.
Adaptive Learning which involves learning to become better leaders in practice by focusing on prior successes of self and others and the use of these as the basis for increasing understanding and developing future strategies.  Many of the networks experienced adaptive learning through a process of peer discussion and exchange sharing best practice, problem solving and providing support and information.  
Transformational learning is a deeper process involving critical reflection, reflective discourse, and action and is often seen as necessary to fully develop individuals’ leadership capacity.  Transformational learning may require challenging one’s fundamental assumptions and beliefs and reframing the problems or issues to be addressed.  This type of learning benefits from a safe and facilitated environment which many networks created through one-to-one and small group activity such as coaching, mentoring or action learning sets with the benefit of expert facilitation.  

What follows is a summary list of the individual learning identified in network evaluation reports – it falls into several broad categories

Networking and influencing  

· Contacts – gaining and extending

· Better understanding and knowledge of the sector/region

· Lobbying skills

Business management

· Functional learning around budgeting, fundraising, marketing

Working with people

· Understanding what motivates people 

· Understanding different learning styles

· Questioning and listening skills 

· Facilitation techniques in particular Action Learning Facilitation skills

Strategy

· Broader strategic view region/national/international

· Influencing beyond one’s authority

· Strategic thinking

Self awareness 

· Self reflection

· Seeing yourself as others see you

· Overcoming self-limiting beliefs

· Fuller understanding of what it means to lead

In addition to the learning above the majority of evaluations identified personal impact on some or all of the following

· Confidence

· Enthusiasm and motivation

· Ability to cope with ambiguity and change

· Stress management

· Able to take risks/make decisions

There is no doubt from the evaluation reports that the network programmes had a very significant and widespread impact upon the majority of participants.  This impact manifested itself in a multitude of different ways depending upon the programme and the particular circumstances of the individual participant.  Some participants made major career moves – whether promotions, new roles or on occasions complete changes of direction.  Some remained in their current roles but noted significant changes to their capabilities and approach.  

It is from conversations with network participants up to two years after completion of their programme that the common themes in terms of individual learning and impact emerge.  Some of these are detailed in the case studies attached to this report.  A number of themes emerge again and again in these conversations.  

The words ‘space’ and ‘time’ came up time and time again as people spoke about the unprecedented opportunity to focus to their own learning and development.   Many found understanding of and engaging with a practice of self-reflection became key to all aspects of their work – an understanding and critical appreciation of one’s own strengths and skills often proved as valuable as acquisition of new ones

Participants placed great value simply on the connections made through the programme both in terms of learning and peer support but also in group working and collaboration, connections which are ongoing still.  At a deeper level the opportunity to share issues and concerns with others also gave comfort in an appreciation that others faced the same issues and felt the same insecurities.

	Network examples

The South West Leadership Partnership evaluation reported that 63% of participants’ employers noticed that participants seemed more confident, have improved knowledge of industry and appreciation of the cultural sector. Employers also noticed that participants were more able to deal with stress, cope with ambiguity and manage change.

Jenny Goodwin of the Music Leaders Network commented ‘Whilst it is almost certainly impossible to measure the most profound changes brought about by the Network – the giant step changes in participants’ confidence levels, the increased self-awareness of those taking part – a number of more concrete outcomes also resulted from this women-only programme: three participants moved to new jobs and two Network members were promoted internally during the course of the programme; several Network members felt empowered to accept their first UK and international speaking engagements and others to take on new trusteeships and directorships; all reported significant changes in the way in which they were leading their teams and/or running their organisations or departments’ 




Personal impact can occur in very subtle ways – particularly for those leading artistic practice.  Sue Davies, Artistic Director, Siobhan Davies Dance Studios who took part in the Renegotiations network explained ‘nothing influences work directly, however the smallest things added to a rich ferment of existing influences… a lot of the (network) process was private but will later manifest itself in public but having undergone a transformation’

As a result it was particularly difficult to quantify impact and benefit in networks supporting artist leaders, with the result that the impact of those networks was harder to express.  Phelim McDermott of the Improbable network observed that ‘perhaps if something is genuinely valuable, it is by its nature not linear and not quantifiable? When you come to define value you reduce its sophistication and complexity.  It’s like a fractal landscape – as you try to define it you come down to smaller and smaller points and lose sight of the beauty of the overall structure.’ 

These impacts may be difficult to express – but they should not be underestimated - ‘Artists’ knowledge and the rigour they use to test how and what they make should be an essential ingredient when discussing the nature of cultural leadership and how artists are the initiators of cultural growth and exchange.  Artists contribute not only through the work they make but through the processes they use’.  Sue Davies

There is also a tension between the needs of artists to work within the system - to report and explain for the purpose of current and future funding especially as the cultural sector is now seen increasingly in terms of its economic impact - and need for them to be outside the system as commentators, agitators, innovators.  All the above have implications for the development of programmes to encourage artistic leadership which works both within and outside the system.
Further examples of individual impact can be found in the attached case studies.
10.3
Organisational impact
Although the focus of the learning networks was primarily on individual leadership development – the programme did have notable impacts on the organisations employing or led by participants. Some programmes like the FLO Leadership Consortium, which was made up of leaders of literary organisations, had made this an explicit part of the network programme.  

This was particularly true of participants who were in a leadership position within their organisation and so best placed to use and apply their own learning in that context.  Where participants had less influence in their workplaces, or did not have strong employer support, the organisational impact was more limited.

	Network example

The Mixed Art Venues Network was in many ways a model of networked organisational learning.  Their programme focused on a shared organisational need and has resulted in ongoing sharing of resources and best practice with visits between sites still occurring and plans going forward for continued shared working including research and knowledge transfer, joint projects and skills/knowledge development.
In the Embracing Chaos, Provoking Change Programme, the use of Open Space enabled the company to take the non-hierarchical ways they worked with their art into other areas such as politics and organisational structures and give it currency within them.  The programme totally changed how the company operated – moving away from old style meetings, increasing energy, improving communication and removing the separation between ‘artists’ and ‘non-artists’.  It is in the nature of Open Space to open out and extend its effects – but we didn’t anticipate how it would affect the company in the same way – we now look to the broader community and supporting that broader community is more important than specific theatrical productions’.  Nick Sweeting, Producer, Improbable.




10.4
Regional Impact

A number of networks were regionally focused and their evaluations identified 

significant local and regional impact – the South West network for example indentified £12,439,250 gross value added to the regional economy  detailed at below.)

	Network examples

The Manchester Arts Managers Forum provided a catalyst for discussion amongst groups of leaders around the profile and impact of the Manchester International Festival, opening up discussion between network members and more broadly through commissioned provocation pieces and open events.

The Liverpool Hub went from strength to strength following the lead taken during the period of CLP funding.  The group, now operating as Liverpool Arts Regeneration Consortium (LARC), are working on major programmes and partnering with local authorities, health trusts, schools and other agencies to create new employment and training opportunities for young people; give children new access to cultural activities, build new audiences and provide cultural leadership. Alistair Upton of the Bluecoat commented that “The funded programme contributed very significantly to the development of the group and its continued work and we have found other sources of funds from Thrive and Skill Works to continue parts of the programme,”
The ten cultural organisations who delivered the successful Newcastle Gateshead Cultural Leadership Programme went on to become a catalyst for the development of a wider programme across the North East which successfully applied for funding under the CLP Meeting the Challenge Programme.




10.5
Sector Impact 

Although harder to measure than individual impact, evaluations identified that several networks had significant impact on their sectors.

	Network examples

The Future Design Leaders Network set a precedent in the design sector around the development of design leaders which has been taken up more widely by the design sector.
The FLO Leaders Consortium helped improve connections across the literature sector and also meant a group of leaders working together on some key problems collectively rather than in isolation.   As one participant commented “I think it's led to more coop-etition (apologies for the jargon).  

In the Crafts Network final evaluation the largest positive response came to the question ‘To what extent is there now a national crafts network?’ One participant commented ‘I think I have seen the power of collective networks…. We were all working in silence really and didn’t have the opportunity to meet and get together and I think this has provided a space for us to do that.   That has been one of the most beneficial things for me, who my sector is, who my colleagues, who my peers are…’ The Network has a strong legacy of project working including several co-produced exhibitions and events.

The Stage Managers for Managers network was set up with the purpose of supporting stage managers to move into more general leadership roles within the performing arts sector.  At the end of the programme 50% of participants had made a hoped for career change – one participant commented ‘it’s only a matter of time before we (the sector) will all be wondering how we ever managed without it (the programme).

The Peer Leadership Network on Culture, Arts and Refugees was identified as having helped ‘form and inform practice and policy’ in the sector, through debates, presentations and workshops with representatives from Government, funding agencies, Non Departmental Public Bodies and public policy think tanks.




10.6
Economic impact

Economic impact at a quantifiable level is difficult to measure in relation to individual leadership development – however one network did undertake an evaluation of the Gross Value Added to the local economy.

	Network example

Creating Cultural Leadership South West used a method of gathering and reporting data on the economic impact of the programme based on requirements used for Dartington College of Arts funding. At the programme outset, participants were asked to note specific successes and achievements that would impact on their own or their organisations’ financial position which they felt were entirely or in part as a result of their participation in the network. Participants felt that it was not possible to attribute a financial value for every achievement (although it should be noted that these involved substantial qualitative gains) however the following are examples of key attributable successes to which a value could be attached.

Promotions/new posts/responsibilities 

· New post with a value of £20,000

· Career progression pay rise of £4,500

· New post with an increase of £2,000

· Increase of annual salary by 20%

Fundraising/job creation/new projects 

· Developing a Cultural Industries Framework securing £1million over 3 years

· Developing youth media project valued at £100,000

· Developing learning centre for after schools clubs valued at £300,000

· Creation of full time development officer post with a financial value of £300,000

· Pilot project in town centre valued at £200,000

· Improved service delivery to planning valued at a £400,000 saving.

People management

· Embedded staff appraisal system valued at £5,000

· Enhanced performance management of team with a value of £5,000 

The exercise identified a Gross Value Added of £12,439,250 and six new posts across two cohorts of the programme. This demonstrates that the programme had considerable regional impact in economic terms both in terms of immediately recordable financial value and the financial value that could yield over time as project ideas come to fruition and the impact of Strategic inputs have time to develop.




Specific financial impacts were identified by other networks – for example the Archive Network where one person reported landing £1 million extra funding as result of tackling issue in action learning set.   However none of the other networks undertook such the systematic approach taken by the South West Network.  

The range and variety of network experiences make it impossible to extrapolate the GVA identified by the South West programme (approximately £200,000 per participant) across all the funded networks but it does give an indication of the level of economic impact a successful leadership development network can have.

10.7
Sustainability of Networked Activity
Networks were funded by CLP for a 15 month programme and asked at the time of application to demonstrate sustainability beyond that point.  

Around half of the funded networks were still meeting or working together some two years after the completion of their funded programmes whether in a direct continuation or adaptation of their original structure.

	Network Examples

The Music Leaders Network continued to meet informally, primarily on a social basis but with a focus which naturally fell towards mutual support and guidance.  Attendance remained high including network coaches and the network champion. As Jenny Goodwin explained ‘the Network programme led to the creation of a solid and close-knit network of current and future leaders who have benefited and will continue to benefit from the knowledge and experience of each other.’  

