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Getting around this report

Leadership within creative communities was repeatedly described to
me as non-linear. This document is a bit that way too. This might be a
risk, but | was told so often by those | interviewed that risk-taking was
essential to multiplying leadership, | felt | should give it a go...

You can, of course, read this report from beginning to end. However,

it might be helpful to some to know that you’ll get the gist if you just
read the introduction on page 7, or you can find a one-page summary/
reminder on page 49. To get straight to discussion of Creative People
and Places’ leadership approaches, head for page 17; for a summary
of the Multiplying Leadership framework you can skip to page 27; and if
you want to see the ‘So What’ first, go straight to page 46.

You'll also see some ‘breakout boxes’ throughout. These are
placed adjacent to relevant parts of the main argument, but can be
read separately or returned to later.

THINKING
PRACTICE

Mark Robinson/Thinking Practice
www.thinkingpractice.co.uk

Mark Robinson founded Thinking Practice in 2010, through
which he writes, facilitates, coaches and advises across the
cultural sector. He is the author of influential papers such as
Making Adaptive Resilience Real and The Role of Diversity in
Building Adaptive Resilience (co-written with Tony Nwachukwu)
and has given keynotes, talks and workshops across the UK and
internationally. In 2017 Bluecoat published Inside Outside Beyond:
Artistic Leadership for Contradictory Times. Previous reports for
Creative People and Places include in 2016 What It Does to You:
Excellence in Creative People and Places with Consilium, and
Faster But Slower, Slower But Faster a summary of learning from
the first two years of the programme.

Mark was previously Executive Director of Arts Council England,
North East and Director of Cleveland Arts. He has also run
festivals, poetry publishers, community arts programmes and
worked in adult education. Before working professionally in

the arts, he had a successful career as a chef in vegetarian
restaurants. Mark is a a widely anthologised, translated and award-
winning poet whose Selected Poems, How [ Learned to Sing was
published by Smokestack in 2013. His poem ‘The Infinite Town’ is
carved onto a big plinth on Stockton High Street. Mark has been
Chair of AV Festival, Swallows Foundation UK and Vice-Chair of
Seven Stories. He is currently a trustee of Unfolding Theatre.
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This report is informed by:

24 semi-structured interviews with Creative People and Places
directors or co-directors

10 semi-structured interviews with other leaders, development
bodies and researchers

A rapid literature review focusing on cultural leadership, social
leadership and systems leadership with a bias towards ‘grey’
and openly published material rather than academic

An online survey of CPP staff, consortia members and others,
e.g. artists or critical friends

A leadership development day at the University of Lincoln, jointly
organised by CPP Peer Learning Network and Clore Leadership

A workshop with the CPP Peer Learning Network at their Gathering
in September 2019

Feedback on earlier drafts by a range of invited critical readers

Conversations with the CPP network peer learning and
communications team

Thanks to the many people who have enriched my thinking. I'm grateful
especially to CPP directors for their time, frankness and generosity, and
to Amanda Smethurst and Tamsin Curror from the CPP Peer Learning
and Communications programme. Thanks also to those interviewed
working in community and social settings, those developing leaders and
those researching systems and behaviours.

The analysis and synthesis are, however, my own, as are any factual
errors, misreadings, clumsiness or omissions.
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Creative People and Places (CPP) is an action
research programme happening in 21 areas
across England, aimed at increasing arts
engagement by bringing artists and local
people together so more people choose,
create and take part in brilliant art experiences
where they live. It was initiated and is mainly
funded by Arts Council England. Over three
rounds, and now several phases of work, 21
independent projects have been supported.
Arts Council England have recently announced
awards to 12 new Places, and have committed
funding to future programmes. Some Places
are now on their third phase of funding.

21 Creative People and Places projects:

Round 1

1. Appetite: Stoke

2. Museums Northumberland bait:
South East Northumberland

Creative Barking and Dagenham
Ideas Test: Swale & Medway
Left Coast: Blackpool & Wyre
Right Up Our Street: Doncaster

A L S

Transported: Boston & South Holland

Round 2

8.
9.
10.
11.
12.

13.
14.

15.
16.
17.
18.

