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Arts About Manchester 

Arts About Manchester (AAM) is the audience development agency for 
Greater Manchester. AAM is dedicated to developing the ability and 
capacity of its 49 member arts organisations to increase access to the arts 
for all. This happens by providing support, collaborative services, research 
and intelligence, projects and consultancy to members and partners.  

AAM led on the Maximise programme in the North West on behalf of the 
Audience Alliance. The Alliance is a strategic partnership between AAM, 
TEAM in Merseyside and Arts Council England North West (ACENW) to 
make audience development services accessible across the region. 

 

 

The team of consultants: 

Nadine Andrews (Project Manager) 

Robin Asby 

Charles Lauder  

Penny Marrington 

Ivan Wadeson (AAM Chief Executive) 

 

 

For further information contact: 

Nadine Andrews 

C/o Arts About Manchester 

Churchgate House 

56 Oxford St 

Manchester M1 6EU 

T. 0161 238 4500 

E. nadine@aam.org.uk 
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1. BACKGROUND  
 

 

1.1 THE MAXIMISE PROGRAMME 
 
In 2005/6 Arts Council England (ACE) worked with three audience development 
agencies in three separate regions to deliver a first phase pilot programme of 
action research as part of ACE’s Race Equality Strategy. The programme aimed to 
test new and effective ways of engaging audiences for Black and Minority Ethnic 
(BME) art particularly in mainstream contexts. 

Arts About Manchester (AAM) delivered the programme in the North West region 
with five arts organisations over an 8-month period from January to September 
2006. 

The participating organisations were:  

o Brewery Arts Centre, Kendal 

o Hallé Orchestra, Manchester 

o Nuffield Theatre, Lancaster 

o Royal Liverpool Philharmonic Hall 

o Pyramid and Parr Hall, Warrington 
Contact details for the organisations are included in Appendix 1. 

 

 

1.2 PURPOSE OF REPORT 
 

The three agencies approached Maximise in slightly different ways. This report 
covers the work of AAM in the North West only. A national report, due to be 
published mid 2007, has been commissioned by ACE from the researchers Be 
Curious. 

This report explains our approach, methodology and rationale in detail and 
presents the findings to date of our investigation into the impact of our work with 
the organisations. It identifies the key factors that determine how successful an 
organisation is likely to be in diversifying its programme in a sustainable way.  

The report will make most sense if read in full from start to end. 

 

1.2.1 Aims 

By presenting the learning gained from the experience, this report has 4 main 
aims:  

o To hold a mirror up to the organisations we worked with to help them build 
on their successes and sustain the work in the future 
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o To identify improvements in AAM’s practice in this area of work and 
produce a cost effective model for rolling out the work to other 
organisations  

o To contribute to the body of knowledge gained from the national pilot and 
offer guidance to other arts organisations interested in embarking on a 
similar change process 

o To offer to funding bodies and policy makers an effective model of working 
with organisations, the principles of which can be applied in other contexts 

Additional findings and recommendations will be appended as appropriate for 
specific audiences. 

 

1.2.2 Methodology 

The report is informed by evidence collected through:  

o Direct observation of organisation (content, process, interaction) 

o Conversations with project teams, project champions, chief 
executive/directors 

o Written project reports and responses to evaluation survey by participants 

o Review of secondary data (business or service plans, race equality audits 
and plans, ACE evaluation reports) 

 

We examined the body of evidence for patterns of behaviour and for the factors 
influencing that behaviour.  

 

 

1.2.3 Scope of report 

It is beyond the scope of this current report to evaluate the sustainability of any 
changes, just their likelihood. Similarly actual programming changes on the whole 
will not be visible for some time. AAM will conduct 6 and 12-month reviews with 
the participating organisations to assess progress paying particular attention to 
sustainability. We will produce an updated report at these times.  

There is some action research activity still outstanding: meetings with Boards to 
discuss the project are scheduled to take place between Nov 06 and Feb 2007. 
Issues arising from these meetings may be included in future updated reports. 
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2. OUR APPROACH 
 

 

2.1 RELEVANCE 
 

AAM understood the overarching purpose of the Maximise project as ‘helping 
organisations to become more relevant to contemporary society’.  

More specifically, that by presenting work that expresses the variety within British 
culture in a supportive and receptive context, the participating organisations 
would be more likely to attract a broader and larger audience. 

 

2.1.1 Sustainability 

Of critical concern to us was the sustainability of any changes to programming – 
we were very keen for organisations to avoid tokenistic or add-on activity that 
would not be located within core mission and business. We believed that for 
Maximise to have any real positive impact, diversity would have to be embedded 
right into the heart of the organisation.  

Integrating work on diversity into the normal activities of the organisation - ‘doing 
things differently’ as opposed to ‘doing different things’ (where it is additional 
work requiring additional resources) - is a more efficient use of resources and of 
public money. With most arts organisations already overstretched and under-
resourced, the anticipated cuts in the forthcoming 2007 Comprehensive Spending 
Review1, will mean efficiency becomes an even greater critical issue for publicly 
funded bodies.  

 

2.1.2 Creating an ‘enabling environment’ 

Given the 18-month or longer programming schedules and lead-in times typical to 
most arts venues, the timescale of the action research precluded testing audience 
responses to actual changes in the programme. Our focus therefore was on 
programming policy and in helping organisations create an ‘enabling environment’ 
where programming changes are more likely to be successful. 

 

2.1.3 A new approach to research 

Working with the same methodology with 5 organisations allowed us to compare 
and contrast, and to identify patterns of behaviour in relation to our research 
question: what are the key factors that foster, facilitate or impede sustainable 
diversification of programming? 

The advantage of defining the research question in this way is that it helps us to 
understand ‘why’ things happen the way they do. We were keen to avoid the 
limitations of the case study where something always seems to be missing from 

                                       
1 Spending Reviews are a governmental process carried out by HM Treasury to set firm and 
fixed three-year Departmental Expenditure Limits 
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the story. Often the learning is either so generic and abstract as to be of limited 
practical use, or is so specific that it is difficult to apply in other contexts. As the 
organisations involved are named, there is always the feeling that some things 
have been left unsaid. 

As this is a pilot programme, we took the opportunity to test out a new approach 
to learning from action research. By investigating influencing factors, we are able 
to describe the conditions necessary for things to happen without directly 
exposing the organisations we worked with.  

With this approach we can acknowledge both the critical contribution of context 
and the non-linear nature of the developments that occur. Given the multiplicity of 
variables involved and the complexity of the relationships between them, it is 
futile to attempt to produce a linear cause and effect model that will bring about 
the same outcomes in all situations.  

  

2.1.4 Interventions across organisational life 

As action researchers we were simultaneously making active interventions in the 
organisations’ processes and studying the impact of our interventions. 

To answer our research question we investigated and intervened in various 
aspects of organisational life covering the skills, knowledge, values, beliefs, 
attitudes, assumptions, emotions, behaviours and actions of the people in the 
organisations, and of the context within which they work.  

Organisational culture is hugely influential in determining what is possible; we 
devised our approach in the firm belief that it would yield more useful results than 
other interventions more commonly employed that tend to be aimed at making 
changes to one business function only, that take place largely in isolation from the 
rest of the organisation and that therefore have short term limited impact.  
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3. THE PROCESS 
 

The AAM team devised an approach to working that was informed by the 
considerable body of knowledge gained through empirical management research 
over the last couple decades, and by the experience and knowledge of the team of 
consultants recruited to work on the project (see Appendix 2 for consultants’ 
biographies). 

We started with a set of hypotheses about what factors would play a key role and 
tested these over the course of the programme and in our final analysis. At the 
same time we also remained open to evidence either observed or as reported by 
participants that might refute or challenge those hypotheses, or that might call for 
new descriptive theories. 

Based on these hypotheses we designed a model (see Appendix 3) of the 
conceptual framework for our approach and used it as a visual aid with the 
organisations. This model is explained below along with other elements of our 
approach.  