The Women Leaders in Museums Network continued to operate after the period of CLP funding with the initial group of 24 unanimously in favour of continuing the network which was extended to a capped group of 40 members spread across the UK.  Its sustainability relied heavily on members making the network a key part of their Continued Professional Development (CPD), on an active steering group willing to create and host stimulating events, on inspirational women willing to speak for no charge, and a Chair able to take the administration of the group into their organisation.  As that Chair, Janet Vitmayer commented. ‘I am absolutely convinced this would not have happened without the initial injection of CLP funding’ 




With the majority of the other networks, informal links, connections and collaborations still continued between network members. As Ivan Wadeson of the Manchester Arts Managers Forum commented – the network acted as a catalyst and the definition of a catalyst is that when it creates the reaction it disappears – and in this respect it was not essential for a network to remain in place for its impact to continue’.

A number of networks used the CLP supported activity as a pilot for future developments based on identified achievements both on an individual and sector basis and developed programmes which have then successfully gained funding via other routes including CLP programmes such as Meeting the Challenge Development Fund including Step Change (now into a third cohort of participants) and the Newcastle Gateshead Cultural Leadership Programme.
	Network Example

The Mixed Art Venues Network went on to set up a joint venture - the Cross Art Form Venues Network company – which was referenced in the 2008 DCMS Creative Britain Report and subsequently earmarked for £1.8 million funding from the UK Film Council.  The network led to key research studies ‘The Art of With’ by Charles Leadbeater which explores what the advent of the web, collaborative practice and open source ways of working mean for the arts and artistic practice and which has had a fundamental effect on Cornerhouse’s organisational planning and Embracing the Desire Lines - Opening Up Cultural Infrastructure in which Tom Fleming explores the implications of a more open and collaborative practice for “bricks and mortar” cultural infrastructures.




11.
NETWORKS AND NETWORKED LEARNING IN OTHER CONTEXTS

There is increasing interest across other sectors in the application of networked activity and a plethora of activity across different sectors of the UK economy and particularly of late in the public sector. Networks are being investigated as drivers for a number of purposes including corporate and research innovation, organisational engagement and, as with the CLP programme, for leadership development.  The majority of funded programmes tend to focus around the application of a given model.  

A major programme of networked learning activity in the school sector – the Networked Learning Communities programme was launched in September 2002 by England’s National College of School Leadership (http://www.nationalcollege.org.uk/networked-learning). This programme, the largest of its type in the world, featured an approach which included:
· Sharp focus on shared learning objectives: “a learning network has as its primary functions that of linking, coordinating and facilitating joint work and promoting collaborative solutions to common learning issues”.

· Common ground of the participants – drawn from schools, and mainly either head teachers or members of school leadership teams

· Investment in support to the networks – facilitation and administration

· Investment in research into what makes the networks effective, and sharing good practice in the process of running networks

The National School of Government has set up Leaders UK - a collaborative leadership development programme for senior managers operating in delivery or policy roles. It brings together people from all parts of the public service system. (http://www.leadersuk.org/)   
In the Local Government Sector the Improvement and Development Agency for local government has set up Communities of Practice for Local Government (http://www.communities.idea.gov.uk/) - a website that supports collaboration across local government and the public sector. It is a freely accessible resource that enables like-minded people to form online communities of practice – hundreds are currently hosted and supported by collaboration tools that encourage knowledge sharing and learning from each others’ experiences. 

Networks of funded Action Learning Sets (as described in more detail above) have been established in a number of sectors – a major programme of cross sector action learning has been set up by the National Policing Improvement Agency (http://www.npia.police.uk/en/1631.html, meanwhile the Alliance of Sector Skills Councils has piloted and is now making plans to extend programmes of Action Learning Sets across SMEs as part of its All Sector Management and Leadership programme (http://www.sfbn-mandl.org.uk/leadermodel.html
Some organisations are looking at networked activity more broadly as a source of engagement and innovation – for example the Royal Society of Arts (RSA) who in 2007 engaged in a major process of change, seeking to transform itself into a ‘network for social innovation’ moving from a traditional hierarchical large scale organisation, to a much more connected and porous network focused on positive and powerful social change.  The lessons learnt during this process – as outlined in their publication ‘Principles for Networked Innovation’ (available online at www.thersa.org) chime with and provide an adjunct to the learning from the CLP funded networks.

The National Endowment for Science, Technology and the Arts (NESTA) have investigated the potential for collaborative relationships established through networks as a driver of innovation – in particular ways in which ‘learning networks’ are particularly important for processes of open-ended, exploratory innovation and can produce breakthrough outcomes.  A study of 14 UK-based managed professional and academic networks (Exploring Networks, Joining the Dots) identified that learning networks do catalyse unanticipated collaborative activities and enable resources to be rapidly mobilised from a wide range of sources in response to changes in the environment and emerging opportunities.  However demonstrating the value of networks both to participants and funders is problematic. 

Interestingly it has not been possible to identify any examples of similarly diverse and experimental programmes of funded network activity as the CLP Funded Network Programme.   The NESTA report above identified that the benefits of establishing relationships for exploratory purposes is, by definition, uncertain whilst the costs of management and participation, are not.  ‘Tracking the economic impacts that these networks have ‘down the line’ is an important – though mostly unaddressed – challenge’.
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CONCLUSIONS
It is almost impossible to quantify the combined impact across the creative and cultural sector of over 450 individuals engaging in this programme of focused and tailored 15 month leadership development networks.  At its most basic, the programme engaged hundreds of emerging, mid-career and current leaders in a personal process of learning, awareness raising, articulacy and advocacy around leadership development.

As already identified – there are difficulties to be encountered in quantifying the impact of networks and network learning – and this is reflected in experience beyond the sector as identified By NESTA.  That said, it is beyond question that the impact of the programme was both broad ranging and in many cases deep seated.  As explored above, significant impacts were demonstrated at individual, business, regional and sector levels.  In addition ongoing legacy continues to come not just from the huge amount of individual learning but also from the bonds and connections that were formed between participants and which continue to support further development into the future.

In addition it is important to take into account the peripheral impact of the programme on the hundreds of colleagues who worked alongside network participants as well as those who attended the events and read the publications they produced.  The application process itself, the awareness raising and the 134 applications received, will have impacted on the many people who went through the thinking and planning process of putting of these together.  Some reported a ‘culture of learning’ which participants took back into their organisations, on the effect that their example had on peers who then sought out their own leadership learning opportunities and on the creation of a culture of mentoring where participants gave their time to support and mentor others.  At the time of writing the CLP Networks 2010 programme is about to start – building on the learning from this programme – and the consistently high quality of submissions are testament to a broader and deeper understanding of networked learning across the sector.

Strong evidence emerges from conversations with network members, held a year or more after the programme, of the sustainability of network relationships both through continuation of networked activity and in more informal ways.  There are numerous examples of working relationships, partnerships, projects and collaborations which are still in existence and still emerging many months after the completion of the funded networks programme.

In conclusion it is clear that the programme met CLP’s original ambitions.  It succeeded in offering a relatively low cost way of supporting learning and development and built long-lasting relationships at an organisation and individual level, thereby encouraging sustainability and embedding a culture of leadership learning across the sector.
Hilary Jennings
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Annex 1

Summaries of all the Funded Networks and indication of CASE STUDIES where available

	
	Network


	Summary
	Partners and participants

	
	First Round Of Pilot Networks



	1
	Crafts Network - 
	The crafts network supported seventeen leaders emerging and current leaders from craft organisations including galleries, museums, funding bodies, guilds, audience development and touring organisations across the UK craft sector in a learning programme focused on:

· Sharing 'best practice' in a non-competitive way 

· Support and potential peer mentors

· Sharing information, issues and ideas and having access/direction to business & artistic development skills within the same discipline

· Enabling self-reflection on management practice – a sounding board

· Enabling personal growth and confidence

· Enhancing awareness of career paths within the craft sector, knowing what else is out there and what can be aspired to, thus increasing the likelihood of retaining good people in the sector

· Critical thinking and analysis of the changing climate in the sector and the arts more broadly.
CASE STUDY – p61
	Bluecoat Display Centre, Cornwall Crafts, Manchester Craft and Design Centre, Craftspace, Devon Guild of Craftsmen, Craftspace, Walford Mill Crafts, Willis Newson, Crafts Study Centre, Bury St. Edmunds Arts Gallery, Clerkenwell Green Association, Devon Guild of Craftsmen, National Glass Centre. London Printworks Trust, Flow Gallery, Brewery Arts, Contemporary Craft Fair & Devon Guild of Craftsmen

	2
	The Future Design Leaders Network - NextNet
	As part of the Sector Skills Agreement undertaken by Creative & Cultural Skills the DSAP identified a need for mid-career designers to be supported to achieve their full personal and professional potential. The network was a mechanism for fostering and supporting emerging leaders in the design industry and testing its viability as a sustainable, long-term model. The network was intended for mid-career designers and design managers, in key positions (creative/art directors, heads of strategy, managing directors, etc.) 13 companies participated each involving a current leader and future leader. Network activity included a mix of cross-disciplinary mentoring (from existing leaders), NextLab Skills Seminars and informal networking.
	Led by the Design Skills Advisory Panel including The Design Council and The Design Business Association.  Participating companies included Digit, IDEO, Johnson Banks Seymour Powell, Tangerine, Virgin Atlantic and Xerox Europe.

	3
	Embracing Chaos, Provoking Change

	This pilot eexplored alternative approaches to cultural leadership by building on the artistic practice of Phelim McDermott, co-artistic director of Improbable. Dissatisfied with traditional hierarchical styles of leadership, Phelim has sought ways of empowering individuals to follow their own sustained creative journey whilst still attending to the health and spirit of an organisation.  The programme enabled Improbable to continue their research into alternative, artistically driven leadership models and to host an ongoing programme of Open Space (Devoted and Disgruntled), World Café and other initiatives with the arts community and beyond. 

CASE STUDY – Phelim McDermott and Nick Wood  - p72
	Led by Improbable

	4
	FLO (Friendly Literature Organisations) Leaders Consortium 

	The seven individuals in this network were an existing network of leaders of key literature organisations.  The funding allowed them to open the network to the larger literature, cultural and social sectors. Key issues the group focused on included succession planning and advocacy. The partners held an annual residential learning week using the time to work on problem-solving and exploring joint projects, including other staff members as appropriate. In addition each member of the group identified personal training needs (including secondments in business settings, shadowing leaders in other organisations and adopting mentors), which fed into the wider group work. 

CASE STUDY – Geraldine Collinge – p70
	Participants were Geraldine Collinge, Apples & Snakes; Jules Mann, Poetry Society; Emma Hewett, Spread the Word; Chris Meade, Booktrust; Chris Holifield, Poetry Book Society; Ruth Borthwick, South Bank Centre; Stephanie Anderson, Arvon Foundation

	5
	The Library Leaders Network


	Two networks: one for emerging leaders (located in the East Midlands and East) and one for mid career leaders (located in the West Midlands and West) in public libraries. All the participants had taken part in the Leading Modern Public Libraries development programme, so joined the networks with a considerable amount of shared language, understanding and experience about leadership. 