Back to Ours: Hull

Creative Black Country

Creative People and Places Hounslow
Creative Scene: North Kirklees

Cultural Spring: South Tyneside &
Sunderland

East Durham Creates

First Art: Ashfield, Bolsover, Mansfield &
North Derbyshire

Heart of Glass: St Helens
Made in Corby
Peterborough Presents

Super Slow Way: Pennine Lancashire

Round 3

19.
20.
21.

Home: Slough
Market Place: Fenland and Forest Heath

Revoluton: Luton

The CPP network is committed to reflection
and learning and with funding from Arts
Council England has commissioned a range
of thematic studies. This research was
commissioned to explore and contextualise
how leadership has been approached across
the CPP network, and to share any relevant
learning, as this topic had been identified as
important in previous studies including those
considering audience engagement, decision-
making and power.


https://www.creativepeopleplaces.org.uk/
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For a long time, ‘Leadership’ has felt like

a tender spot in the cultural sector, with
increasing pressures on individuals at all levels.
It's one I've poked at a number of times, in
work on adaptive resilience and the Inside
Outside Beyond framework commissioned by
Bluecoat which considered ‘artistic leadership
in contradictory times’. | am grateful to the
CPP network for this commission, which has
given me the chance to look into the subject
again by considering leadership approaches
across the network. | have especially sought to
identify similarities and differences with other
approaches, and to summarise what | think is
interesting and useful for others working across
the cultural and social sectors, particularly
those working where these coincide. | hope it
allows people to get a relatively swift take on
the landscape, and describes CPP leadership
approaches so they can be understood,
critiqgued and built upon.

What is most important here, | suggest, is
that a fundamental contribution of CPP in
Places has not been to add to infrastructure
or arts engagement in so-called cold spots,
as perhaps originally envisaged, but to
multiply leadership within the community and
systems active in places rich with people and
ideas. They have done this by building trust,
being open and positive, and sharing control.
Multiplying leadership means more people

become confident in leadership work, but it
also means vastly more connections between
people, which encourages more collaborative,
less patriarchal structures for informed
decisions, action, co-creation and learning.

| describe here a framework for that practice.
This is an open, collaborative style of working
with others which tends to decentralise and
flatten authority, bringing many more voices
into leadership and decision-making than
typical hierarchical structures. It is also,
crucially, the act and art of connecting potential
leaders to each other in clear, productive
structures so that everyone involved is active

in the leadership of an organisation, project

or community. As such, elements of it can be
seen not just in CPP leadership approaches,
although that is my focus. These approaches
are part of broader movements working

to decentralise power and break down
patriarchal and hierarchical versions of culture.
Leadership is changing not for the sake of
innovation alone, but to redefine what cultural
engagement and capabilities might mean when
everyone is involved.

CPP, at its best, has injected new, more

open and collaborative leadership into those
systems. It has been ‘in the room’ with its
vision, and with unusual suspects. This is now
deepening at governance level in some places,
with independent community members joining

consortia discussions. It has been conscious
of those not in the room, and sought to host
new conversations. It has brought an approach
of ‘saying yes and’, as part of its action
research ethos. CPP’s influence, alongside
that of others, may demonstrate what Graham
Leicester wrote in a prescient paper for Mission

Models Money in 2008: ‘We are more likely to
act our way into a new way of thinking than
think our way into a new way of acting.’

It would be misleading to say CPP leadership
approaches are either all successful all the
time, all the same, or unique within the social
or cultural sectors. What | have found, though,
is a distributed model of leadership rooted in
connection and learning. The network has built
on de-centralising and ‘anti-heroic’ strands of
leadership practice. CPP leadership can be
described as a team game, a collaborative
effort of people in relationships, working

for each other and the collective across
groups, types and power dynamics. In this,

it challenges deeply ingrained, dominant ideas
about leadership, accountability and control.

It also makes it hard work at times for the
individuals involved.