The project timetable is included at the end of this chapter. 

 

 

3.1 SUSTAINABILITY 
 

The pivot for the project was the concept of sustainability. We proposed that 
creating a diversified programme or programming policy that is sustainable for the 
organisation requires that this be considered with reference to the following: 

 

3.1.1 Mission and vision  

We asked organisations to consider the purpose of their organisations and to think 
about what diversity meant for them - how it was currently expressed through the 
activities of the organisation, the level of integration into core business and 
coordination, and how it was being communicated and perceived both internally 
and externally by stakeholders including non-attenders.  

We emphasised the value of creating a shared understanding of diversity for 
congruence and coherence of activity across the whole organisation. This would 
decrease the chances of conflicting messages being sent out about what the 
organisation stands for and what it exists to deliver. It would increase the 
likelihood of individuals within the organisation contributing to the change process 
and improve the chances of the organisation being perceived as authentic in its 
mission and in its engagement with diversity. Achieving a shared understanding 
and a congruence of activity is dependent on the quality of interaction and 
communication within and between the various parts of the organisation. 
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3.1.2 Organisational capacity 

By this we meant the organisational framework within which programming 
happens and its ability to support changes in programming: the state of 
knowledge about artforms, artists/producers, audiences, race and diversity, and 
social and cultural trends (e.g. preferences for personalisation and co-
curation/production); the attitudes, values, assumptions and behaviours of staff; 
the quality of internal communication; the quality of interactions with the external 
world; the HR policies and practices of recruitment, induction and appraisals; the 
diversity of the workforce; attitudes to risk; whether there is a blame culture…    

We also asked the participants to think about workload: we were conscious that 
engaging in a change project might mean extra work, which could induce 
resistance to the project. We encouraged participants to approach Maximise with 
the mindset of it being part of their job rather than an add-on to it. 

Of utmost concern to us was that the organisations reach a point at the end of our 
formal involvement with them where they felt able to carry on confidently on their 
own, and not be in a position of dependence on expensive external consultants for 
their continuing development. 

 

3.1.3 Financial capacity 

The organisations were asked to think about the sources of income available for 
programming, the nature of that income with regard to sustainability (e.g. short 
term project or core funding, one-off sponsorship), the conditions attached to 
funding that may impact on programming or marketing decision-making, the 
potential of certain types of programming to generate sufficient income (whatever 
that may be).   

 

 

3.2 OWNERSHIP 
 

We believed in the interest of sustainability that it was of vital importance that 
each organisation would feel and take ownership of the project. We attempted to 
achieve this by: 

o Initiating the project with the Chief Executive or Director with the 
knowledge and approval of the Board or similar governance body to ensure 
commitment at the highest levels 

o Recommending each organisation recruit a project champion from senior 
management to take responsibility for driving the project and recruit a 
project team made up of people from across all departments and levels – a 
diagonal slice of the organisation - to generate ideas, share responsibility 
and workload, stimulate intra-organisational communication, and to ensure 
the project did not feel like an imposition from above or outside. The 
project team was not necessarily fixed or closed as they could co-opt other 
colleagues for ad hoc engagement if and where appropriate.   

o Defining AAM’s role as to guide the process, to provide the scaffolding and 
conceptual framework in a semi-structured way that allowed the flexibility 
to respond to emerging events and individual circumstance 
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o Emphasising the importance of individuals in the project teams taking 
responsibility for their learning, in other words not to look to us for ‘The 
Answer’ or to wait for us to tell them what to do, but rather with our 
support to find their own home-grown solutions that would make sense for 
them in their specific situations 

 

 

3.3 “TRUST THE PROCESS!” 
 

We were very keen to avoid determining in advance what the end outcomes for 
organisations would be, not least because the organisations were at differing 
stages in their development of diversity and equality plans and programming 
strategies. 

As a pilot project although we had some ideas and hypotheses, we could not 
possibly know exactly what was going to happen. The organisations likewise could 
identify outcomes they desired; because a primary aspect of the work of the 
project was sense making and learning, the actual outcomes would necessarily be 
emergent – they would arise out of the work rather than be specified in advance 
of it. 

Organisations then had to trust the process: to trust that the uncertainty and lack 
of clarity or direction at the start would not last, that the fog would lift, and that 
they would emerge ‘out the other end’ with a deeper understanding of the issues 
and crucially for sustainability with learning that was now embedded as it had 
come from them rather than being imposed from the outside in.  

Our challenge was to be flexible and sensitive enough to respond with appropriate 
interventions as the project progressed and emerging needs and issues were 
identified. 

 

 

3.4 LEARNING TO LEARN 
 

We were very clear that the success of this action research pilot hinged on 
participants taking responsibility for their own learning. We encouraged explicit 
use of a learning cycle model: experience – review – theorise – plan (see 
Appendix 4) and the recording of what happened in ‘learning diaries’. 

We created space for participants to think and move round the learning cycle. We 
encouraged them to make efforts to carry on with this reflective practice in future, 
as we were aware that often people feel too busy to find the time for it, despite 
the benefits it brings. 

We also encouraged participants to consider their own personal learning styles. 
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3.5 INTERVENTIONS 
 

The AAM team, in discussion with the project teams from the participating 
organisations, identified the following list of training and support as appropriate 
interventions. 

The menu relates directly to the desired outcomes of the organisations. They were 
invited to discuss with us how and when the training or support would be 
delivered and then chose whether to partake. 

 

Coaching for Directors/CEOs and project champions 

Exploratory phone call followed by 3 sessions per person 

To explore issues arising from involvement with the Maximise project, and create 
greater clarity moving towards designed action 

 

Communication training 

2 day course, preferably 2 participants per organisation 

To develop intra and interpersonal skills for the realisation of effective 
communication  

 

Race and diversity training 

1 day course 

Group work and one-to one sessions on how diversity relates to individual roles 
and current work 

 

Recruitment, induction and appraisals 

Up to 1 day per organisation 

To review current systems and processes and identify where and how it can be 
improved with regard to diversity 

 

Marketing strategy and tactics 

Up to 1 day per organisation 

Surgery with individual organisations to review current practice from strategic and 
tactical perspectives and identify where and how it can be improved within given 
parameters such as budget and other resource limitations 

 

Programming discussion forum 

I day group event 
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Forum to discuss issues relating to programming, product, developing art and 
artists, ways of presenting work and engaging audiences, and extending and 
diversifying networks 

 

Dilemma thinking and reconciliation 

2 day course for executives and senior managers 

To explore links between culture, diversity and business issues, and use tools to 
enable managers to reconcile opposites such as stability and change, tradition and 
innovation, public and private interest, planning and laissez faire, order and 
freedom, and growth and decay 

 

On-going support 

In addition to the scheduled meetings, the AAM team have been available for 
informal chats when required by the participants 

 

Mystery shopper visits 

Each organisation will be visited on separate occasions by two ‘mystery shoppers’ 
who are new to the venue. Their experiences will be reported back to the project 
champions. 

 

 

3.6 PROJECT TIMETABLE 
 

The main elements of the action research process are listed below. 

 

Nov - Dec 2005  

A letter (see Appendix 5) was sent to a list supplied by ACE NW inviting 
CEO/Directors to register their interest in participating in the pilot. The 
letter gave information about our approach and plans, and listed the 
benefits organisations could expect to derive from participating. It also 
included details of what would be required from participating organisations. 
A decision was made later to waive any fee in line with the then stated 
position of other pilot regions. Five organisations were subsequently 
selected.  