Each network involved an initial 24 hour residential followed by a programme of facilitated action learning sets.  Each participant worked on a leadership issue or problem and used the group as a vehicle to explore it, develop skills and approaches which will be applied to it in practice.


	Key partners were Society of Chief Librarians, Museums Libraries and Archives (MLA) and FPM. Participants were drawn from the following City and County Councils: Nottinghamshire; Lincolnshire; Bedfordshire; Nottingham; Essex; Suffolk; Leicester; Northamptonshire; Derbyshire;

Gloucestershire; Borough of Poole; Birmingham; Coventry; Somerset; Shropshire; Dorset; Wolverhampton; Devon; Solihull Metropolitan Borough Council 

	6
	The Liverpool Hub 

	An existing grouping of leaders of major arts organisations in Liverpool which had taken on a more strategic and pro-active role as a result of the City of Culture 2008 award. The funded network enabled them to create a two-year action learning programme to test new ideas and best practice in developing leadership against the backdrop of the build up to Liverpool European Capital of Culture 2008, a unique “laboratory” for cultural leadership. 


	Participants and partners were Deborah Aydon and Gemma Bodinetz, Liverpool Everyman/Playhouse; Bryan Biggs and Alastair Upton, Bluecoat Arts Centre; Lewis Biggs, Liverpool Biennial; Michael Elliott, Royal Liverpool Philharmonic; 

Christoph Grunenberg and Andrea Nixon, Tate Liverpool; FACT; Graeme Phillips, Unity Theatre; Common Purpose Merseyside

	7
	Music Leaders Network
	The commercial music industry had no precedent for a funded network of this sort.  They created a peer grouping of twelve emerging business/creative leaders primarily from the independent music sector.to contribute to the growth of a new culture of leadership in the commercial music industry that will benefit both individual businesses and the sector as a whole.  The original objectives of the Network were:

· to identify, articulate and build on leadership within the music industry;

· to facilitate the sharing of skills and expertise within and across the Network;

· to develop an ongoing, open and sustainable structure for leadership development via networks;

· to add value to existing leadership and management development programmes in the sector;

· to establish links with other business networks for the two-way exchange and application of knowledge and skills;

· to act as a think tank for leadership in the music industry; and to disseminate examples of leadership and skills initiatives across the sector
Although not originally planned as a single sex network all those nominated were women.

CASE STUDY – Clare Hudson – p77
	Led by the Creative & Cultural Skills Music Advisory Panel and the Music Publisher’s Association.  Network members included (jobs at time of network) Elizabeth Bell, Royal Opera House, Jenny Goodwin, MPA (Music Publishers Association), Remi Harris, AIM (Association of Independent Music), Stephanie Haughton-Campbell, MTV, Ayesha Hazarika, EMI Group, Anna Hildur Hildibrandsdottir, Icelandic Music Export, Clare Hudson, Hudson PR, Paulette Long, Westbury Music Ltd, Sarah O’Brien, PPL (Phonographic Performance Ltd), Jane Pollard, Beggars Group, Charlotte Ray, PRS Foundation, Ann Richards, The Royal Opera,



	8
	Newcastle Gateshead Cultural Leadership Programme 

	This collaborative network project focused on creating ambition and confidence at all levels in the cultural sector. Many of the member organisations had experienced considerable recent growth and were seeking to "perform after the storm". The network aims were to

· Create a robust leadership framework.

· Build the next generation of leaders from within the region.

· Build a network of mutual support and challenge

· Identify and develop partnerships internationally

· Work with the public and private sector to share best practice

Each partner contributed elements of the programme which buillt on core strengths, including local government liaison, media training, resource development, blue skies thinking, bidding processes. Twenty individuals undertook an intensive training with elements of the programme made available to the wider sector across the region. 
	Key partners were Baltic Centre for Contemporary Art; Dance City; Live Theatre; The Sage Gateshead; Seven Stories, Centre for the Children’s Book; Tyneside Cinema; Theatre Royal Newcastle; Northern Stage; Tyne & Wear Museums; Northern Cultural Skills Partnership and NewcastleGateshead Initiative

	9
	Black Producers Group 
	This network consisted of five producers from across the country which had consolidated itself as a steering group for the initiation and development of a wider national network of emerging and established Black and Asian producers. The funded programme enabled the network to implement group and individual development programmes. Programme activity included working with specialist consultants and secondments to national and international venues and festivals, the focus being to make links with the commercial sector and other cultural industries, create international partnerships and enable and profile current and future generations of Black and Asian producers across art forms. 
	Participants were Talita Moffatt, Freelance Producer; Karena Johnson, Contact Theatre, Manchester; Garfield Allen, The Green Room, Manchester; Natasha Graham, Freelance Producer; Amanda Roberts, The REP, Birmingham.

	10
	Creating Cultural Leadership South West 
	This network grew out of a previous programme involving delegates from across the cultural sector (arts, sport, media, built heritage, museums libraries and archives, and tourism) in the South West. To the initial 27 delegates, a further 24 emerging and mid-career leaders were added, all of whom undertook a range of leadership development activities including supported learning groups, residential workshops and one-to-one coaching, over a twelve month period. The purpose of the network programme was to challenge thinking, encourage cultural leaders critically to evaluate their practice and to support change, mobility and capacity building across the sector as a whole. The partnership was coordinated on behalf of Culture South West and the regional cultural agencies, by the Centre for Leadership Studies at the University of Exeter and Dartington Creative Enterprise at Dartington College of Arts. 

CASE STUDY – p63
	Partners included Arts Council England South West, South West Screen, Sport England South West/ Skills Active, South West Tourism/ Tourism Skills Network, MLA South West, English Heritage and Heritage Lottery Fund, with emerging and mid career leaders from a diverse range of organisations such as Knowle West Media Centre, Creative Partnerships, Tyntesfield, Fleet Air Arm Museum, Plymouth and West Devon Record Office, Suited and Booted, Cornwall County Council, Tewkesbury Borough Council, Natural England, Plymouth University, Roman Baths Museum and Pump Room, Bath.

	11
	Step Change 

	Step Change was a collaborative project sponsored by four London-based performing arts organisations, aimed at offering opportunities for early-career development for individuals with the potential to become leaders in their field. The programme was designed to provide members of staff from the partner organisations and others (including a number of freelancers) with both semi-formal learning opportunities (seminars, master-classes and peer learning) and the chance to undertake a secondment in a different role in a partner organisation. 

CASE STUDY – p87
	Key partners were Battersea Arts Centre; National Theatre; Royal Opera House; and the Young Vic.  Participants and placements from LIFT, Greenwich & Docklands Festival, The Mayor’s Office, Soho Theatre, Deutsche Bank, The Globe Theatre, Gate Theatre, Oval House.

	12
	Visual Arts Network 

	The starting point for this network was a unique collaboration between Modern Art Oxford, Arnolfini and Camden Arts Centre to create a cross-organisation touring programme. Through the CLP network a legacy of sustainable programmes and practices enhanced each organisation's future artistic and operational effectiveness and enhanced leadership opportunities for staff, new model induction programmes and ongoing peer network groups. The Network was committed to providing a wider learning experience for the contemporary visual arts sector
	Key partners were Modern Art Oxford; Arnolfini; and Camden Arts Centre 



	13
	Women Leaders in Museum Network WLMN 

	This network built on an existing informal network of senior women managers in museums by providing a professional facilitator and structured action learning approach to personal development. It aimed to embed a culture of support and development for existing and emerging women leaders in museums and help diversify the leadership of the sector. It also developed a framework in which senior women managers in the museums sector could support the learning of emerging and mid-career leaders. The network established links with other women’s professional networks for a two-way exchange and application of knowledge and skills, promoting the role of museums in the creative economy. 

CASE STUDY – p89
	Partners included Manchester Museums and Galleries; Culture North West; The Museums Association; The National Museums Directors’ Conference; Renaissance in the Regions programme, Harris Museum and Art Gallery, Preston; Victoria and Albert Museum; University of Manchester; Tullie House Museum and Art Gallery, Carlisle; National Railway Museum; York Museums Trust; University of East Anglia; Norfolk County Council; Horniman Museum; Compton Verney; and The Government Art Collection 

	
	Second round of networks



	14
	Future Compositions 


	A network of 5 BME artist musicians (composers, recording artists, running their own bands and managing/producing music projects) looking at what leadership means for a freelance artist and how artists can be developed as leaders whilst at the same time bringing the genres of theatre and music together.  The network sought to create a group of artists able and prepared to act as advocates and new voices in the cultural sector as role-models for other BME artists and practitioners.
	Led by NITRO.  Participants were Alex Wilson, Joseph Roberts, Allyson Devenish, Josie Benson and Trevor A Toussaint.

	15
	Players Network 

	This network was set up to provide leading and emerging black artists, managers and producers with transferable and flexible leadership strategies and tactics to enable them to grow their own careers. This was done through a programme of high level leadership master classes led by high profile black managers and an individual and supported professional development plan for each participant.  
	Led by Black Arts Alliance

	16
	Broad Horizons 
	This network was set up to develop solutions to underpin the members’ vision and values for nurturing cultural leaders. Their aim was to empower people, to be proud of who they are and good at what they do, learning from past mistakes and creating modules for success. 
	Core participants were - Deborah Sawyerr, Deborah Williams, Josephine Melville, Leon Robinson, Sem Sem-Kuheri

	17
	Chinese Arts Centre – Cultural Leadership Network 

	This programme worked with ten mid-career artists and arts professionals of Chinese descent, selected by open submission, through bursaries developing personal action learning plans and including a work placement. 
	Led by the Chinese Arts Centre

	18
	Connecting the Activators 
	Learning network for an identified group of ten artistic and cultural leaders working in the live art, interdisciplinary and new performance sectors. All 'activators' - artistic leaders working to establish artist led platforms, networks and initiatives in their regions. The programme focused on a self directed action learning network with peer-to-peer mentoring, group learning and opportunities for shadowing, international visits and coaching. 
	Led by New Work Network

	19
	Creative Renewal Consortium –Leadership and Equality
	Developed by partners who collaborated in the UK's largest cultural diversity programme, the consortium addressed barriers to leadership opportunities in the arts and cultural sector through a network of 15 peers, undertaking individual and group mentoring and development programmes. 


	Key partners were Cape UK, CC Media Connections, Musicans in Focus, National Campaign for the Arts, Prevista, Showhow and Soundsense

	20
	Disability Action Learning Initiative - DALI
	Led by 5 disabled arts managers and practitioners, DALI looked at Action Learning as a focus for developing leadership skills within the arts sector across the country and with a particular focus on the needs of disabled leaders.

CASE STUDY – Michele Taylor – p65
	Participants were Chris Hammond, Moya Harris, Sarah Scott, Michele Taylor, Liz Crow

	21
	Leadership in the Mela Sector

	This network brought together the peer group at the core of the European Mela network to become ambassadors for the sector, sharing good practice and mentoring local mela. The programme included personal development plans, peer residential experiences international visits.