It has multiplied the number and range of
people involved in leadership within the
community and within the systems active in
the Places. As will be seen, sharing power,
including decision-making, has been of


http://www.thebluecoat.org.uk/files/docs/Artistic Policy/Inside,_Outside,_Beyond_-_Mark_Robinson.pdf
http://www.thebluecoat.org.uk/files/docs/Artistic Policy/Inside,_Outside,_Beyond_-_Mark_Robinson.pdf
https://www.culturehive.co.uk/wp-content/uploads/2013/10/23974676-Rising-to-the-Occasion-by-Graham-Leicester-2007_0.pdf
https://www.culturehive.co.uk/wp-content/uploads/2013/10/23974676-Rising-to-the-Occasion-by-Graham-Leicester-2007_0.pdf
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paramount importance, alongside a willingness
to learn from failure and an open, trust-building
approach. A range of people involved feel

this is making a positive difference. Knowing
the people and place, connecting people

and ideas and building trust have been key.
They have seen leadership as a non-linear,
sometimes messy practice, not a set of skills
or actions to be turned on. CPP has built
teams which bring in a good range of voices
and backgrounds. The leadership across

the network has a much higher proportion

of women than is typical, with flexible work
patterns common, and there are examples of
progression from non-traditional backgrounds.
The teams are generally small and there is
support from host organisations, which may
allow a greater external partnership focus,
especially where the host is a non-arts
organisation.

CPP is not unique in this, but part of a
progressive movement you can see all over
the UK, of people developing and modelling
leadership in different ways than archaic
heroic, individual-centred models. | contrast
the example | was given of a chief executive
who preferred to meet people of equivalent job
title with that of an artistic director | saw quite
naturally handing out ice cream and shifting
tables and clearing up as part of hosting a
conference this year. One, | believe, was living

in the 19th century, the other in the 21st.
How far the collaborative, distributed model
can take over from control, targets and ego
may depend on our collective ability to
multiply leadership in the next decade.

The Multiplying Leadership framework is not
a job description or person specification, nor
a just-follow-the-instructions-and-success-
awaits ‘how-to’. Although leadership is a
process not a programme, as Peter Block —
whose work on stewardship and community
has been an inspiration for much of my thinking
— has written, it feels more appropriate to
describe this as a framework for practice.
And it does take practice, as those involved
have found.

Leadership academic Keith Grint says
‘wicked problems’ require ‘messy’ or ‘clumsy’
solutions. Writing about leadership without
over-simplifying or over-complicating has felt,
to me, like a wicked problem. One danger is it
can easily sound as if leadership is one thing,
rather than muitiple. Even the collaborative
leader can be made to sound heroic. | try to
avoid that through my keyword: multiplying.
This means diversifying not copying. The three
key elements of connecting, collaborating and
multiplying leadership can be done in many
ways, using multiple and diverse combinations
of skills, preferences and approaches. Here |
describe a broad set of potential elements —

some vocabulary | hope can be used, adapted,
remixed and built upon, or indeed over if
appropriate. There are also coaching-style
questions relating to each element for those
who disagree with the idea that ‘nothing is as
practical as a good theory’.

If the number, range and diversity of people in
leadership is to increase, an argument to which
CPP practice has added its voice, leadership
will have to be more multiple and various,
transforming a cultural sector still dominated
by white men in positions of formal authority.
The skills and traits used will also multiply
and applications differ. To that end parts of
this report are more a set of ingredients with
thoughts on what works together than menus
and recipes to be followed step by step.

| hope it can be used to summarise CPP
leadership approaches, and to add to or
adapt others. | hope it does not lead to one
‘new’ leadership, but to many. To paraphrase
Louis MacNeice, let us embrace the world’s
incorrigible plurality and things being various:
multiply now.


http://leadershipforchange.org.uk/wp-content/uploads/Keith-Grint-Wicked-Problems-handout.pdf
http://leadershipforchange.org.uk/wp-content/uploads/Keith-Grint-Wicked-Problems-handout.pdf
http://leadershipforchange.org.uk/wp-content/uploads/Keith-Grint-Wicked-Problems-handout.pdf
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| have considered CPP as both a cultural
and a social programme. Its specific brief

is to increase arts engagement in areas of
statistically low engagement, and to work
with local community members and groups,
delivering excellence of both engagement
process and cultural product. This has meant
it has often worked in areas which also have
significant indicators of multiple deprivation.
Addressing these, or regeneration, is not
part of its stated brief, but the correlation
has often brought the cultural and the social
together. What then is the current context in
each of those areas? | shall describe them
separately but the reality of many people and
organisations is that they overlap or are one
and the same thing.