 

Feb - March 2006 

‘Gaining entry’ meeting with CEO/Director to explain project, check 
understanding, agree process of working including the next step of 
recruiting project champion and project team, and agree respective roles 
(see Appendix 6 for example of agreement) 
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April - May 

Meeting with project teams to establish shared understanding of project, 
define desired outcomes (see Appendix 7) conduct risk assessment, 
explore issues relating to race and diversity 

Two group meetings held for all partner organisations to discuss project 

Identified training/support needs  

 

May - June 

Reviewed progress and training needs. Planned training/support 

 

June - Sept 

Delivered training/support, and reviewed progress and desired outcomes 

Sept 

Final meetings with project team and CEO to review progress, capture 
learning, identify outcomes anticipated and unanticipated, discuss next 
steps for organisation to carry on work post-AAM, and conduct risk 
assessment for future work 

 

Nov 06 – Feb 2007 

Meet with CEO to present report and discuss  

Attend Board meeting with CEO and project champion to discuss Maximise 
project 

 

May / Nov 2007 

Evaluation interviews with partner organisations (CEO and project 
champions) to review progress with regard to sustainability, capture 
learning, and identify new outcomes 
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4. ORGANISATION OUTCOMES TO DATE 
 

In this chapter, to give a flavour of what happened, we review the outcomes and 
developments experienced to date as described to us by the participants and as 
discerned by our own observations.  

We do not attempt to quantify the outcomes or developments because it would 
give a misleading impression of accuracy when the qualitative data gathered is 
incomplete - we have not gathered evidence from every individual directly and 
indirectly affected by the Maximise programme. What is useful is to get a sense of 
the sorts of things that happen as a consequence of engaging with this work. In 
the following chapter we present the findings of our investigation into the factors 
that influenced how things happened in the way they did. This investigation is a 
critical exercise for improving practice in this area and is the main focus of our 
research. 

As explained earlier, given the short time span between the end of our work with 
the organisations and the writing of this report, it is beyond the scope of this 
report to describe actual changes to the programme or to evaluate the long-term 
sustainability of any developments. 

It is important to remember that the outcomes and developments cannot be 
separated from our methodology and as such are also comments on the success 
of our process with regard to the central concerns of sustainability and ownership. 
This chapter is followed therefore with an assessment of the success of the 
process and our approach. 

The outcomes or developments occur on 3 levels:  
 
      Individual 
 
 
          Group  
 
 
       Organisation 
 
 
 
 
They can also be interpreted by grouping according to:  
 

Feelings & emotions  
 
 

 
 
  Ways of thinking    Ways of working 
 
 
 

Knowledge, attitudes, 
assumptions, beliefs 

Behaviours, skills, 
procedures, structures, 
processes 
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The organisations considered the outcomes that they specifically wanted Maximise 
to bring about or work towards (see Appendix 7). However, as is evident from the 
findings below, the actual outcomes and developments extend beyond these to 
touch all aspects of business, as is to be expected from a project that seeks to 
help organisations create an enabling environment, a supportive and receptive 
context for diversity work.  

We present the findings under the headings of the conceptual framework model as 
explained in Chapter 3. 

Finally, we would emphasise that these outcomes are all part of an on-going 
learning process. All organisations recognised this and acknowledged that work on 
diversity in fact has no end point, as organisations must adapt to the continual 
changes around them. We have therefore also included some information on what 
the organisations intend to do next as they continue their journey without us. 

“The project causes shifts in personal understanding, of self and the 
concept of diversity – a developing idea that is more complicated than 
anticipated, but more simple once it is accepted as a developing idea – a 
concept not set in stone” 

 

 

4.1 MISSION AND VISION 
 

4.1.1 Purpose 

As explained earlier in the report (see Chapter 3), consideration of the purpose of 
the organisation was a major element of the Maximise programme, in recognition 
of the pivotal role it plays in determining approaches to programming and to 
diversity. 

Participants thought deeply about the purpose of their organisations and the role 
of diversity within it, and gained a better understanding of their organisations as a 
result. For some, this was the first time that different parts of the organisation 
had come together to reflect upon their purpose, actively question it, or look at it 
from a user’s point of view.  

“Made us really look at the organisation which had not happened before 
because we all just got on with our jobs” 

“Different parts of the organisation have quite different cultures, and 
different processes, procedures and schedules. Internal diversity means 
that dealing with ‘diversity’ is much more complex than originally 
envisioned. [But there is an] understanding that the organisation is more 
able now than in the previous 40-50 years to fulfil the original broad 
charitable aims of the organisation” 

For all organisations ‘education’ in some form is an integral part of the mission 
and vision as it relates to community, current and future audiences, staff and 
artists. However recognition of this within the organisations was patchy – it is now 
growing as a result of Maximise. 

Two organisations also commented on how Maximise had helped them play a 
leadership role and have a wider impact with, for example, local authorities. 
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“[We are] positioned well, now viewed differently by the Council because 
we helped them meet their Equality Standard for Local Government. We 
are ahead of the game compared to other services” 

 

4.1.2 Communications  

At the start of the programme, communication both internally and externally was 
underdeveloped in all organisations. For example, only some departments or 
certain individuals were informed about what was happening elsewhere in the 
organisation. Some participants had the perception that their organisations were 
communicating better than we observed to be the case.  

As a consequence of underdeveloped communication, coordination and 
congruency across organisational activities was limited.  

However, there is now a growing awareness of what a shared vision might mean 
and what benefits it could bring.  

“Developed a consistent approach to issues within the project team 
achieved through developing a shared understanding, which they are now 
sharing with others in discussions” 

There was also a heightened appreciation of the messages that are sent by all the 
activities that the organisation undertakes, and of the importance of knowing how 
others within and without the organisation may interpret them. 

There is a greater awareness of the tendency to pigeonhole audiences, of not 
exploring their willingness to embrace diversity. 

Participants reported changes to marketing for example in communication style; 
language and visual images used in materials; audience research; and use of 
information in marketing decision-making. 

 

4.1.3 Programming 

There were shifts in how participants thought about programming – its content 
and the process of making decisions about it. A feeling expressed to us that was 
also clearly observable was a new confidence about what their organisation was 
already doing and could do in future.  

We also observed the notion of ‘quality’ as an objective standard against which 
product is assessed for suitability being challenged. If there appears to be a 
paucity of ‘BME art2’ out there being produced, then rather than use that as a 
reason for non-action, some organisations realised they could (and perhaps as 
publicly funded organisations should) play a more pro-active role in developing 
artists and artforms. Furthermore we observed shifts in thinking away from 
‘quality’ as a technical characteristic of a particular product to quality as an 
attribute of the customer’s whole experience in relation to the organisation.  

“Programming policy really beginning to take shape – looking at themes 
over a longer time span (2 seasons), using ideas from Arts Development, 
Venue Team and Marketing in a democratic process – big change to how 
we work. Less ‘yes-but’ ing, more looking for solutions... we can now go 

                                       
2 Art produced by people of Black and Minority Ethnic heritage 
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back to promoters with clear reasons for decisions which makes for better 
negotiations and helps build relationships” 

“A major new programming idea for Autumn 07 (already run it past ACE) - 
as a direct result of the Programming forum. This last event was fantastic” 

“Programmers are explaining rationale/higher purpose behind certain 
strands of new programming (not just their personal preferences)” 

 “We are now evaluating all shows in depth, rather than just deciding 
whether to repeat or not” 

 “Thinking has changed – now explicitly looking at projects in general and 
finding an aspect of cultural diversity, and extending to emphasise 
opportunities”  

“How can the education programme affect the main programme? Originally 
quite sceptical about this process, but now recognized and there are real 
developments. Maximise created a focus for this and speeded things up. 
Education affects all aspects of what the organisation delivers” 

“New and very successful collaboration with local community – with 
reciprocal benefits” 

 

There have been some specific education, outreach and programming projects 
planned, including ones  

“That even the most cynical would support, if we have identified the 
questions and provided the solutions”  

 

  

4.2 ORGANISATIONAL CAPACITY 
 

4.2.1 Internal communication  

The single most significant development in our view is the enhanced internal 
communication that resulted as a direct consequence of forming cross-
departmental project teams and the recognition of its value not just to the 
Maximise project but more generally too. All organisations offered this at or near 
the top of their list of outcomes and several explicitly discussed how poor 
communication can hinder development.  