CASE STUDY - Mohamed Sarwar – p68
	Key partners were Baishaki Mela, London; Belfast Mela; Bradford Mela; British Arts Festivals Association; British Council, New Delhi; European Mela Network; Independent Street Arts Network; Indian Council for Cultural Relations; London Mela; Multi Asian Arts Centre, Rochdale; New Art Exchange, Nottingham; Oriental Arts, Bradford; Visiting Arts; West Zone Cultural Centre, India

	22
	Leading Edge  
	A network for five emerging arts leaders with learning disabilities/difficulties working through an intensive two-week leadership course, weekend seminars and training opportunities focusing on key leadership skills. 
	Led by Mind the Gap

	23
	Archives Learning Networks 
	A networked programme of three action learning networks for archives managers in England, 32 drawn from a pool of 50 archives managers from the LAM programme. 


	Key partners were FPM; North West Regional Archives Council; Royal Geographical Society; Society of Archivists

	24
	Manchester Arts Managers Forum  MAMF
	Building on an existing network of senior managers of Manchester’s city centre based venues and organisations to develop innovative leadership at the heart of arts organisations through two peer networks with individual CPD programmes – one for senior management and a parallel network of emerging and mid-career managers. 


	Key partners were BBC Philharmonic; Bridgewater Hall; Castlefield Gallery; Chinese Arts Centre; Contact; Cornerhouse; Green Room; Library Theatre; The Lowry; Manchester Art Gallery; Manchester Camerata; Manchester Jewish Museum; Manchester Museum; Museum of Science & Industry; The Opera House and Palace Theatres; the Royal Exchange Theatre; Royal Northern College of Music; Urbis and Whitworth Art Gallery

	25
	Mixed Art Venues Network 
	An exploration of the leadership tools required to enable arts organisations to embrace personalisation in service delivery by leaders of moving image focused mixed art form venues. 

CASE STUDY – p75
	Key partners were Watershed, Bristol; Cornerhouse, Manchester; Showroom/Workstation in Sheffield; Broadway in Nottingham; FACT, Liverpool; Tyneside Cinema; Newcastle

	26
	Peer Leadership Network on Culture, Arts and Refugees 
	Creative Exchange worked with seventeen mid-career and emerging leaders in ten arts organisations across the UK, to promote an exchange of knowledge and expertise and to advocate at a strategic level for the arts and refugee sectors. 

CASE STUDY – p79
	Arts in the Community Programme, Portsmouth City Council, South East; Cardboard Citizens, London; Creative Exchange; Exiled Writers Ink!, London; Greenwich and Lewisham Young People’s Theatre, London; Oval House, London; Pan Centre for Intercultural Arts, London; Paragon Internationals, Glasgow, Scotland; Photovoice, London; Small World Theatre, Cardigan, Wales; Sound It Out, Birmingham

	27
	Renegotiations
	A network for mid-career performing arts practitioners with a track record of artistic innovation, teaching or mentoring who aspired to change direction or think differently about their practice – a self-led programme of conversation, co-mentoring and reflective learning. 

CASE STUDY – Sue Davies – p82
	Led by Total Theatre Network  Participants were Sue Davies, Artistic Director, Siobhan Davies Dance Studios, Rose English, Independent Theatre Maker; Tyrone Huggins, performer playwright and engineer; Dick McCaw, Director and founder of Actors Touring Company; Ian Spink, Choreographer and Director and Lois Weaver – Independent Performance Artist and Director.



	28
	Safe Hands Governance Development Programme

	Focusing on sector governance this was a programme of grass-roots facilitated engagement bringing together a wide variety of people in paid and voluntary leadership roles to identify areas for development, address such issues and incorporate them into their organisations, leading to a vibrant cultural ecology in the county and wider region. 
	Key partners were The Works Dance and Theatre Cornwall, Kneehigh Theatre Company, Duchy Opera, C-Scape Dance Company, Acorn Theatre, Sterts Theatre

	29
	Aarohan Leadership Programme
	A network for twelve South Asian professionals with the ability and passion for creating a leadership role for themselves in the cultural sector, aiming to influence and shape the sector’s development in the future through a programme of peer development, work placements and a focus on legacy and sustainability. 

CASE STUDY – Skinder Hundal – p58
	Led by Sampad

	30
	Stage Managers for Managers SMfM

	A programme to help and support experienced, professional stage managers with leadership potential to bridge the gap between hands-on project management and more senior managerial roles in the cultural sector.  A core group of 15 benefited from an intensive pilot development programme. 

CASE STUDY – p84
	Led by Stage Management Association with key partners ITC; English Touring Theatre; Young Vic, Catherine Wheels; Big Creative Ideas


Appendix 2 

Case Studies: Networks and Participants

Aarohan Network

Skinder Hundal

The Aarohan network was set up to support the development of South Asian professionals working in the cultural sector to more from emerging to emerged leaders.  There was recognised under-representation of BME groups in senior leadership posts, and where it existed, leadership from the South Asian sector was mostly reflective of a senior generation who received their formative training and skills in another country and had been able to successfully apply those in the UK context.  There was, without doubt, a burgeoning talent, interest and ambition for leadership among the younger British Asian population and the subsidised sector, particularly organisations committed to serving diverse communities, required the energy, dynamism and drive of a new generation of young south Asian professionals.

Skinder Hundal was involved in the programme from the outset, working with Piali Ray, Director of sampad to develop the successful application to CLP.  The network programme aimed to provide twelve South Asian individuals with an integrated framework of support including a series of structured visioning retreats, an individual entrepreneurial challenge and mentoring and coaching opportunities.  

Participants were selected through a national recruitment programme and were expected to have made notable progress in their career to date demonstrating self-awareness and a motivated personality and be able to clearly articulate potential to further expand their reach, profile and status. 

A development needs analysis for each participant was followed by a series of visioning retreats.   The first focussed on ideologies of leadership, understanding the context of the cultural sector with a particular focus on South Asian and cross cultural arts, setting up of entrepreneurial challenges and visualising success.  The second retreat focussed on skills acquisition and identified areas of weakness including governance and charity law, financial planning, understanding media and journalism, delivering high level communication and the role of technology in the 21st century.  The third retreat focussed on South Asian dance and heritage, policy and cultural context, shifting landscapes and intercultural cities and how the arts and cultural sector relates to it. 

The retreats involved input from inspirational leaders such as Jatinder Verma (founder of Tara Arts), Hardeep Singh Kholi (TV presenter, cultural commentator and writer) and Yasmin Alibhai Brown (cultural commentator and writer).  Skinder noted that stimulating environment and the input of inspirational role models had a long term effect on his thinking around leadership.  He gained a clearer understanding of the balance between leadership with management, of the importance of communication and the presence and profile of the leader.  He became clear that art doesn’t exist in its romantic bubble but as a growing sector within the broader context of society, economy and the environment.

In addition to the retreats, each participant undertook an entrepreneurial challenge intended to provide them with an opportunity to lead and deliver a challenging productive partnership relating to the creative sector.  The process included focused sessions at each retreat to present, review and explore their projects in front of a high level panel, as well as mentoring and coaching support from the sampad team.

Skinder’s personal challenge was to instigate an international music and arts movement called Urban Jungli, a non commercial village unearthing raw musical and artistic talent.  This was achieved with the new group forming, including identities from Nepal, Panjab, Sicily, South Africa, USA and the Caribbean.  In their first year UJ received financed commissions from the BASS festival and bookings from key festivals like Shamabala and Gigbeth.

The support of inspirational and empowering mentors like Piali and Ranjit Sondhi (Chair of sampad), sharing their knowledge, wisdom and experience, was an invaluable part of the programme for Skinder and instilled in him a critical check and challenge approach which he now applies across his working life.  He acquired a range of skills and knowledge during the programme including communication techniques both media and written, an understanding of collaborative and entrepreneurial working and an understanding of his own strengths and weaknesses.

The Aarohan programme had a direct impact on Skinder’s next career move. Whilst delivering the programme, and in his opinion, as a direct consequence of the environment created by the process, he was invited to apply for the position of Chief Executive of the New Art Exchange.  

Network members still work together on long term projects and collaborations and, Skinder.feels, with a different level of conversation and dialogue and a growing sense of confidence.  ‘The group has shifted a gear - approaches for collaboration now involve deeper and more critical thinking amongst colleagues.’ The Aarohan network achieved a critical mass amongst its participants in terms of skills, knowledge and extended networks.  These will, in the long term, benefit other BME communities and individuals thinking of careers in this sector, and also enhance the profile and scale of the work they are currently planning and delivering thus impacting positively on the sector.

Crafts Network

Craft is an under-represented art form which needs strong leadership to bring it into the public’s eye. The comprehensive research study on the craft sector ‘Making it to Market’ (2006) published by the Arts Council England describes the Craft sector as having  a strong potential and economic input in the UK’s cultural and economic industry.  The network was set up to support the continued professionalisation of leadership within the craft sector by focusing on the development and impact of a network for a currently fragmented and isolated group of emerging and mid career leaders.   
Members were selected by a steering group on the basis of at least one representative from different geographical regions across the UK and to stress and incorporate the diversity of the sector itself.  Participants from craft organisations include galleries, museums, funding bodies, Guilds, audience development and touring organisations. The project addressed 4 mid career leaders, 8 current leaders and 5 emerging leaders from the craft sector. 

The project sought to support individual leaders by:

· Sharing 'best practice' in a non-competitive way 

· Support and potential peer mentors

· Sharing information, issues and ideas and having access/direction to business & artistic development skills within the same discipline

· Enabling self-reflection on management practice – a sounding board

· Enabling personal growth and confidence

· Enhancing awareness of career paths within the craft sector, knowing what else is out there and what can be aspired to, thus increasing the likelihood of retaining good people in the sector

· Critical thinking and analysis of the changing climate in the sector and the arts more broadly.

The network held five two day sessions at craft specific or related venues throughout the country including Mima, The Devon Guild, The Design Council and the Craft Study Centre in Farnham. Each session involved a guest speaker, a visit to one or more art/ craft venues, a social occasion and invited specialists from the individual region and was designed to provide:

· An opportunity for learning and development through visiting sites of interest for this community throughout the UK and possibly further afield.

· Presentations from high quality trainers on key areas of interest for craft leadership development such as individual leadership, sector and market leadership and future leadership.

· Lectures/seminars from world leaders in the field on sector specific areas of interest (eg Craft Dealer Adrian Sasoon) followed by discussion and critical debate with the speakers and the group.

· A purely social element for informal networking and peer group bonding

During the leadership programme three emerging leaders became a current leader by taking on directorial positions within strategic crafts organisations.  

‘I cannot of course, say whether this (new role) would have happened without the CLP programme.  However, having had some time for self-reflection in the lead up  to the opportunity was extremely beneficial, as was being equipped with the tools to take e a considered decision about whether or not to go for it.’ – network participant

At the end of the programme the group held a one day conference, Acts of Daring in Liverpool during the City’s year as European Capital of Culture.  A planned legacy was the development of regional crafts networks – in collaboration with the Crafts Council. A Network member “hub” was established in each region to act as the conduit for information, build links and provide a focus for a more effective collective voice for the sector. After a rather slow start, 2010 will see the development of network events in Devon, the West Midlands, London and the North.

“I think I have seen the power of collective networks and the way one might galvanise those and harness skill and expertise much more… we were all working in silence really and didn’t have the opportunity to meet and get together.” 