Cultural leadership

e |eadership important to policy for
resilience, reach and impact

¢ Running an organisation and
distributed, collective models

e Leaders (skills, capabilities,
behaviours) v leadership (relationships,
partnerships, working together)

* Questions of purpose, inclusion,
power and control

Leadership is an important area in arts policy
in England, seen as connecting to resilience,
to workforce diversity, productivity and
ultimately to quality and reach. Launching
their Transforming Leadership fund in 2019,
Arts Council England’s Director of Skills and
Workforce Jane Tarr wrote that leadership is
seen as ‘the most influential factor in shaping
ways of working and workplace culture’. She
also said: ‘We believe leadership exists inside
and outside organisations, at all levels and
career stages.” The fund invested more than
£7m into 18 projects.

In The Construction of Cultural Leadership
Jonathan Price traces the development of the
field, with particular reference to how leadership
development responded to perceived difficulties
in senior leadership positions in the 2000s.
Price quotes Robert Hewison as suggesting the
arts are ‘a system where only heroic leadership
appears capable of overcoming all the obstacles
and difficulties that are inherent in the system’.
These factors have helped create a tendency

| have observed, especially among trustees

of charitable companies, to want leaders

to provide what might be called inspiring,
transformative stability, often in the name of
artistic vision.

An emphasis on leadership as central to the
resilience of organisations has influenced
recent programmes. The Museums and

Resilient Leadership programme, for instance,
argue that decision-making is ‘the key
dimension’ and that ‘to define, energise and
see through change, the leader must make
decisions in the service of their organisation’.
Although there are collaborative elements, the
emphasis is on charismatic leadership modes:
personal, organisational and relational capacity,
presence, knowledge, communicating,
entrepreneurialism. These include some
elements which appear likely to exclude some
groups, such as ‘good health and emotional
balance’, which might limit leadership for
people with ongoing health conditions.

Resilience programmes have been weighted

to the organisation and the individual leader,
rather than the community level. The essays

in Reflections on Resilience and Creative
Leadership, collected from leaders involved

in the Boosting Resilience programme, for
instance, cover topics such as commercialising
creative assets, generating revenue from IP,

as well as reflection as leadership.

Robert Hewison and John Holden, who
contributed much insight to the creation
and development of Clore Leadership, also
co-wrote the influential Cultural Leadership
Handbook. The model for leaders which
emerges from this practical guide to ‘how to
run a creative organisation’, combines the
need to shift from hierarchy to network, from


https://www.encatc.org/media/3719-1_encact-vol-7_jonathan-price.pdf
http://www.museumresilience.com/the-mrl-leader
http://www.museumresilience.com/the-mrl-leader
https://www.theculturecapitalexchange.co.uk/wp-content/uploads/2019/04/Reflections-on-Resilience-and-Creative-Leadership.pdf
https://www.theculturecapitalexchange.co.uk/wp-content/uploads/2019/04/Reflections-on-Resilience-and-Creative-Leadership.pdf
https://www.boostingresilience.net
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fixed to fluid, with a practical focus on the

necessary skills, competencies and behaviours

for individuals. It is less concerned with
collective action, and some aspects could
create leader-dependency. A leader is, for
instance, described as an inspirer, a direction
setter, a problem solver, a controller.

A Cultural Leadership Reader, edited by Sue
Kay and Katie Venner and published in 2010,
contains a range of insight across themes

of distributed and collaborative leadership
within increasing complexity. It also includes
a number of essays reflecting on diversity
and voice in leadership teams. Although,

as Sue Kay comments in an overview essay,
the majority of contributions frame leadership
as involving ‘leaders, followers and common
goals’, the collection reflects a shift towards
a more systemic approach, building on the
work of Arts Council England’s Cultural
Leadership Programme (steered by Hilary
Carty, now Director of Clore Leadership.)

Changing Cultures, a report for Arts Council
England by Sue Hoyle and King’s College
London’s Culture team argues that the
challenges faced by the cultural sector include
a changing external landscape, financial
pressures, changing tastes and demographics
of both audience and workforce talent mean
that organisations need to become more

inclusive and innovative if they are to be resilient.