“Ideas for imaginative action often occur where people interface. Lack of 
interaction leads to missed opportunities” 

One participant described how the project had “broken the silo” in their 
organisation. Some changes reported included introducing regular meetings and 
holding staff away days – events that had either happened sporadically or were 
limited to include only certain staff. Other developments included: 

“Recognition that the communication structures formerly in place were not 
a good model – the office structure has [now] changed physically” 
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 “Many more conversations (one-on-one rather than in a group due to time 
pressures) between group members, looking at opportunities and coherent 
approaches” 

“Good to be working together more across departments, making personal 
relationships” 

The project teams became a very valuable resource to the participants, this was 
also recognised by the CEO/Directors. The teams were variously described as a: 

“Democratic forum, a safe space for thinking aloud” 

 “Resource to solve problems” 

 “Development opportunity for existing and future members” 

 “Forum for discussion and decision-making” 

One participant reported that the project team now found themselves  

“More comfortable with other organisational changes” 

One project team described their realisation that they had both power and 
legitimacy to deal with issues:  

“We understand the power of a group with a purpose. What’s dawned on 
us – people have gone off to do various things, brought new ideas back to 
the group. Within this organisation, this group has got power, representing 
diversity. We will be able to go and represent diversity issues to the 
directorate and the Board. We have a voice and can raise and deal with 
issues (which they are too busy to deal with). Power comes from being on 
the right side – not a position to be argued against. The work is spread 
among departments, operations, can be found everywhere. We have an 
awareness of where we stand, here and with like-minded organisation” 

The majority of communication took place within the project teams. However 
there was an appreciation of the need to extend it - to discuss and diffuse ideas 
out into the wider organisation to increase ownership and engagement with the 
project. 

“We know where we are going with it- now it’s time to share with others” 

 
4.2.2 Knowledge about diversity 

As explained earlier, in the interests of sustainability we encouraged the project 
teams to make sense for themselves of what diversity meant to their 
organisations so they would own the definition. This created a period of 
uncertainty and fogginess that was perplexing and uncomfortable for some, but 
not at all for others who were happy to work it out on their own and knew they 
could come to us for specific advice when needed. 

“Feeling a sense of ownership in the project is the result of finding your 
own ways forward. The price of this is the discomfort you feel at the 
beginning when nothing is clear, and ‘they’ won’t give you the answer”  

All participants reported enhanced understanding and awareness of diversity and 
its related issues leading to the project teams having “increased confidence to 
challenge others” and to “stand up for what we want” 
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“I believe that I have developed my thinking in the area of diversity which 
has helped me to gain confidence in helping others to question and develop 
their own position/thoughts/presumptions. This has been a very positive 
process and has had a positive effect on other areas of my work and life 
too” 

 “Shift in perception of diversity: diverse/not diverse is a false dichotomy”  

“Real understanding and awareness of the issues – interested to learn 
more. People becoming more passionate about it – got a sense of the 
bigger picture. The landscape has changed”  

One participant noted:  

“It isn’t necessary to discuss the detail of one’s own personal attitudes to 
particular forms of diversity” 

 

4.2.3 Knowledge of self and others 

Several participants reported enhanced understanding of themselves and of their 
colleagues, including but not limited to attitudes towards diversity. Assumptions 
held about others were challenged.  

“We know ourselves reasonably well but we’ve learned more about 
ourselves. Can see small changes that can make a difference – can make 
progress” 

“Maximise enabled personal exploration - increased knowledge makes for 
increasing sensitivity to issues”  

“Meeting the other Maximise NW organisations was an “eye-opener”  

“I have gained a lot of knowledge about our organisation and where its 
strengths and areas for improvements are. Contacts from other Maximise 
venues to share practice / networks etc. A personal understanding of 
diversity and my own preconceptions and how to deal with them. A better 
understanding of how to programme seasons of interrelated work. Lots of 
'other' learning that took place in workshops attended i.e. not directly 
related to Maximise but that has helped gain a better understanding of 
communication in general” 

One Director observed shifts in how project team members interacted with others 
and noted that people had changed as a result of the communication training as it 
helped them take on leadership roles. 

There is a growing understanding of the potential of ‘education’ to develop or 
deliver diversity: 

 “The creative development of musicians and the orchestra serves and is 
served by a diversity agenda”  

 “Education work is a route to personal diversification for players and the 
pursuit of their own musical interests” 

With regard to ‘selling’ the project to others one participant discovered a more 
effective way of pitching it: 
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“It isn’t necessary or useful to present ‘diversity’ as a new initiative – 
better to demonstrate how it is a tweaking of existing roles and 
responsibilities” 

 

4.2.4 HR procedures 

There was a general appreciation of the need to ‘protect’ diversity explicitly in job 
descriptions and recruitment, induction and appraisal systems even if it was 
espoused as an intrinsic part of an organisation’s ethos. Only one organisation did 
not intend to do this:  

“It would not be helpful for diversity issues to be made explicit in job 
descriptions or appraisals. People understand what the organisation stands 
for. There is no real need for diversity training” 

This does raise issues regarding the perceptions of individuals of their organisation 
and what they think it needs; it is possible that these perceptions are based on 
flawed assumptions.  

Other changes reported: 

“Our personal Improvement Plans – pulled together for organisational 
improvement are now focused on diversity in all areas not just 
programming. Plans reviewed monthly with line manager” 

“Diversity now integrated into individuals’ work and into every area of the 
organisation” 

“Realise the importance of having strategies such as relationship building 
and co-option for dealing with dissenters and having strategies to counter 
the dissenter’s influence on their subordinates” 

 

4.2.5 Learning and reflective practice 

Participants acknowledged that Maximise created space and time for them to think 
and reflect; activities they often found difficult to find the time for on their own. 
There was a general appreciation of the value of reflective practice, of evaluating 
processes and the impact of actions, and of learning through experience.  

“The programme constantly encouraged us to be responsible for our own 
learning and to monitor and reflect on the processes we were going 
through” 

“Time needs to be taken to think things through to avoid half-arsed and 
reactive responses… planning is worth doing to realise the benefits” 

“Good that we’ve had to think about it, that it’s sustainable, over longer 
timescales” 

“Time to analyse and reflect, pushing you to do new things out of the 
comfort zone” 

Participants implicitly used the learning cycle model described in Chapter 3:  

“[We have] taken directions ourselves, tried, tested, adjusted, tried again” 
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4.3 FINANCIAL CAPACITY 
 

Financial capacity as a constraint on the sustainability of the Maximise project has 
been largely eliminated by the integration by the project teams of their work on 
diversity into the normal activities of their organisation. For some project teams, 
this work has an organisational value they are prepared and able to defend in the 
face of financial difficulties. In other organisations, the Maximise diversity project 
will be integrated into other organisational initiatives or processes. Teams have 
been thinking differently too about sources of funding including sponsorship from 
BME owned businesses. 

Other developments include changes in approach to writing funding applications to 
include a new focus on cultural diversity. One organisation reported that they 
were now  

“More confident on funding, understanding how funding priorities can be 
influenced” 

A couple of the organisations voiced their concerns about the pressures of 
meeting box-office targets and the impact that has on programming certain types 
of work perceived perhaps erroneously to be ‘high risk’ due to lack of sufficient 
demand. Unless and until organisations have empirical evidence by programming 
this work and marketing it appropriately, these assumptions about risk cannot be 
validated. 

One organisation saw the benefits of financial constraints to 

“Trigger new creativity, introducing new elements which bring greater 
diversity and more change” 

Another organisation that had seen developments towards a more strategic 
programming policy reported that this has had an impact on financial planning 
“funding now planned for the whole year, can cross-subsidise” and that the 
“recent lifting of financial constraints allows possibility of ‘crossover’ ticket deals” 
though they were not sure if this opportunity increases or decreases risk. 