A national network was created between those who participated in the programme – partnerships were established which are now developing short and long term projects and touring exhibitions

 “I felt a real sense of connection and possibility and realised that if we want to make a step change in our sector, that the sum of the parts is greater than any one part.  We can make a difference individually but if we channel it through a strong collective voice and action then it has potential to be very powerful.”    

Network participants

Creating Cultural Leadership South West
Creating Cultural Leadership South West built on a previous pilot and was jointly funded by CLP, Dartington Creative Enterprise at Dartington College of Arts, the six regional Cultural Agencies, Culture South West and the Centre for Leadership Studies at University of Exeter. 

The programme focussed on the delivery of:

· A development year for the pilot group of 15 mid career leaders 

· A programme for 24 emerging and mid career leaders

· A facilitated action learning group for nine “established leaders” 

· Two open Leadership Networking events (The Big CONNECT).

The network was cross cultural having participants across arts, cultural heritage, tourism and sport.

“We all face remarkably similar challenges and yet we’re all very good at staying in our bunkers. I think I’d be far more willing to take the initiative in contacting external bodies/agencies to look for mutually beneficial ways forward.” Participant Cohort 1
The programme was widely publicised and recruited through open application and selection interview. This process recruited participants committed to individual and collaborative learning resulting in high attendance figures. 
Those involved in the original pilot were offered four facilitated sessions groups based on their identified leadership needs and supported by a small budget for associated costs.  The opportunity to self-define was appreciated. 

“The opportunity to design our own programme around the needs of the learning group has been the biggest single factor in maintaining the engagement of the members ….. a group dynamic has developed which enables us to manage our time in such a way that we are able to meet individual and group needs equally well even if it means at times some sessions you are contributing to others learning more than developing your own.” Participant
The programme for emerging and mid-career leaders comprised individual coaching (including setting a personal development plan), peer support through learning groups and four residential workshops exploring issues of self and cultural leader, the self and leader within, self and others and self and the sector. This structure provided spaced repetition for leadership learning and regular points of contact with the programme

Programme evaluation focussed on delegate learning experience, delegate outcomes and impacts and programme management.  Some participants commented that the evaluation process helped them make sense of their experience. Two employers commented that being asked to take part in the evaluation prompted them to talk to their employees about the impact that the programme has made on them. 

“The programme has come at a good time– her project has gone through a radical change in funding and is moving into a new phase. The programme has helped her to deal with these changes in a very positive way and cope with the complexities and uncertainties better than she would have been able to in the past.” Participant’s Employer 
The Programme Director function was split across three people; Sue Kay, Josie Sutcliffe and Mary Schwarz taking the opportunity to test a distributed Leadership model one leading on programme design and planning and external liaison, one on learning group, coaching and delegate support and one on scheduling, delivery, evaluation and quality assurance. Overall the model worked well with each director able to support the others whilst allowing the programme to benefit from a broader range of skills.  The directors were supported by a Steering Committee; comprising representatives from sponsoring agencies.
The programme made a considerable impact on both participants and their organisations. An attitudinal survey showed that participants felt they had improved their leadership abilities, their confidence as leaders, were happier at work and more self-aware. This was acknowledged by 63% of employers who said that they had noticed that participants seemed more confident, have improved knowledge of industry and appreciation of the cultural sector. Employers also noticed that participants were more able to deal with stress, cope with ambiguity and manage change. 

The programme had considerable economic impact with an estimate Gross Value Added (GVA) of over £6 million through job creation and secured funding for initiatives, the achievement of which delegates have attributed to learning from the programme.  

“I have fulfilled many of the ambitions I had this time last year and I have certainly gained a better sense of self, a clearer awareness of my strengths and weaknesses and a more realistic, tempered set of fresh ambitions, in order to move forward and better take the reins of my life and work.”  Participant
DALI (Disability Action Learning Intelligence) 
Michèle Taylor

Led by five disabled arts managers and practitioners, the DALI network created an inclusive Action Learning Set focused on developing leadership skills of disabled practitioners in the arts sector.  All members, including Michele, were invited to be part of the network.  She had met all but one of the participants but did not know them well.  
From the outset, it was evident that within DALI, there would be no need to constantly challenge or ‘bend’ rules in order to meet individual access requirements.  As a group of disabled women, the common experience of feeling ‘the only one’ or being ‘responsible’ for making other people uncomfortable was not there.  This had a huge and empowering effect.  The importance of venue was, unsurprisingly, a difficult barrier to overcome, given the geographical spread of the group and the levels of good access offered by the majority of meeting spaces and though telephone conference meetings were tested these proved to be unworkable. The group ultimately settled on meeting in a residential self catering environment.  This enabled an invaluable balance and interaction between the structured and un-structured and Michele observed that ‘although we were very clear where Action Learning started and ended, the conversation never stopped happening’.  
One thing the group faced early on was the paradox that they were sitting in a room wanting to build trust and support each other – whilst remaining competitors and where their professionalism might be compromised by the openness of discussions.  In the event, ‘we just went for it and the trust was soon built’.  One particular thing Michele noticed the freedom to confront existing orthodoxies – ‘in conversation we were able to explore issues and our own practice without simply having to accept the orthodoxy - our discussions were a combination of intensely practical and highly intellectual.’

In the first phase the project focused on the group developing as a set, with emphasis of on the ‘place’ of individual members in the sector and personal resources and coping strategies.  The structure enabled participants to: 

· Combat isolation 

· Gain regular peer input, support and co-mentoring

· Undertake personal professional development

In later sessions the group focused on thinking around disabled Leadership more broadly. One member, noting the Ashridge Leadership Journal quote ‘…modern thinking is more about…giving away power rather than exerting it’, wrote “But in order to ‘give away power’, one must have it in the first place……as disabled people continue to be excluded and disempowered, maybe this is the key factor in why there are so few established or emerging disabled Leaders” (Moya Harris)

In the later stages the group began to focus on its legacy and learning – on other ways in which Action Learning could be adapted and used by Leaders – in equalities work, supporting formal training programmes; in developing policies and strategies; and for the development of ideas.  The structure of Action Learning, providing access requirements are defined and met, is a powerful, accessible and inclusive tool for any Leader to have in their repertoire of skills, knowledge and experience.  The group went on to:

· Develop their own skills as Action Learning Facilitators 

· Take/use Action Learning in a wider context 

· Lead an Action Learning Set for Artist Advisers as part of the DadaSouth’s Professional Development Programme 

· Establish a peer-group Action Learning Set for Directors and Chief Executives of voluntary sector organisations in Devon

In addition the group produced a range of toolkits around Action Learning, networking and funding which are available on the DALI website http://www.dali-online.co.uk/  

It was noted that DALI’s ongoing impact will depend upon group members’ ability to network.  On paper this is simple exercise, accepted by most Leaders as a useful way of extending knowledge and contacts with only the limitations of time and resources.  The group’s experiences as disabled people had created very real barriers to participation with feelings of ‘invisibility’, ‘separateness’ and ‘not belonging’, responsibility (for having access requirements which no-one else requires) and needing to challenge hosts or organisers.  In essence, networking was generally a disempowering experience rather than a positive one. DALI further explored this issue as if this barrier was overcome, it could be a key element in defining a path for cultivating more disabled leaders.

Group members were involved in two events, the CLP ‘Dialogues on Leadership: Beyond Diversity 3 – Disability’ in January 2008  and Full Circle Arts’ own, separately funded two-day event in March 2008 focused around their professional development planning, mentoring and information, advice and guidance work. 

For Michèle tangible things came out of the programme.  She applied to and was accepted on CLP programme, Leadership Unleashed and is now on the cusp of moving her own business up a gear – largely as a result of space and support to explore the issues involved.   ‘The DALI group have become probably my primary circle of professional support.  If I think of how I managed before the existence of the network I would say that I was isolated - and now I am not.’  She has started to accept and initiate work she previously wouldn’t have considered and in addition the group has spawned a number of professional collaborations.

Michèle has also integrated action learning techniques into her own training.  It has also been a springboard to the use of other models of facilitation such as Open Space – a shift in the way she operates.

A key discussion for Michèle was around ‘entitlement’ to the role of leader in the context of general entitlement of the disabled to access to the arts.  DALI discussions enabled her to locate herself in the landscape in a way she didn’t before - becoming less about acquiring a new skill set and more about finding and moving into a leadership space.  ‘Eighteen months ago I was making a presentation at Tate Modern’ she explained ‘and was approached by an artist in the audience, Tanya Raabe, who was producing a series of portraits of leaders in disability culture entitled HeadOn.  Before DALI I wouldn’t have responded as I didn’t see myself as a leader in disability culture – now I do.’

European Mela Network

Mohammed Sarwar - Chief Executive, Multi-cultural Arts & Media Centre

The European Mela network grew from a desire by mela organisers to have a body to represent their interests and promotes understanding of what melas do. Led by a small group of organisers, including Mohammed Sarwar of Rochdale Mela, it was set up to support the raising of artistic and production standards across the mela network and for the sharing of good practice in funding, policy, health and safety etc. It is an independently constituted organisation with an Executive Committee made up of members who represent melas and mela interests in Europe.  In 2006, with the encouragement of key stakeholders who recognized the importance of their work, they made a successful application to the Arts Council North West and the Cultural Leadership Programme to support a leadership learning programme for the network.  
The proposed programme involved a core of five mela organisers and involved a programme of group meetings, individual mentoring and national and international visits.  
The opening module was a keynote seminar by Bansi Kaul, theatre director, designer and arts festival visualiser from India – whose stimulating contribution was subsequently the backbone of a print publication ‘Re-inventing Mela’, available on the European Mela website http://www.melanet.eu/docs/publications/re-inventing_mela.pdf 
Each participant had a personal mentor.  Mohammed was paired with Robert Robson, Director of The Lowry in Salford who was in an excellent position to support his development, observing that he had felt himself to be in Mohammed’s shoes some years before.  They met several times and Robert also took Mohammed on a guided tour through all the departments of the Lowry, backstage, box office etc – which was ‘incredible and inspirational to see how the organisation worked and how it operated at all levels from community engagement to high-level artistic practice.’

Mohammed describes his mentoring as a ‘blessed thing’.  It fundamentally changed his vision and encouraged him to think beyond his current environment and situation and set greater challenges both for himself and his organisation, the Multicultural Arts & Media Centre (http://www.mamc.org.uk/).  He presented a new vision to the Board and received support for his ambitious plans, including a move from their current location split across two no longer suitable spaces.  The move, to single better resourced premises, was resolved in advance of their self imposed deadline with a resulting saving of several thousand pounds.  Developments were undertaken to marketing and web presence and activity extended to include provision of work spaces and in-house training.  Mohammed is sure that without the push that the mentoring gave him he would not have had the impetus to lead such an ambitious programme of change.
Another key element of the network was group visits to Oslo and India.  In Oslo they were inspired by the opportunity to see such a strongly supported and thriving mela scene and on their return the group fed back their learning to the network’s AGM and on their website. Mohammed passed his learning specifically to mela colleagues in the North West.  The India trip was an intense and targeted eleven day programme of visits and workshops, meeting promoters, producers and festival organisers across a range of arts and culture in what was a very progressive atmosphere.  Mohammed found the visit inspirational and thought provoking and stimulated many ideas for exchange between the two countries. 
Mohammed’s personal learning through the programme was significant.  However he observed – ‘when you learn within a network, you learn for yourself – but also in order to pass that learning on’.  Whilst the individual learning within the programme was superb - he reflected that the network have yet to maximise the learning for the general good.   ‘Network learning educates and crosses barriers, it should be open, and accessible’ he observed ‘and as a result of our participation in the network programme I and my colleagues will continue working to learn and change.’
Friendly Literature Organisations
Geraldine Collinge, Director of Events and Exhibitions at the Royal Shakespeare Company

The FLO network was already in place when an application was put in for CLP funding.  Geraldine explains that the initial impetus came from a sense that literary organisations were not working together strategically to maximise their strengths for the best of the sector and that too many duplications of activity were going on.  As leaders of several key organisations they agreed to sit down together and look for collaboration and clarity.  Geraldine was at that time Director of Apples & Snakes and others were current leaders of The Poetry Society, Booktrust, Poetry Book Society, Spread the Word, Literature at the South Bank and the Arvon Foundation.