The paper identifies a desire for leadership
styles that are ‘facilitative, flat and more
diverse’, though ‘distributed leadership is still
far from the norm’. It recognises that this is
‘a special challenge to hierarchical models

of leadership and create(s) new pressures
that may exacerbate the already high risk of
burnout in the sector, at all levels’.

The set of leadership competencies and
behaviours suggested in ‘Changing Cultures’
builds on that developed by Hoyle during her

time at Clore Leadership, with four core areas:

e Know yourself
e Build relationships
e Embrace change and innovate

e Be responsible

Authentic  Collaborative
Self-aware Trusting
Confident Communicative
Know Build
yourself relationships
Humble Enabling
Values
Courageous Resilient
Innovate & Be
embrace change  responsible
Agile Sustainable
. Decisive &
Inclusive accountable
Flexiole Soclally
engaged

Figure 1: Leadership competencies and behaviours



http://www.co-creatives.co.uk/wp-content/uploads/2014/12/a_cultural_leadership_reader_201007051349381.pdf
https://www.artscouncil.org.uk/publication/changing-cultures-transforming-leadership-arts-museums-and-libraries
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Although the model might appear to focus on
individual leaders and their skills, competencies
and behaviours, including some that fit
comfortably with older models (e.g. confident,
decisive), the thrust of application of the

key skills is towards flatter, less hierarchal,
distributed leadership.

It thus connects to two other strands: renewed
interest in variant strains of cultural democracy,
and an increased focus on the civic role of

arts organisations and activity. Arguments

for greater cultural democracy have included
strands calling for a broader range of creative
activity to be recognised and supported,
clustering around the notion of ‘everyday
creativity’ championed in different ways by
organisations such as 64 Million Artists and
Fun Palaces. (The latter bringing art, science
and other forms of creativity together on

an equal footing in a community-led skill-
sharing way.) It has also included arguments
for devolution and reallocation of resources
and decision-making from the Movement

for Cultural Democracy and others. Cultural
Democracy in Practice, a report by 64 Million
Artists for Arts Council England identifies a
paradigm shift from the leader as ‘a leader with
all the ideas who disseminates them to others’
to ‘a leader who facilitates others to have ideas’.

The Calouste Gulbenkian Foundation’s Inquiry
Into the Civic Role of Arts Organisations has

put particular emphasis on leadership and
governance, albeit couched in terms of the
vision and belief in co-production of leaders.
The Inquiry more often situates the civic role
as including empowerment and enabling,
terms which others dispute. In the Inquiry’s
publication What Would Joan Littlewood
Say? several interviewees frame the civic role
as involving a letting go of control so others
can recognise and exercise their own power.
Doreen Foster, Director of Warwick Arts Centre
says: ‘Our cultural institutions and cultural
leaders need to get out of the way if they are
really committed to change because it is only
when they get out of the way that we can fully
understand what others might want to do with
the space.’

The Inquiry has partnered with other trusts and
foundations and with lottery funders to support
two large networks relevant to this discussion.
Creative Civic Change is a partnership between
Local Trust, the National Lottery Community
Fund, the Calouste Gulbenkian Foundation and
the Esmée Fairbairn Foundation. It explicitly
focuses on ‘the dynamic between artists and
arts organisations and communities when
communities take the lead’ and hopes to
influence arts organisations to be less ‘top-
down’. The Co-Creating Change network,
convened by Battersea Arts Centre, brings
together organisations working in a co-creative

way. This involves looking at how much agency
people have at different points in a project —
from set-up through activity including selection,
use of resources and ownership of any output
or outcomes. It emphasises ‘working in non-
hierarchical ways to address a common issue,
and which enables people and communities to
be actively involved in shaping the things which
impact their lives’ — although interestingly it
does not mention leadership per se.