 

 

4.4 WHERE NEXT? 
 
The organisations varied in their approach to planning their next steps. An output 
of the race and diversity workshops was the production of action plans – relating 
to individuals and the organisation as a whole. A couple of organisations to date 
have written these up and included other information into a final project report.  

There is some overlap with the points listed above because although some 
progress has been achieved there is still more work to be done. 

Actions include: 

o Report and presentation to other staff, senior management, the Board, and 
other stakeholders 

o Continue to meet regularly as a project team formally and informally, and 
open out to involve the rest of the organisation “Maximise your coffee 
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break” in order to continue the conversations, improve internal 
communication, synchronise working, develop understanding, and act as a 
sounding board. Change in project champion role to perhaps more 
administrative so the team members are “champions together” 

o Link various policies, strategies and initiatives together (e.g. race equality, 
equality, PQASSO3) 

o Evaluate all changes and initiatives; build in evaluation of Maximise work 
into business plan and into appraisal systems 

o Develop new education and outreach projects, programme specific events, 
changes to programming policy  

o Form new business relationships and partnerships  

o Make changes to job descriptions and to existing procurement, 
recruitment, induction and appraisal systems to explicitly include diversity  

o Provide diversity training to other staff and new recruits 

o Marketing strategy changes (e.g. new data collection and other research, 
new approaches to promoting shows, rewrite mission statement, translate 
marketing materials) 

o Do more to celebrate achievements 

o Structural changes to facilitate internal communication e.g. formalise link 
between education and marketing departments 

We discussed the possibility of the NW pilot organisations acting as ‘buddies’ to 
others embarking on a similar journey. Whilst supporting the new ones in ways 
that we as consultants cannot, it also serves to raise the profile of the pilot 
organisations, and add value and meaning to their experience and further 
enhance their understanding of what happened and why. 

 

 

4.5 UNINTENDED CONSEQUENCES 
 

We were always conscious from the outset that projects such as these that involve 
personal development and a heightened awareness of one’s situation may produce 
outcomes such as people leaving their jobs, the sector even. These outcomes are 
unintended but not unanticipated!  

Over the course of the 8 months, we did indeed witness increased awareness 
leading to participants leaving or seriously considering leaving their organisations, 
or feeling more frustrated at a perceived lack of decisive action to resolve hot 
issues.  

The project raised personal issues for participants regarding their communication 
and working styles. For example how open they were with information or to new 
ideas, how autocratic/democratic in decision-making, the degree to which they 
shared responsibility, fear of appearing weak if they asked for help. This was more 
personally challenging for some participants than others. 
                                       
3 PQASSO is the Charities Evaluation Service’s practical quality assurance system 
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In one instance there was greater pressure on the project champion than we were 
aware of at the time: 

“There was a lot of pressure (perhaps self-imposed) on the project 
champion. They needed a lot of support. Director/managers are perhaps 
more used to pretending we have the map and compass to get people to 
join a process, but other staff are perhaps less comfortable in this position. 
Think our champ felt for a long time that she was trying to lead a group 
without quite knowing where” 

Although enthusiasm in the project team is critical to maintaining interest and 
momentum, there is a potential downside: 

“The enthusiasm of the project team may make it harder for others to 
engage” 

 



MAXIMISE NW REPORT 

© Arts About Manchester 8/12/06 26 

5. CONCLUSIONS ON APPROACH 
 

The feedback we have received from the participants and the developments 
reported and observed indicate that our approach to working was broadly 
successful in creating a sense of ownership by the organisations of what was 
happening. It induced positive, progressive shifts in thinking and working, 
including about Maximise itself as embedded into the core workings of the 
organisation. As one participant observed, Maximise had given them a “way of 
working rather than a project or an initiative”  

Another described it as:  

“A new way of working and communicating  - a new style. It was not a 
‘task’ but a joint journey together generating enthusiasm and stepping 
outside formal roles” 

Participants sometimes forgot the fact that this was a pilot research project - with 
all the ensuing implications. As a pilot project we could not be certain about what 
exactly would happen, having learnt from the experience we can now tighten up 
and improve our model (see Appendix 8). Most importantly, we are now in a 
position to tell other organisations interested in embarking on a similar journey of 
the sorts of things they can expect to see happen, and the emotions they might 
experience and that these should not cause undue anxiety. 

The key conclusions about our approach discussed here relate to structure, 
process and content. 

 

 

5.1 STRUCTURE 
 

“Having one point of contact in the organisation (project champion) worked 
very well and kept the project focussed.  The amount of meetings and 
direct contact between the Maximise team and project team was just right.   
Timing of workshops etc fell perfectly (although I am not sure this can be 
planned!)  It took some time but the ambiguity of the way in which you 
were working was refreshing - it allowed us to take ownership of the 
project” 

 

5.1.1 Project membership 

Initiating the project with CEO/Directors and recommending the appointment of a 
project champion and a cross-departmental team worked very well on the whole 
to ensure commitment from the top, ownership throughout or at least elsewhere 
in the organisation, and a spread of workload and responsibility of the project. 

We encouraged the CEO/Directors not to be part of the project team. This was to 
avoid the rest of the organisation feeling that the project was imposed from 
above, to encourage devolved leadership and allow the team to create their own 
meanings and have a stronger sense of ownership. Though challenging at the 
start for a couple CEO/Directors who were used to always being involved in the 
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important work in their organisations, the value of this approach and the tangible 
benefits it brought were recognised.  

The sizes and composition of the project teams varied between the organisations. 
Where there was limited membership this was in one instance deliberate to keep a 
small group focus, but in another it was due to contractual arrangements with 
certain part-time staff particularly bar, catering and box-office. 

“Disappointing that initial preferred idea to issue an open invitation to join 
project could not result in ideal ‘diagonal slice’ – some members of the 
organisation were not free or not paid to participate in additional project 
activities” 

Our hypothesis that the quality of internal communication - the flow of information 
and of ideas - would be at the heart of any changes was validated by the 
experiences of the participants, as is illustrated in the previous chapter. 
Developments in this area are undoubtedly a direct consequence of forming cross 
-departmental project teams. That the team members intend to continue meeting 
and in most cases retain the ‘Maximise’ name for the group is evidence of the 
value derived from such an arrangement. 

“There is an argument for continuity in the role of project champion, in 
order to benefit from the investment of learning in the process” 

 

5.1.2 AAM support 

The semi-structured scaffolding that we erected to support the organisations 
allowed for flexibility to respond quickly to specific issues as they arose and to 
tailor our responses to individual circumstance. In addition to this, it created the 
space for unexpected things to emerge that might refute or challenge our 
hypotheses, or call for new descriptive theories. 

As we have seen above, it gave the organisations space and time to think and 
reflect and define the meaning of the project for themselves.  

One organisation struggled more than the others with our semi-structured 
approach. They felt internal advocacy was challenged by the lack of apparent 
purpose as they had to justify time spent on Maximise. However they did have 
some appreciation of why we adopted that approach: 

“Understanding that the evolutionary Maximise process, though difficult, 
frustrating and uncomfortable at first, develops ownership in the project. 
We probably came into it with the perspective that you are the experts and 
would tell us what to do” 

Nevertheless, we believe they did not fully appreciate that the relationship with us 
was one that could be negotiated, with the consequence that they felt Maximise 
had set an agenda and was offering support that was not always particularly 
relevant to them. 

 

5.1.3 Timing and timescale 

Our involvement with the organisations was initially scheduled to last for 6 
months; however it was clear given the slow rate of progress over the summer 
that this would need to be extended by a couple months to complete the 
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programme of training and final review meetings. The main reason for the 
timescale of 6-8 months was to maintain a sense of focus and momentum.  