The group soon realised that much more could come from a network around common leadership issues such as succession planning, board management and their own personal development and with initial funding from ACE they organised a week together at an Arvon centre.  They later submitted a think piece to the CLP Call for Responses which fed into the development of the funded network programme.

The aims of the funded network were to work together as Literature Directors, to share skills, expertise, resources and access to professional advice.  There was also a broader ambition for literature more broadly and a desire to support and promote it at a more strategic level through shared working.

Getting the CLP funding changed the network from a peer led self supporting and empowering network.  Geraldine felt that the money brought with it a different set of responsibilities – to the sector more broadly and not just the each individual’s personal development.  This in itself presented an interesting leadership challenge as it brought out different behaviours in the group and required learning in management of occasionally conflicting needs.

The group met monthly to talk freely through problems and issues – as one participant commented ‘It’s hard to over emphasise what a breakthrough this was for organisations which were often competing for funds and attention and with very different histories and sometimes overlapping, sometimes conflicting concerns.’

In addition each individual member had £10,000 to spend on their and their organisation’s development.  At this point in her career, Geraldine was seeking fresh inspiration and time, to think about her next steps.  Her Director role left her too busy to see the wood for the trees.  She undertook some formal training in management and presentation which had always been beyond the small budget of Apples & Snakes and received a programme of professional coaching and change management development.

She explains that the process represented a massive personal journey.  She gained an understanding of the value of personal reflection, alongside the space and time to devote to it.  She gained recognition of the value of her existing skills and achievements and this led to higher levels of personal confidence.  As she says, it ‘allowed me to break through my own glass ceiling’.

On an organisational level her learning process coincided with changes at Apples & Snakes which was growing and developing.  The support of both group and personal learning through FLO helped her smooth the transition of the organisation and the transition on the Board from one chairman to another. 

Her next steps led her to review her personal and professional needs – and to work out where she wanted to go next.  With a better understanding of her own ambitions, and confidence raised by the FLO process, she successfully applied for the role of Director of Events and Exhibitions at the Royal Shakespeare Company.

Geraldine reflected ‘I'm delighted to be working at the rsc and to be taking the skills and new approaches that I learnt through the Cultural Leadership Programme to that environment. I wouldn't have got the post without the growth and reflection that the programme provoked.’

The FLO group also held a series of workshops for the wider literature sector which culminated in the writing of the FLO White Paper – available online at http://futureofthebook.org.uk/floing/new/flowhitepaper.html - an outward facing document trumpeting the strengths of the sector to the wider world.  A final If So Flo ‘Unconference’ was held in March 2009, designed to encourage the next generation of leaders to develop a network to suit their needs.

Embracing Chaos, Enabling Change

Phelim McDermott, Lee Simpson and Nick Sweeting of Improbable

Phelim McDermott, co-artistic director of Improbable, had been exploring innovative group process methods such as World Work and Open Space Technology for some time when Improbable hosted the Open Space event, Devoted and Disgruntled in January 2006.  The tremendous response to D&D and the quality of the engagement and communication made Phelim realise that Improbable ‘isn’t just about making shows, it is about a community and about our role in that community, it is about modelling a certain type of leadership.’ 
The CLP funded ‘Embracing Chaos’ programme involved Improbable in the development of new research into leadership through an open programme of D&D Open Space events (including wider community responses to their emerging provocations), Cooking Chaos (a series of ten evening workshops for practitioners using Process Work and World Work to explore conflict facilitation, community building and creativity) and Approaches to Mentoring (including a mentoring fete for 120 participants, an online resource and a peer mentoring group).

Participation in the CLP programme was broad and diverse involving the ongoing creation of new connections and new networks.  At the core was the use of Open Space, an exciting open-ended process that enables a self-organising group to use its collective imagination to deal with complex issues. 
“The beauty of what happens in Open Space is that everyone can make up their own journey through the event, while retaining their own identity, and whilst discussing their own issues and without actually having to somehow give way to a high agenda that has been set by someone else. That is incredibly empowering.” David Jubb, Co Artistic Director, Battersea Arts Centre.

Annual D&D Open Space events were interspersed with monthly satellite sessions allowing Improbable to create a self-sustaining network within which people felt empowered to use the events themselves.   The idea behind this particular culture is that everyone in the group is a leader at any one moment. 

‘Open Space therefore says something quite radical which is that we are our own leaders. ……. We do it to ourselves which is way more powerful than other people doing it to us.’  Lee Simpson, co-artistic director, Improbable
Since attending D&D events, many participants took responsibility for the issues they raised and made things happen - ‘from a meeting of butterflies drinking coffee at the open space there is now a fully functioning artist led independent space called ‘residence’ providing office space, communal space, rehearsal space for Bristol based artists. Brilliant!’  6 months after the first Theatre Bristol Open Space, an issue raised came to fruition.
As Harrison Owen the originator of Open Space says ‘the greater the diversity the richer the conversation’ and Improbable sought as diverse involvement as possible and worked with the consultant Michelle Taylor to increase the accessibility of D&D to the Disability Arts Community. This resulted in a growing representation from community and awareness that it was a truly accessible event. 

‘Perhaps you don’t realise how precious it was for me to have access to discussions that I never would otherwise. Though I pass off easily as a partially deaf person, socially, group discussions of the kind Open Space allows, are just not easily part of my life, I miss a lot. …..it felt like a feast.’ Sarah Scott, Deaf & Disability Arts Advisor/Mentor, after D&D 4

The programme also influenced the making of Improbable’s own work such as Satyagraha in 2007, during which Open Space provided Phelim and Julian with a form within which to introduce their non hierarchical ways of working, something that was very new, particularly to the chorus at the ENO.  “Open Space helped Phelim work with the chorus and the ten makers and the eighty members of the orchestra. At a very simple level, if Phelim had not done a bit of Open Space I think it would have freaked him out a lot more” Julian Crouch co-artistic director, Improbable.  

Phelim observed that Improbable had always worked in these ways in the rehearsal space – however Open Space enabled them to take the way they worked with their art into other areas such as politics and organisational structures and give it currency within them - ‘It became a personal journey into ways of engaging in places where I had begun to feel disempowered’.

The programme also totally changed how Improbable organised their own company – moving away from old style meetings, increasing energy, improving communication and removing the separation between ‘artists’ and ‘non-artists’  ‘It is in the nature of Open Space to open out and extend its effects – but we didn’t anticipate how it would affect the company in the same way - we now look to our broader community and supporting that broader community is more important than specific theatrical productions’. Nick Sweeting, Producer Improbable
Improbable worked with an experienced “documentor”, Dick McCaw, to track its journey and the effects within the broader community. He argues that Improbable’s use of open space changed the climate within the performing arts in Britain and sees Improbable as what Harrison Owen calls a ‘learning organisation’, an organisation that ‘is interactive in that it is constantly engaged in dialogue with its surroundings; it embraces the chaotic challenges thrown up by the environment as occasions for growth or evolution.’  

 ‘Our time as 'Cultural Leaders' transformed the company in deep and far reaching ways. It transformed my view of my own role as an artist and I believe it transformed the way other people see and respond to Improbable. It allowed us to release the energy contained within the company to react and engage more directly with political, social and community needs.’  Lee Simpson

Mixed Art Venues Network
This network was a collaboration between six mixed art form venues (MAV), the Watershed in Bristol, Cornerhouse in Manchester, Showroom /Workstation in Sheffield, Broadway in Nottingham, FACT in Liverpool and the Tyneside Cinema in Newcastle to facilitate increased and improved approaches to personalisation of audience experiences and the important enabling role of technology.  This common goal provided the focal point for the creation of a professional development programme for leaders and emerging leaders from all six venues.

“Our argument is that both arts organisations and artists need to embrace more enthusiastically the task of engaging the public. Without strong leadership in these communities personalisation of the arts will be slow.” - John Knell, Whose Art Is It Anyway?
The venues shared a number of common features:- 

· they had evolved into major cultural agencies spanning arts, creative industries, formal and informal education, and regeneration

· they had a growing role as cultural brokers and meeting places

· each of them saw digital media and film as the core component of their identity and purpose.

The programme aims included to:

· Invigorate, motivate and equip the collective leadership with the knowledge, understanding and approaches to enable their organisations to implement effective personalisation strategies.

· Complete, document and share a pilot personalisation project across the hard (consumer as producer) and soft (consumer centric marketing, customer relationship management and delivery) spectrum 

· Leave a legacy of best practice in personalisation.

The CEOs formed a steering group and each nominated an emerging leader (EL) who had the responsibility of undertaking a personalisation project, peer and work exchanges and dissemination of resulting findings.  They researched all the other venues in the network, met their teams, learnt about their culture and strategically questioned the current leaders. 

“Peer exchange of information, system sharing and just good old talking is invaluable. ​Getting your head out from being buried in your own organisation.” Extract from participant’s personal journal

Sessions were held with experts such as Charlie Leadbeater and external leaders to gain a unique perspective of personalisation and leadership, particularly outside the arts and culture sector. Part of this strand included research trips to San Francisco/ Silicon Valley facilitated by UK Trade & Investment. They realised that that to truly embed personalisation for audiences it was essential to create the organisational culture that fosters this – the organisational leadership and culture actually needed to follow the audiences.

“Taking the time to embed some core values throughout an organisation is a major key to success ​ this was demonstrated time and time again at the US companies we met. This work has already started in some of our organisations and is already paying dividends.” Extract from participant’s personal journal

The full findings of the project are summarised in a published dissemination report – From Silos to Shrek Ears: Personalisation and the future of Successful Cultural Leadership. A copy of the report is on the Watershed website http://www.watershed.co.uk/ 
It was an invaluable exercise for the emerging leaders, creating a greater understanding of the issues affecting the entire organisation and how they can influence beyond their authority and a strong support network.  In addition all venues are now equipped with new ways of thinking and the project has enabled collaboration between venues to formulate policies for working together to improve organisational culture. 