To summarise, then, | am drawn to an idea in
Graham Leicester’s 2008 paper for Mission
Models Money, Rising to the Occasion, in
which he sets out why the arts sector must
play a larger role in reacting to a variety of
global ‘crises’ of change. Cultural leadership,
Leicester argues, is not about ‘putting Humpty
back together again’, seeking stability, but
must ‘help evolve the culture’. He suggests
that ‘creative adhocracies’ — groups of people
coming together to take on specific challenges
rather than build organisations — should look to
become not ‘crisis academies’ but ‘academies
of hope’. This has echoes of the shift some
CPP participants have reported about the
effect of the programmes in often neglected or
de-industrialised places — moving from being
seen as problem places to being full of hope.



http://www.64millionartists.com/
http://funpalaces.co.uk/
https://www.artscouncil.org.uk/publication/cultural-democracy-practice
https://www.artscouncil.org.uk/publication/cultural-democracy-practice
http://civicroleartsinquiry.gulbenkian.org.uk/
http://civicroleartsinquiry.gulbenkian.org.uk/
http://civicroleartsinquiry.gulbenkian.org.uk/resources/what-would-joan-littlewood-say
http://civicroleartsinquiry.gulbenkian.org.uk/resources/what-would-joan-littlewood-say
https://localtrust.org.uk/other-programmes/creative-civic-change/
http://www.cocreatingchange.org.uk/
https://www.culturehive.co.uk/wp-content/uploads/2013/10/23974676-Rising-to-the-Occasion-by-Graham-Leicester-2007_0.pdf
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Social leadership

e Power, accountability, connection and
trust

e Asset-based community development

e Collaborative working

CPP brings together roots in long-established
community arts practice with methods from
community development. In this section | want
to highlight some relevant strands from work
in the social sector. The same contested shift
from centralised hierarchies of control towards
collaborative, distributive ways of leading in
complex systems or ecologies can be seen.

Clore Leadership concentrates on cultural
leaders, although many Fellows work in
socially engaged contexts. In 2010, a sister
organisation was created, Clore Social
Leadership, which aims to ‘develop leaders
with a social purpose so that they can
transform their communities, organisations
and the world around them’. They have
adopted a capabilities framework made

up of six elements.

Empowering
Enabler

” PB”_I}. -

=

Focused
Strategist

Courageous
Changemaker

Q|

< &

Generous
Collaborator

Passionate

i Advocate

Figure 2: Clore Social Capabilities Framework



https://www.cloreleadership.org/
https://www.cloresocialleadership.org.uk/
https://www.cloresocialleadership.org.uk/
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Clore Social have a place-based strategy

of developing leadership across all forms of
leaders — formal, informal, self-identified and
nominated. In Hull the HEY100 leadership
development programme encouraged a
‘pay it forward’ approach in which ‘leaders
grow leaders’.

The idea of ‘generous leadership’ is also
highlighted by the National Lottery Community
Fund, who want to encourage it through their
work, in order to strengthen relationships and
partnership working. Key elements for the fund
are a concern with the ecosystem, sharing
responsibility and power, openness and
alliance-building. Shared values, a shared big
picture and shared funding, data and systems
are also identified as important.

The similarities between social sector concerns
and those of the cultural sector can be found in
the Civil Society Futures inquiry which ran from
2017-2018. This included cultural perspectives
in exploring how civil society could flourish and
tackle the big challenges faced by communities
in the UK. It was a very wide-ranging inquiry
which concluded in a call for organisations and
individuals to commit to what it called a PACT,
focused on changing approaches to Power,
Accountability, Connection and Trust. Follow-
up activity has included a focus on leadership.
This includes the need to broaden who leads
by increasing access to power, resources

and networks for excluded groups. The future
styles of leadership required are summarised
as generous, open, distributive, inclusive,
authentic and compassionate.

Another relevant set of characteristics for
leadership in the context of collaboration

is found in a report for the Government
Outcomes Lab, Are We Rallying Together?
This found a move from management of
delivery to development of relationships, through
three related leadership styles. These were
‘stewards’ who create shared understanding,
‘mediators’ who build trust across differences,
and ‘catalysts’ who mobilise partners around
new opportunities. Elements of the charismatic,
heroic leader persist in the descriptions of
leaders, however: ‘brave and visionary’ and
‘tough’, for instance. However, the need to
‘cede sovereignty’ is also picked out.

A key concept in community development and
socially engaged cultural practice is summed
up by the phrase ‘asset-based community
development’. This moves away from a deficit
model to build on what communities do have,
often unacknowledged or under-appreciated.
Pioneered by John McKnight, the approach
has been shown to be less likely to encourage
dependency and to build agency, confidence
and sustainability. Key principles of the
approach are that it is citizen-led, inclusion-
focused and also that it works at the level of

neighbourhood in terms of place. This is clearly
relevant to CPP, which has increasingly worked
at a local and hyperlocal level.