One participant noted: 
“It’s both useful (to retain a sense of urgency) and difficult (because of 
pressure of other work) to have a finite ‘project’ period” 

The summer slowed progess down, so towards the end various elements were 
crammed in to fit our deadline of end of September. It was achieved and in a way 
that suited the timetables of the organisations, although it is possible that with 
more time, the full menu of support interventions may have been taken up by all 
the organisations.  

One organisation felt the period of engagement was too short. However we 
suspect that even with more time this organisation may still have felt rushed due 
to their predominant style of working: they seemed to be in fire-fighting mode the 
majority of the time. 

“Can’t get full benefit from the programme within the allotted timespan. 
Need time to bed in the process” 

There were some logistical and attitudinal challenges in attempting to run a 
project with 5 organisations simultaneously due to the fact that they all move at 
different paces. For example it was difficult to get people together on a regular 
basis, and some people did not realise until later on in the project, if at all, that 
they could benefit from seeking assistance and support from each other, even 
though they may not be involved in delivering the exact same product or service. 
However, we found most of the time the organisations were at similar places in 
the project phases, and it was possible for us to bring the learning gained at one 
organisation to another. 

 

 

5.2 PROCESS 
 

A substantial amount of the discussion in this report so far has dealt one way or 
another with our process.  

It should be clear from the evidence presented in the previous chapter that our 
way of working with the organisations produced tangible results in line with our 
aims for this action research pilot: to help organisations create an enabling 
environment where programming changes are more likely to be successful thus 
ultimately making the organisation more relevant to contemporary society and 
attracting a broader range and larger number of users. 

The impact of our methods to ensure organisations have ownership of the process 
and of any resulting changes including learning, have been well documented in 
the previous chapter. There is evidence that the work will continue, and that what 
has already been achieved has to some extent been embedded in the core 
workings of the organisations and will become further embedded – all encouraging 
signs of sustainability.  
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Although Maximise NW was led by Arts About Manchester, it is an Audience 
Alliance4 initiative, so there should be regional follow-up activity. 

As previously explained in Chapter 3, the success of the programme relied on 
organisations trusting the process. That necessitated the participants trusting us. 
We believe that one organisation felt unable to be open with us, and as a 
consequence we were unable to assist this organisation to the same extent as the 
others. We are now considering how to fine-tune the initiating activities of the 
project to ensure the greatest chance of making effective relationships (see 
Appendix 8). 

“I particularly enjoyed the 'trust the process' element of the project. It was 
a process which worked for me in that the contents of events and their 
outcomes were not strictly prescribed” 

“I liked the way you cajoled us into finding dates in the diary (always the 
hardest bit for us) but not into particular responses in the sessions 
themselves. I liked the mix of individuals on your team, and the fact that 
you all admitted when things were a bit of an experiment, or didn’t have a 
pre-ordained outcome” 

“I liked the overall approach as it fits with our person centred approach” 

 

 

5.3 CONTENT 
 

The feedback received from participants indicates that the content of the advice, 
guidance, support and training we provided was on the whole welcomed and 
appreciated for its relevance and utility. Some participants from one organisation 
felt our interventions to have been rather less useful, particularly the meetings 
where we brought all the participating organisations together to share their 
experiences, thoughts, ideas and learning. We emphasised that these sessions 
would only be as good as the effort that people put into them in terms of their 
active participation and in making links between other experiences and their own. 

One organisation denied itself the opportunity to learn from the experiences of 
others because they perceived that the other organisations were too dissimilar to 
their own to afford any useful lessons. 

The training provided was informed by the needs of the participants as expressed 
to us, and in the case of the communication training, by our assessment of what 
would be a valuable intervention.  

Not all organisations took up the full menu of support offered. As indicated above 
this may have been due to lack of time. It may also have been that they felt they 
didn’t need it, or that they could supply these resources themselves, or that they 
did not recognise or appreciate the value that participation in a particular 
intervention could bring. 

We are not able to comment on the quality or content of the formal and informal 
project team meetings and conversations at which we were not present. However 

                                       
4 The Audience Alliance is a strategic partnership between AAM, TEAM in Merseyside and 
Arts Council England North West 
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based on the learning reported by participants, we are confident that they, and 
therefore their organisations, are well equipped to carry on the work on their own. 
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6. INFLUENCING FACTORS 
 

As previously explained (see Chapter 2), our primary interest as action 
researchers was to learn more about the key factors that foster, facilitate or 
impede organisations’ success in diversifying programming in a sustainable way.  

Although we had some notions at the outset about the sorts of factors likely to 
influence (see Chapter 3 and Appendix 3), through the process we were able to 
test our hypotheses empirically thereby gaining a fuller and more detailed 
understanding. The points below are derived directly from our learning from the 
action research, and relate to the outcomes and developments described in the 
previous chapter.  

Beginning with a comment on the key risks, the influencing factors are then 
grouped by theme: motivation, embedding into the core, organising the project 
and finally organisational culture. We have attempted to describe the conditions 
that, if present, would make work of this nature more likely to be successful. It 
should be possible for organisations to compare these ideal conditions with their 
own, to identify areas of strength and weakness, and determine what actions may 
be necessary to create these conditions where they do not already exist. 
 
 

 

6.1 KEY RISKS 

 

The project teams identified at the outset very similar risks and constraints to 
their Maximise projects, though there was some variation in their ratings of 
likelihood and impact. 

It was noticeable that risks identified as high-level by some project teams 
particularly ‘workload’, ‘lack of finance’ and ‘lack of support’ either did not 
manifest themselves or were considered in the event to have little or even 
negligible impact by the project teams, even though objectively they had 
occurred.  

However these risks were still considered relevant to ongoing sustainability, as 
was also ‘loss of momentum’, the problem of ‘succession’ in the team, the ‘roll-
out’ of the project across the organisation, and ‘changes in personnel’. 

There was undoubtedly a higher workload for the project champion and members 
of the team in terms of getting the project off the ground, but on the whole it was 
managed by adopting the approach that Maximise was about changing the current 
way of working rather than adding on more work. Project teams also realised 
through the course of the project that many actions could be undertaken with 
little or no extra finance required. 

Where ‘lack of support’ or ‘internal resistance’ had been anticipated, in some 
instances this was actually a misperception that was shown to be such when the 
project team communicated with their colleagues. In other instances the 
perception became the reality - it prevented the team from even attempting to 
engage with those who they thought would resist. The lack of engagement means 
that it is not possible to determine whether the perceived problem was in fact 
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real. In some organisations there was real internal resistance, for example to a 
more inclusive approach to making decisions about programming. This may be 
because becoming more inclusive was perceived negatively to mean giving up 
control, and hence power. 

Medium-level risks such as ‘complacency’ proved to be more damaging to projects 
than anticipated. Attitudes of ‘we are already doing this’ and ‘we know best’ 
contributed to a loss of momentum and were major obstacles to learning and 
growth.   

 

 

6.2 MOTIVATIONS  
 

6.2.1 Starting point 

With any programme conceived and financed by a major funding body, the 
motivations for a funded organisation wanting to participate are likely to be 
complex. There is undoubtedly an element of wanting to look like you are ‘doing 
the right thing’ in the eyes of your funder, on whom you may rely for a substantial 
proportion of income. This is to be expected. 

What we have discovered is that there also needs to be a strong intrinsic drive not 
just from the top level but elsewhere in the organisation. This intrinsic motivation 
is the fuel that maintains focus and momentum. It keeps people going when 
things get difficult because they have not just a belief in but an understanding of 
the purpose and validity of what they are doing, and the cost of not doing 
anything. Understanding why engagement with diversity is important on an 
organisational level and how it relates to one’s own job is critical also for the way 
it has a bearing on a person’s attitude to learning.  
If this intrinsic motivation exists in enough places to create a critical mass to get 
the project off the ground in the first instance, then the energy generated can 
ripple out and bring other people on board. Without it, it will be hard work to 
make any significant progress. 

It is not always easy to discern where motivations lie, but over time they tend to 
reveal themselves through the words and actions of the participants.  