 “We have realised that peer networking is much more effect than individual courses and it work much better if there is a goal or research question to be answered (as opposed to just general action learning).” Extract from participant’s personal journal
The Mixed Art Form venues network went on to set up a joint venture- the Cross Art Form Venues Network company – which was referenced in the 2008 DCMS Creative Britain Report and subsequently earmarked for £1.8 million funding from the UK Film Council.  The network led to key research studies ‘The Art of With’ by Charles Leadbeater which explores what the advent of the web, collaborative practice and open source ways of working mean for the arts and artistic practice and which has had a fundamental effect on Cornerhouse’s organisational planning and Embracing the Desire Lines - Opening Up Cultural Infrastructure in which Tom Fleming explores the implications of a more open and collaborative practice for “bricks and mortar” cultural infrastructures.

Music Leaders Network
Clare Hudson – Managing Director, Hudson PR

The Music Leaders Network was the commercial music industry’s first formalised peer grouping for individuals with business or creative leadership potential. The Network sought to contribute to the growth of a new culture of leadership in the commercial music industry that will benefit both individual businesses and the sector as a whole.  

The network was supported by the MPA and the Music Industry Advisory Panel of Creative & Cultural Skills.  Following initial discussions about the pros and cons of an all-woman network, it was agreed that nominations for both genders should be invited, but that a minimum of two-thirds of the Network should be women - a move designed to address one of the important issues of imbalance raised by what was then recent Creative & Cultural Skills workforce research.  Interestingly all nominations subsequently received were for women and ultimately the single-sex composition of the Network proved both stimulating and liberating for Network members and all those involved.

Clare Hudson, who runs her own PR business in the commercial music sector, was nominated for inclusion in the network by Jane Dyball (Senior Vice-President International Legal & Business Affairs at Warner/Chappell Music Ltd).  Other network members included employees of EMI, Beggars Group, MTV the Association of Independent Music and the Royal Opera House.

Clare commented that ‘I was delighted to be nominated - but had no idea what it would mean.  I didn’t understand the duration, the funding, the whole thing.  It wasn’t until I went to first meeting that I really understood what a privilege it was that we were all in the same room’

At the heart of the network was a series of monthly, professionally facilitated peer network/learning sessions.  At the first meeting, time was spent making introductions, establishing ground rules and identifying shared values and a (confidential) group goal.  All Network members were provided with an introductory pack including a reading and resource list.  Subsequent meetings focused on particular topics chosen by a poll of Network members, and included:

· Powerful business goal setting;

· Enhanced communication and rapport building (inc body language);

· Developing your team – manager as coach, leader as coach;

· Women in the music industry – what are the unique challenges and how do we find solutions to them?

Clare relished the opportunity to be part of the network.  ‘As the owner manager of a small business you can feel quite isolated – you don’t have peers to share challenges with – it was very powerful to share space with so many people with different experiences and perspectives’.

What was most interesting and enlightening for Clare was finding out how many people had the same insecurities.  ‘You felt you were weak and you thought others were strong but to be in a room where there was a safe space and people were comfortable to admit their own insecurities, even apparently successful and confident women, that was very liberating.’

Alongside the group sessions there was the opportunity of one-to-one coaching from the facilitators. Each member undertook a full spectrum leadership self-assessment exercise and benefited from the findings of a 360° appraisal of their leadership skills. Through a combination of all of the above, Network members built up a professional development plan and met some of their immediate training needs by drawing down funds allocated for this.  

Clare had the opportunity to take a digital marketing course which was excellent and which she would never have had the budget to do within a small self owned company

The network had a significant effect on Clare’s confidence.  She felt supported and motivated to start another business with the group providing a fantastic sounding board for the idea.  One year on, the company which provides teenagers with rewards and development in return for their peer marketing skills, is going really well (http://www.in4merz.com/) and she is looking into developing an academy to support teenagers getting into a marketing career.

Clare commented on her experience of the network ‘It was brilliant from start to finish – being one of the youngest in the group, you couldn’t buy the kind of knowledge and experience in the room. I had been looking for a mentor for years and now I have twelve’. 

Peer Leadership and learning Network on Culture Arts and Refugees

The Peer Leadership Network on Culture, Arts and Refugees (PLN) brought together a group of arts practitioners and cultural managers working with Refugees and Asylum Seekers, to share and develop their skills, knowledge and capacity building. The initiative was inspired by ‘A Sense of Belonging, a research project by Creative Exchange designed to improve policy and practice in the use of arts and culture for the integration of refugees and asylum seekers. www.creativexchange.org/taxonomy/termalpha/242’  One of its recommendations was the need to develop sustainability through the ‘need for ongoing exchange of knowledge, skills, practice and policy in relation to culture, arts and refugees’ (A Sense of Belonging report, 2005).

Several organisations involved in the research came together with Creative Exchange to set up the network and make an application to CLP.  Network membership comprised 16 mid career and emerging leaders from ten small and medium sized organisations working with Refugees and Asylum Seekers and other community groups across the UK, including Cardboard Citizens, Exiled Writers Ink, Oval House and Sound it Out.   They aimed to:

· increase knowledge of participants in relation to integration of refugees; 

· promote exchange between participants and refugee service providers; 

· build and develop collective resources and practical tools to aid partnerships, practice and policy in the sector; 

· disseminate information and share knowledge gained in the project. 

The group met four times, participating in thematic seminars with learning and knowledge sharing workshops on issues such as:

· ethics and purpose of the work 

· evaluation and impact, and 

· funding, fundraising and communications. 

Participants also had the opportunity to go on study visits to meet and learn from other organisations and art practitioners working with Refugees and Asylum Seekers, and other organisations working in the social inclusion sector in the UK and abroad.  Visits took place to Teatro del Argine (Bologna, Italy) which works with immigrant refugees coming from North Africa and the Middle East, to The Townhouse and its Sawa Project that works with migrant and refugee artists and journalists in El Cairo and to Brussels to explore links with European institutions and advocate for the cultural work with refugees and immigrants. 

Through the programme each participants compiled examples and case studies; contacts; and fed information from study visits into a body of knowledge and resource. These knowledge outputs and the ones produced and gathered through meetings and events were shaped into a micro-site on Culture and Refugees - a resource for participants and wider organisations working in the field http://cultureartsrefugees.creativexchange.org/car 

The work of the PLN participants was the beginning of a much needed participatory learning process for the Refugee Arts sector. Its need and relevance was acknowledged in the 2008 report ‘Arts and Refugees: History, Impact and Future’ by Hybrid Consulting (and published by Arts Council England, The Baring Foundation and Paul Hamlyn Foundation), proposing to ‘develop participatory based skills development programmes for practitioners working in the field’, and other proposals such as an internet based support system for the sector and peer to peer support, as well as mentoring programmes or study visits similar to the ones experienced by the PLN participants.

The PLN inspired the creation of the Intercultural Arts Network (ICAN) in Glasgow, Scotland, an umbrella initiative that brings together organisations from the arts, refugee, community based and local Government sectors to build lasting partnerships and cultural programmes with communities in Scotland. 

At the end of the project two participant organisations, Oval House Theatre and Greenwich and Lewisham Young People’s Theatre, came together with Hi8us South, to set up a consortium to ‘explore and increase awareness of the important contribution made by mid-sized arts organisations towards long term social and creative outcomes with young exiles, and challenges and opportunities to sustain and build on expertise’.

Other participants of the PLN project began a consultation process with other organisations working in the field to assess the need and feasibility of a national and / or regional umbrella body that could act as an agency for the Refugee Arts sector in the UK. 

The process of leadership development in this field had challenges. One of the main barriers was finding the time for individual and group development as there is little capacity left after participants’ multiple workloads. Another challenge was financial support for participants to shift their busy workloads and make time to dedicate to the cultural leadership process.

An added challenge was working as a group: the process needed to develop leadership at both individual and group levels, supporting the growth of participant’s personal skills, but also as a group, enabling them to confront differences and build shared values in order to find the group’s ‘own voice’, purpose and vision. Once achieved, this approach offered participants a sense of ownership and commitment, and a sense of shared purpose and solidarity.  As expressed by one participant: ‘Networks have [the ability] to facilitate creative initiatives and the meeting of minds to grapple with the very pertinent question of how multicultural societies can be a force for positive change, not conflict’.

This was the style of thoughtful and challenging cultural leadership which this project sought to create. ‘New leaders in this field are not just pioneering in the cultural sector, they are re-thinking and revising the role of the arts, and negotiating some of the complex challenges of cultural diversity in a modern society that is undergoing constant transformation. They illustrate the wider social value of an ethical stance within the arts in helping diverse communities develop a sense of belonging within a cohesive and inclusive society.’   Ledy Leyssen, Projects & Administration Coordinator Creative Exchange
Renegotiations Network 

Lead Partner Total Theatre
Siobhan (Sue) Davies CBE

Artistic Director, Siobhan Davies Dance Studios

‘Renegotiations’ was a small focused network for creative leaders with a track record of artistic innovation, teaching or mentoring in the performing arts.  It sought to support those who aspired to change direction or think differently about their practice, to renegotiate their relationship with their bodies in order to remain creatively vital.  The network involved artists co-mentoring each other through an open and expansive process of reflective learning.

Sue Davies’ first connection with the network was by invitation.  She remembers being shown a short list of other participants only one of whom was known to her, but who she was curious about – they were people she either admired or imagined would be of ‘the same working textures’.   The other network members were; Rose English, Independent Theatre Maker; Tyrone Huggins, performer playwright and engineer; Dick McCaw, Director and founder of Actors Touring Company; Ian Spink, Choreographer and Director and Lois Weaver – Independent Performance Artist and Director.

At the time Sue was Involved in creating a building (the Siobhan Davies Dance Studios) and was engaged in (and enjoying) the practical issues that process involved but while concentrating on the practicalities she became aware of being distracted away from her artistic practice.  The new skills learnt to curate and help run a building, while intriguing, were interfering with her concentration on the research and making of new work. The network seemed to offer the chance to be in the company of other sole practitioner artists, and to reconnect with that way of thinking.

The network structure was deliberately light touch.  Lead Partner,Total Theatre, sought to create a network in which methodologies of active learning, questioning, listening and sharing good practice and reflective learning with the pace and content set by the group themselves.  This meant the group had, in the words of one participant ‘the flavour of strangers invited to a party where the host has vanished’.  Sue commented that ‘if the host had stayed we would have felt directed and it felt better that we directed ourselves’.

Each artist was embedded in a different work practice but there were common themes.  All at a similar life stage, still practicing artists and having gone through the same challenges in defining their work in changing artistic, political and financial cultures – all were proud of their achievements but constantly questioning themselves. They shared common feelings of accumulated knowledge, constant challenges, celebration and vulnerability and an interest in the question of how society recognises, or not, the work of older artists.

The artists met as a group on four occasions with sessions lasting up to 4-5 hours.  Beyond that each individual organised their own meetings and everyone met as a pair at least once with frequency emerging naturally from location and interest.  

The process offered Sue a number of key things but primarily the time and space to talk, listen, question and reflect with a group of peers.   She commented that most things in life – artistic practice apart – have projected outcomes but ‘this had none of those but much was discussed, disseminated and shared.’  These discussions ‘jiggled bits of information into the foreground gave me bright pieces of information about the similar and different states that had helped make us – conversations which helped me be part of a thought network which in turn helped to ground me as an artist while everything else in my working life was recalibrating at speed’.