The Collective Leadership for Scotland
programme created by Workforce Scotland
aims to develop people who can lead
collaboratively, and to explore the what, why
and the how of that in practice. Themes
emerging include the power of the convenor
and the conflicts sometimes wrapped up in
collaborative leadership. Considering how to
evaluate the activity, Dr Cathy Sharp highlights
the scale of work needed for collaborative
leadership, right across an organisation or
network, the multi-discipline, multi-perspective
approach necessary which can sit awkwardly
with involving other, differently skilled,
community members or service users.

Overall leadership in the social sector follows
the pattern of moving from heroic to relational
— characterised by Clore Social Fellow Richard
Wilson as moving from over-confidence in the
rightness of one’s opinions, inflexibility, lack of
empathy and refusing uncertainty to ‘empathy,
humility, self-awareness, flexibility and, finally,
an ability to acknowledge uncertainty’.

A study of community leadership in South
Africa makes a point which is relevant to the UK
too: that collective leadership can co-exist in
communities with a desire for heroic leadership.



https://www.cloresocialleadership.org.uk/assets/resources/Leading-the-way-on-HEY100-and-a-radical-new-path-for-leadership-development-in-the-social-sector.pdf
https://www.cloresocialleadership.org.uk/assets/resources/Leading-the-way-on-HEY100-and-a-radical-new-path-for-leadership-development-in-the-social-sector.pdf
https://www.tnlcommunityfund.org.uk/about/supporting-civil-society
https://www.tnlcommunityfund.org.uk/about/supporting-civil-society
https://www.tnlcommunityfund.org.uk/about/supporting-civil-society
https://civilsocietyfutures.org/
https://civilsocietyfutures.org/pact/
https://golab.bsg.ox.ac.uk/our-projects/about-future-state/are-we-rallying-together-executive-summary/
https://www.nurturedevelopment.org/blog/abcd-origin-essence-john-mcknight/
https://www.nurturedevelopment.org/blog/abcd-origin-essence-john-mcknight/
https://workforcescotland.files.wordpress.com/2018/11/collectiveleadershipreport1.pdf
https://workforcescotland.files.wordpress.com/2018/11/collectiveleadershipreport1.pdf
https://workforcescotland.files.wordpress.com/2018/11/collectiveleadershipreport1.pdf
https://issuu.com/osca_agency/docs/anti_hero
https://issuu.com/osca_agency/docs/anti_hero
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Systems thinking and other
relevant strands

e Systems thinking and complexity
* Questions and openness

e From control to stewardship —
anti-patriarchal, decolonised models

Both cultural and social and civil leadership
have become increasingly influenced by
systems thinking and complexity thinking.
Systems thinking maps the inter-relationships
and feedback loops between actions and
people in a system, to bring out the non-linear
complexity of things. It is a counter to a linear,
‘pull lever, make movement’ way of looking

at cause and effect, and can be helpful for
surfacing assumptions, connections and
disconnections.

Complexity is different from complication,

as there is no single logical response to a
complex issue. This is often called a ‘Wicked
Problem’. Keith Grint has explored leadership
in relation to wicked problems, and argued
that they ‘require the transfer of authority
from individual to collective because only
collective engagement can hope to address
the problem’. (Many phenomena, including
arts engagement, can be framed as ‘wicked

problems’ but that is not always the most
progressive way to frame them. Part of

CPP’s journey as a programme has been in
moving away from framing arts engagement in
particular places as a problem towards a more
asset-based community development framing.)

Leadership in complex systems is seen not

as a position of authority but as a series of
‘events’ where people interact. These might be
conversations, meetings, moments in the day
of an organisation, but they are dynamic and
relational, not static or hierarchical. Leadership
emerges, in this view, rather than is. This
emphasis on emergence is also found in the
work of writers such as Peter Senge who

has been influential in spreading a systems
approach and collaborative processes. This
fundamentally challenges some approaches to
leadership. As Senge wrote: ‘Ineffective leaders
try to make change happen. System leaders
focus on creating the conditions that can
produce change and that can eventually

cause change to be self-sustaining.’