It is useful for an external ‘critical friend’ to gently challenge people’s motivations 
to act in particular ways, because motivations may be driven by flawed 
assumptions. The external consultant can draw the implicit or unconsciously held 
assumption out into the open, where it can be examined and, if necessary, 
adjusted. 

 

6.2.2 Sustaining motivation 

Understanding the change process and the emotions likely to be felt as things 
develop helps considerably, as does understanding the underlying needs that may 
drive people to resist change. 

Seeing quick wins – tangible outcomes of the work – are useful not just to the 
people directly concerned but the wider organisation too as it gains a better 
understanding of what the project is all about and what is possible. For example, 



MAXIMISE NW REPORT 

© Arts About Manchester 8/12/06 33 

seeing a change of attitude in a colleague; getting a very positive response from a 
new engagement with a particular community; and through the group, being able 
to deal more effectively with other organisational changes and crises. 

Seeing appropriate and timely actions taken in response to a stimulus such as an 
identified hot issue is also very important. Genuine commitment, interest, 
enthusiasm and desire to act can be very strongly adversely affected, even to the 
point of wanting to leave the project team or indeed the organisation, by feelings 
of frustration and impotence that a lack of decisive action by those in positions of 
authority and responsibility induces.  
 
 
 

6.3 EMBEDDING INTO CORE 

 
6.3.1 Commitment  

The initial letter inviting organisations to register their interest in participating in 
the programme (see Appendix 5) included a statement about what would be 
required from participating organisations:  

o Senior management and board level buy-in and on-going commitment 

o Willingness to adapt current programming policy and an open and positive 
attitude to review and to change 

o A willingness to devote time to the project at all levels and to share 
documentation, business plans and financial information with the Maximise 
team 

Organisations and participants that truly demonstrated this, particularly where the 
senior management made consistent public statements internally and externally 
about their commitment, were the ones who benefited most from the programme. 

Where we encountered resistance to review current activity with an open mind, or 
a rejection of evidence that challenged held perceptions, our interventions had 
little positive impact and movement forward was either non-existent or very 
limited.  

Reluctance to invest sufficient time in the project had immediate and obvious 
negative impact. This reluctance in one instance stemmed from a belief that time 
spent on Maximise had to be fully justified to the rest of the organisation with 
clear outcomes stated in advance for each action, contrary to the assurances 
given at the start by the CEO that exploration was an acceptable use of 
organisational time.  

 

 

6.3.2 Ownership 

Having a true sense of ownership of the process and the project is absolutely 
critical.  

How a project is presented at the start determines its trajectory, so, giving space 
for people to explore and define their own meanings and to also have sufficient 
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autonomy to make decisions about their areas of work is a way of ensuring 
meaningful engagement. The period of uncertainty and fogginess that may occur 
at the start whilst project teams wrestle with meaning can be disconcerting and 
uncomfortable for some. However, this is an intrinsic and normal part of the 
learning process and is to be expected and not feared. 

Inviting all staff to volunteer to be part of the project team is one way of reducing 
the possibility that it will be perceived as an elite closed group having an 
experience that does not relate to the rest of the organisation. 

Extending membership of the group or developing ways of expanding the reach to 
encompass the rest of the organisation is also important. 

 

6.3.3 Integration 

Understanding, accepting and working with the diversity that exists within the 
organisation are crucial steps towards integrating the work into existing 
organisational processes. 

Embedding diversity into the organisational structure by defining the minimum 
responsibilities of each individual and department is vital; this can be achieved by 
embedding the relevant requirements into all HR processes and documentation. 
For example, including engagement with the agenda for diversity in how individual 
contribution to organisational achievement is assessed. The more advanced and / 
or adventurous organisation can also seek to influence partner and supplier 
organisations by introducing diversity and equality precepts into their contractual 
arrangements. 

Other critical actions include embedding individual projects in service, team and 
personal plans, and integrating the diversity work with related initiatives such as 
Race Equality or quality assurance schemes such as PQASSO.  

Another key factor is how new learning by individuals and groups is integrated 
into existing ways of doing things. This is facilitated by the explicit consideration 
of the learning cycle, as a matter of habit, by both individuals and groups. 
Reflection and understanding can thereby lead to sensible plans for action. This 
requires an organisational climate that is open and supportive of experimentation, 
and where members are clearly aware of the purposes of the organisation, and 
how their own roles contribute to organisational success. 

 

6.3.4 Shared understanding 

The importance of creating at least some degree of shared understanding of what 
the mission and vision of the organisation is and how diversity fits into that cannot 
be overemphasised. Realising that there is not a shared understanding as a first 
step sounds obvious but it can take certain key individuals within organisations a 
long time to accept.  

Shared understanding can be achieved through public statements of intent that 
have been informed by widespread internal discussions that include the Board and 
new staff, and that are also embedded into organisational communications.  

A useful exercise to support shared understanding is diversity training where 
participants consider the meaning and application of diversity in all areas of 
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activity including their own work and external partnerships, and recognise the 
relationship between their role and others. 

Tangible outcomes are also very useful – seeing the project happening and talking 
about it. 

People often don’t understand the complexity of diversity - that’s a problem for 
everybody. A first task is to bring people to the understanding that diversity is a 
highly complex issue. Secondly, in any organisation there will different 
interpretations of diversity – that’s an issue for the organisation. People have to 
be comfortable and come to terms with both the complexity of diversity and the 
different interpretations. The challenge for the project team is have the ability to 
knit those two things together and then create a workable definition of diversity 
and programme of action for the organisation.  

 
 

6.4 ORGANISING THE PROJECT 
 

6.4.1 Project champion and team 

Having a project champion and project team is evidently a useful model, certainly 
in the early stages of the project. The champion takes responsibility for driving the 
project and performs a coordination and administrative function for the group.  

The team’s role is to share the workload and responsibility for the project, and 
generate and discuss ideas or issues thereby stimulating intra-organisational 
communication. 

It is probably preferable for the project champion to remain the same person in 
the interests of continuity and coherence, but the team can function well with 
flexible boundaries of membership. 

We would argue that a permanent contact point for the collection of new ideas is 
useful for ensuring sustainability - it is easy for things to slip with changes in 
circumstances such as personnel. 

 

6.4.2 Project champion specifications 

An effective project champion has the following qualities and competencies:  

o Appropriate seniority within the organisation and/or is recognised as being 
influential in determining the organisation’s direction 

o Enthusiastic and confident 

o Democratic approach to working 

o Comfortable with uncertainty (or being good at managing the anxieties 
associated with uncertainty) 

o Sensitive to the needs of other team members and offers support if they 
are struggling 

o Good communication, team building and coordination skills,  



MAXIMISE NW REPORT 

© Arts About Manchester 8/12/06 36 

o Is perceived by colleagues to have integrity and a degree of independence 
from chief executive/director  

o Has, and is perceived to have, clear authority to action the group’s ideas 

 

6.4.3 Project team specifications 

An effective team is made up of a diverse group of people with these 
characteristics and competencies: 

o Representative of the organisation 

o Clear lines of communication between themselves and the champion 

o Dynamic and get things done  

o Responsive and flexible with a will to meet and become a ‘group’ 

o Accept and stay with the discomfort of finding own ways forward 

o Sign up to the responsibility of learning from the process 

o Capacity to share risk 

o Capacity to share workload 

o Capacity for self-reflection  

o Time to focus on the project 

o Manage schedules so there are opportunities to meet 

o Assess risks (to the whole project and to individual actions) 

o Prioritise and integrate actions 

o Secure funding (for training etc.) 

o Enough members to allow for occasional absences without the group losing 
momentum 

 

6.4.4 Timescale 

It takes 2-3 months to get the project off the ground to the stage where the 
project team know what diversity means and what actions the organisation should 
be taking.  