In thinking how the Renegotiations experience influenced her work Sue was clear that nothing influences work directly, however the smallest things added to a rich ferment of existing influences  – she commented ‘A lot of the process was private but will later manifest itself in public but having undergone a transformation’.  Alongside the Renegotiations programme Sue held a programme of transcribed public conversations with other artists such as Edmund de Waal, Tim Crouch and Lavinia Greenlaw which extended the idea of talk and exchange as a way of learning, but also demonstrated the body of knowledge that individual artists develop.  ‘Artists knowledge and the rigour they use to test how and what they make should be an essential ingredient when discussing the nature of cultural leadership and how artists are the initiators of cultural growth and exchange.  Artists contribute not only through the work they make but through the processes they use’  
Stage Managers for Managers

The Stage Managers for Managers (SMfM) network was set up by the Stage Management Association (SMA) with the aim of creating a career path and consistent opportunities for future leaders of the sector with experience and thorough understanding of the performing arts from the ground upwards and enabling the considerable management skills of stage managers to be retained within the sector.  Evidence showed that despite their crucial role and wide range of skills, many stage managers considered their career in the profession to last a maximum of 15 years. This was supported by a 2008 SMA members' survey in which 48% of respondents said they expected their stage management career to last only 10-20 years.  What progression there was, was haphazard, circuitous or coincidental with no support, no model and no delineated career path.
Recruitment, through coverage in The Stage and via SMA publications and stakeholders, resulted in a wider network of stage managers thinking about career change into management (20) and a core group of stage managers committed to a career change as soon as possible (14).   Although not specifically targeted, 11 of the 13 core network were women – an under-represented group in leadership roles in the cultural industries.

The programme sought to bridge the gap, for those with leadership potential, between hands-on project management and strategic management. 

Frequently stage management skills simply required transferring into a different context so the programme did not centred on formal learning (though that formed a small part of it), but peer-learning, work placements and mentoring – learning through doing, with support and without having to step aside entirely from earning a living.

Each core participant received a one to one profiling session covering background ambitions and skills gaps which fed into an individual programme of interview practice, CV surgery, mentoring, work placements and shadowing.   

Interview and CV skills proved very valuable stage management recruitment is very experience and skills focused and experience was gained in broader management style recruitment – the SMA is planning to set up a training course in these areas. Placements and shadowing did not have to be lengthy or formal – one person wanted to be a producer but wasn’t sure what area so was offered one hour conversations with key people in a range of practices.  Another person spent a day in each department of the English National Ballet.

In addition a programme of networking events, training courses and seminars was held to bring the group together and provide specialist input.  Participants were offered perks such as free ITC membership and attendance at TMA Awards and lunch as well as useful reading materials  with relevance to arts management issues in general and job-finding in particular
Current leaders were recruited and trained as mentors. According to their own feedback, this helped them develop themselves and has added skills to their management of own staff. There was unequivocal support for SmfM from current leaders, both morally and in terms of practical help.

Throughout the two years of the project, the most vital input was one to one attention to each participant and their needs at the time when they arose. This proved to be extremely time-consuming, but yielded the best support and result for participants.  The second most important factor was peer group networking, particularly within the Core Group.  An additional learning resource was the career stories of all those on the mentors' and supporters' group who had a stage management background themselves.

All the participants in the Core Group of SMfM made significant progress in their aim to move into managerial roles.  Meanwhile through the recruitment of a large number of individual employers and the lobbying of management associations as supporters for the network, there was a more general acceptance of the suitability of candidates with previous careers in stage management for posts advertised and a wider recognition, and a more openly stated one, that former stage managers are particularly suited to those posts because their experience of the process of creating live art is a most valuable asset.  There is no doubt from the enthusiastic response to the project by potential employers, management associations, mentors, supporters and participants that this network was much needed and long overdue. As one of them put it: 'It is only a matter of time before we will all be wondering how we ever managed without it.'

Through the CLP funded pilot SMfM worked out how best to support and develop stage managers into the early and middle management roles which are the essential stepping stone for future heads of organisations and cultural leaders.  Post funding a separate programme was opened up to individuals – for £40 they receive an individual assessment, information and connection to work placements, shadowing and networking opportunities. . It is a light touch approach but supportive and directly based on learning gained from the funded network

What it does lack is the group impact – the opportunity to gain motivation from and share issues with peers - and SMA is considering an annual networking event, including those from the pilot network who have gone on to achieve management roles, with a view to creating mutual support.

The SMA will continue to seek wider recognition of suitability of stage managers to lead.  A 2008 SMA membership survey showed that 75% of respondents were interested in the kind of career development offered by the SMfM programme.

Step Change Network 
This network brought together four building-based organisations in London (Battersea Arts Centre - Young Vic - the National Theatre - Royal Opera House) to create a shared resource to develop talented emerging leaders in theatre/opera.

They recognised that the sector has an oversupply of talent at junior and early career levels, but this asset was not made best use of. Individual lack of opportunity is often translated into career change rather than progression which inevitably impacts upon both the partner’s creative potential and that of the sector as a whole.  From the outset Step Change was designed as a mechanism for the accelerated development of managers and creative professionals from these four core organisations together with individuals from other small organisations and freelancers working for a range of companies. 

An open recruitment process attracting 90 applications resulted in 16 people undertaking the programme.

The partnership identified a need to create a development model where:

· structured connections between organisations of differing sizes were possible.  

· staff and freelancers gained work experience in radically different settings to those that they were accustomed to 

· senior managers were actively involved 

· a linked programme of masterclasses and seminars were used to provide specialist information and strategic overview.  

The programme content consisted of: 

Masterclasses - covering both practical elements of working in theatre and opera (e.g. production, marketing, finance, planning etc) as well as creating opportunities for more wide-ranging strategic discussion. 

Secondments or job-swaps - between smaller and larger organisations, designed to give practical experience in new areas to all participants. These lasted up to 12 weeks and included genuine responsibility and decision-making on the part of the participating individuals who will be provided with appropriate support.  Additional placement organisations included: LIFT (London International Festival of Theatre), Greenwich and Docklands Festivals, Deutsche Bank, The Mayor’s Office (Culture Team), Soho Theatre, Globe Theatre.  

The majority of secondees and hosts found the experience highly effective – in particular opportunity to experience a different scale, style or form of work.

“The placement process achieved a much more in-depth engagement with commissioned artists than would have otherwise been possible, leading to the creation of some extremely successful, high quality new outdoor work” – host organisation
Mentoring - all of the Step Change Participants were given the opportunity to have mentors through a programme which was designed to be both flexible and accommodating to the needs of the participant. 

“It was a wonderful opportunity to talk to a talented, intelligent, inspiring practitioner, to find out about her current career and past choices, and to discuss her thoughts on my own path. A valuable element to the programme” - participant
First Step internships - were developed as an ‘entry-level’ programme to work alongside Step Change. This complementary project aimed to offer first base opportunities in the performing arts via a carefully managed and financially supported structured internship for six to twelve weeks. The internship scheme focused its support on BME candidates. 

The National Theatre provided office and administrative resources and day to day management of the project with support from all four participating organisations and through a wider advisory Steering Group 

Step Change has had a significant impact upon the professional lives of the participants, providing both opportunity and experience that would not have otherwise been available to them. The organisations involved quite clearly saw the advantages of engagement with Step Change and in some cases this resulted in perceptual and organisational change. The partners saw the advantage of immediate planning and advocacy for a future Step Change programme and launched a second year programme whilst at the same time building a partnership to successfully make an application to the CLP Meeting the Challenge Fund.

A second and third successful year followed and as Gemma Baxter, Step Change participant and now co-ordinator commented.

“The main aim now is to develop a plan to enable Step Change to live on beyond the CLP funding and become part of the fabric of the National Theatre and the partner organisations of ROH, Young Vic and Battersea Arts Centre. I know the Step Change alumni will agree with me that this is imperative!”
Women Leaders in Museum Network (WLMN) 

The Women Leaders in Museum Network emerged from a small group of women leaders drawn together by Diane Lees, Director-General of the Imperial War Museum and Virginia Tandy, Director of Culture Manchester City Council and Manchester Art Gallery who had been meeting since 2004.  The group grasped the opportunity to utilise the leadership development funding provided by the CLP to open up and develop the scope of the group’s activities.  In 2007, with the funds to bring in proper facilitation and support they drew together 24 women leaders from the cultural heritage sector in an intense leadership development programme. 

Gender in leadership in the cultural sector had been identified as a specific issue in leadership and management research – although women comprised up to 80% of the workforce they only filled about 20% of leadership positions. Agreed by the group members the WLMN was designed to be: ‘An influential leadership Network, which works within and beyond the cultural sector to develop and inspire organisations and women.’  The Network had three broad aims: 

· Advocacy – to gain wider national recognition and support for WLMN as a mechanism for developing and inspiring organisations and women 

· Development – to support women to develop their careers 

· Sustainability – to achieve long term sustainability for the Network 

Membership of the WLMN was open to Heads of Service and Directors in Hubs and large regional museums, and the most senior women in the national museums, non-departmental public bodies (NDPBs) and National Trust. 

Membership was by invitation and application to ensure that the network had a good geographical spread, age range (members spanned from their 30s to their 60s), level of leadership experience from emerging to established leaders and representation from a wide range of museums and museum-related organisations.  

The programme comprised five events – two 24 hour residential workshops at the start and end of the programme with three networking events in between.  Each meeting was planned and facilitated to create context for discussion, reflection and learning.  High profile women speakers from outside of the sector were invited to inform and provoke and to cast new perspectives on discussions. 

Evaluation showed that network members found the experience liberating, supportive and energising.  By avoiding jargon and bureaucracy network events allowed group members to be passionate about their work and beliefs in a really refreshing way and the network provided good practical contacts and space for debating key issues facing museums and galleries, as well as allowing members to support each other.   The wider impact of the network, beyond the group members and their organisations, saw many members acting as mentors to emerging leaders in the sector. 

The Women in Museums Network continued to operate after the period of CLP funding.  The initial group of 24 were unanimously in favour of continuing the network which was extended to a capped group of 40 members spread across the UK.  Experience during the funded programme indicated that an optimum membership was between 30 and 40 people, which usually resulted in about 25 people attending each event.  This was large enough to engender good debate but small enough to ensure that members had a good opportunity to get to know each other and build trusting relationships, 

The network continues, focusing on advocacy, development and sustainability.   Its sustainability relies heavily on members making the network a key part of their Continued Professional Development (CPD), on an active steering group willing to create and host stimulating events, on inspirational women willing to speak for no charge, and a Chair able to take the administration of the group into their organisation.  

The group runs one overnight event every year – stressing the value gained from the additional ‘social’ time this provides.  Alongside this they hold a one day event – a ‘behind the scenes’ look at a particular area or organisation and a network dinner at the annual Museums Conference.  Evaluations of recent events elicited comments like ‘hugely buzzy’, the network had ‘come of age’ ‘inspiring’ uplifting’ ‘open and frank’.  In addition there is, within the network members, an understanding of the value of leadership development and a commitment to mentoring younger colleagues – including a recent proposal to run a ‘drop-in’ mentoring event at the next Museums Conference.  Janet Vitmayer Chair, Women Leaders in Museum Network (WLMN) and Chief Executive of the Horniman Museum & Gardens commented. ‘I am absolutely convinced this would not have happened without the initial injection of CLP funding’ 
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