Many of the facilitation techniques used in
defining purposes and strategy have roots

in Senge’s techniques and his emphasis on
empathy, communication, relationships and
reflection. His practical basis is relevant to
sectors such as culture and the social sector
where learning by doing is a preferred style. He
calls for ‘practice, practice, practice’, using the

tools with ‘the regularity and discipline needed
to build their own and others’ capabilities’.

Systems leadership has become commonly
advocated in the public sector, partly as a
response to the many challenges faced by
local authorities and those they work with in
civil society. Collaborate CIC have worked with
academic and ex-arts organisation director
Toby Lowe to explore funding, commissioning
and managing in complexity. This is largely
applied to the place-based social and public
sectors but is highly relevant to the cultural
and socially engaged arts sectors. Exploring
the New World argues for an approach
summarised as ‘Human Learning Systems’,

a frame Lowe described in interview as deriving
from his work in the arts, where it became clear
that an outcomes-focus was ‘the wrong frame
for good work’. The Human Learning Systems
framework stresses learning — including a
need for funders to explicitly fund learning not
outcomes — and a ‘positive error culture’ when
things do not work as planned.

| want to conclude by exploring briefly some
other areas useful for me in contextualising CPP.

First is the continuation of a shift first described
by Daniel Goleman and written about recently
by Eve Poole, the coming together of 1Q
(commercial) and EQ (social) skills. Dry, data-
driven management is increasingly out of tune


http://leadershipforchange.org.uk/wp-content/uploads/Keith-Grint-Wicked-Problems-handout.pdf
http://leadershipforchange.org.uk/wp-content/uploads/Keith-Grint-Wicked-Problems-handout.pdf
https://collaboratecic.com/exploring-the-new-world-practical-insights-for-funding-commissioning-and-managing-in-complexity-20a0c53b89aa
https://collaboratecic.com/exploring-the-new-world-practical-insights-for-funding-commissioning-and-managing-in-complexity-20a0c53b89aa
http://evepoole.com/
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with a cross-generational workplace. Many
teams will now combine people with different
frames, different ages and life experiences and
different, sometimes clashing takes on gender,
sexuality, identity and equity. This requires
sophisticated interpersonal skills from leaders
and managers.

The distributed, decentralised models referred
to earlier are explicitly seen by some writers

as a necessary response to ethical or social
justice failings in dominant power, command-
and-control models. Leaders working in

these ways, the argument goes, tend to be
white, tend to be male, tend to not identify

as disabled or LGBT+. Styles often mirror the
power patterns and methodologies of privilege,
patriarchy and colonial mindsets.

Peter Block explicitly addresses these areas,
proposing ‘choosing service over self-interest’
as the beginnings of decolonising organisations
to spread stewardship through communities:
‘...we have to decide whether to hold onto the
power and privilege we have worked so hard
to acquire, or to pass it on... We serve best
through partnership, rather than patriarchy.
Dependency is the antithesis of stewardship
and so empowerment becomes essential.’

Block suggests that it is not simply the
outcomes of organisations but the processes
which embed patriarchal and colonial

paradigms in them and the people working
within them. Organisational rituals such

as meetings, reporting and performance
appraisal, can combine, according to this
argument, to subvert equity and collaboration.
The structures and scaffolding of leadership
conversations can free or subdue, create
dependency and compliance or freedom,
responsibility and commitment. The
organisation can extract value or co-produce it.

These strands connect to an interest in
decolonisation of institutional practice.
Although this is often framed as the leadership
necessary for the work — e.g. what kinds of
leadership best decolonise museums, tackling
issues of history and repatriation of stolen
collection items - there are fewer people
linking hierarchical, target-driven leadership

to the colonial mindset of control and
extraction of value leadership as Peter Block
does. One such is Edgar Villanueva, author

of Decolonizing Wealth. About decolonising
leadership he writes: ‘We have to shift from
our obsession with individual leaders to a
focus on organisational design... moving us
away from the colonised hierarchical pyramid
structure, with its command-and-control
leadership, to a realisation of how everyone
has leadership potential...’

Finally, there is much read-across between
feminist leadershi