 

 

6.5 ORGANISATIONAL CULTURE 
 

Based on our learning, we are able to describe the organisations that will learn 
and achieve the most as having cultures that encourage and enable:  

o Openness to new ideas and perspectives   

o Engagement with the external world  

o Leadership throughout the organisation not just at senior executive levels  
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o Inclusion in decision-making 

o Willingness to approach risk with a view to learning rather than 
apportioning blame 

 

More specifically, they: 

o Recruit staff who subscribe to these values 

o Have an open and positive attitude to review and change, resisting the 
temptation to deny or ignore unpalatable truths with which they would 
rather not have to deal. They acknowledge problems and act decisively and 
quickly to resolve them 

o Evaluate the learning of individuals and the group on a continuous basis, 
devise measures to evaluate progress against desired outcomes, and 
formally appraise work at individual, team and organisational/service level 

o Recognise and celebrate the successes, rewarding staff and making them 
feel valued and appreciated 

o Have good quality internal communication, thus making the managing of 
schedules to allow for interaction and joint projects between different parts 
of organisation more feasible 

o Operate an inclusive approach to programming decision-making that 
involves seeking opinions from others in order to make better informed 
decisions (not to be mistakenly confused with ‘programming by committee’ 
or ‘losing control’). Hierarchical structures are not allowed to impede an 
open flow of communication.  

o May enjoy a degree of financial stability that allows for greater risk-taking 
 

Organisations that have already experienced shifts in culture from inward to 
outward looking have an advantage. This is because they have changed the way 
they interact with the external world, and these changes in the relationship have 
tangible outcomes that once experienced, provide empirical evidence that 
reinforces the belief that they can work differently, with positive results. It makes 
it easier for the behaviour to continue, and a new culture evolves. 
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APPENDIX 1: Organisation contact details 
 

 

Brewery Arts Centre, Kendal 

Chief Executive: Sam Mason  sam.mason@breweryarts.co.uk 

Project champion: Moya Malekin  moya.malekin@breweryarts.co.uk 

Tel. 01539 722833 

 

Hallé Orchestra, Manchester 

Chief Executive: John Summers john.summers@halle.co.uk 

Project champion: Lorraine Charles lorraine.charles@halle.co.uk 

Tel. 0161 237 7000 

 

Nuffield Theatre, Lancaster 

Artistic Director: Matthew Fenton matt@nuffieldtheatre.com 

Project champion Alice Booth  alice@nuffieldtheatre.com 

Tel. 01524 593 431 

 

Royal Liverpool Philharmonic Hall 

Chief Executive: Michael Elliott  mick.elliott@liverpoolphil.com 

Project champion: Gavin Sharp  gavin.sharp@liverpoolphil.com 

Tel. 0151 210 2895 

 

Pyramid and Parr Hall, Warrington  
Centre Director: Gail Thorne   gthorne@warrington.gov.uk 

Project champion: Lesley Smailes lsmailes@warrington.gov.uk 

Tel. 01925 442 885 
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APPENDIX 2: Consultant biographies 
 

Nadine Andrews is the England’s Northwest Fellow on the Clore Leadership 
Programme 2005-6. Having previously worked for Arts About Manchester for 4 
years on cultural diversity and audience development policy and practice, her 
work now focuses on organisational development and change consultancy and 
management research.  

She is Chair of theatre research and creation company Quarantine (winners of 
Arts Council England NW’s art05 award), a board member of Culture Northwest, 
and a member of the Advisory Group for Mission Models Money, an action 
research project that aims to address the challenges faced by individual arts and 
cultural organisations and their funders in developing mission-led financially 
sustainable businesses. 

Nadine’s worked for 10 years in various aspects of Manchester’s music industry: 
radio and club DJ and promoter at the Haçienda nightclub, A&R, promotions, band 
and label management with seminal label robsrecords. She has extensive 
experience of events and festival management, and is a former non-executive 
director of events agency Ear to the Ground.  

Other work includes evaluation of major arts projects such as Cultureshock, the 
cultural programme of the Manchester Commonwealth Games (impact on arts 
organisations, audiences and the city) and Greater Manchester Music Action Zone 
(strategic impact, delivery, management). 

 

Dr Robin Asby is a senior academic, consultant and researcher.  He graduated 
from Cambridge University 1965, and gained a Doctorate from London University 
in 1968.  In his early career he held lecturing and research posts in the University 
of London, the University of Rochester (USA), Southampton University, the 
University of Wales, the University of Winchester, and later has also worked in the 
Information technology industry. He has held positions as an independent auditor 
of quality for: The University of Wales, Brunel University, Surrey University, 
Liverpool John Moores University, Dublin Business School, and Sunderland 
University.  

He is now a director of Sigma Two Ltd., a consultancy founded in 1998 to 
encourage and develop the use of systems thinking and experiential learning in 
management. 

 

Charles Lauder is founding partner in Talawa Consulting, a company that 
specialises in the design and delivery of diversity and equality interventions, 
strategies and solutions for private companies as well as public sector 
organisations.  

His appointments include vice-chairman of Culture Northwest, member of the 
Greater Manchester Courts Board and the board of the Performing Arts Network 
and Development Agency (PANDA). A former board member of Contact Theatre, 
Manchester, he chaired the Personnel Committee and drafted and introduced core 
policies including Dignity and Respect in the Workplace, Equal Opportunities, etc. 
During that period Contact won Eclipse and Arts ’04 Awards. 
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Charles is also film and television director who initiated the Positive Action Bursary 
Scheme at Granada Television, providing funding for post-graduate minority 
ethnic students. He has taught part-time at various North West universities and 
the University of the West Indies (UWI) and his director credits include more than 
50 episodes of ‘Coronation Street’ and an award-winning short film ‘Journey’.  

 

Ms Penelope Marrington is a researcher, writer and consultant.  She graduated 
from Nottingham University in 1979 and subsequently held research and lecturing 
posts in Nottingham University, Nottingham Trent University, University of 
Teesside, University of Sunderland Business School, The University of Winchester, 
and the Open University.  She taught for many years on MBA programmes and 
mentored many working managers.  She has also taught postgraduate overseas 
students at the University of Sunderland, the University of Hull, and the University 
of Lincoln and Humberside. She has also held positions as an independent auditor 
of quality for: Leeds Metropolitan University, Winchester University, Sheffield 
Hallam University.  

She is now a director of Sigma Two Ltd., a consultancy founded in 1998 to 
encourage and develop the use of systems thinking and experiential learning in 
management. 

 

Ivan Wadeson is the Chief Executive of Arts About Manchester, the audience 
development agency for Greater Manchester. AAM works with over forty member 
arts organisations to develop audiences for the arts through delivering marketing 
services and through strategic and collaborative projects and research. Ivan’s role 
focuses on business planning and strategic development of the organisation and 
the team; partnership development; management of relations with funders and 
key stakeholders; and advocacy and representation. 

Ivan started working in the box office at the Edinburgh International Festival for 
two festivals. After this he worked at Liverpool Playhouse, First Call ticket agency 
and Stoll Moss Theatres in London.  Between 1993 and 1999 he worked at 
Sadler's Wells, where as Head of Marketing, he was part of the team that oversaw 
the Lottery-funded closure and redevelopment of Sadler's Wells. He then moved 
to Manchester to be Marketing Director at the Royal Exchange Theatre from 1999 
until spring 2003 before taking his current role at Arts About Manchester. Ivan is 
on the Boards of Network (the national umbrella body for audience development 
agencies), Arts Magnet and the Liverpool Playhouse and Everyman Theatres. 
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APPENDIX 3: Conceptual framework 
 
 
 
 

Skills (cross-cultural 
competency) 
 
Knowledge (artforms, artists, 
audience, environment) 
 
Support and development 
needs 
 
Diversity of workforce and HR 
 
Organisational culture – 
receptive and supportive 
context, attitudes to risk and 
blame 
 
Attitudes and values 
 
Workload 
 
Connectivity 
 
ICT 
 
 
 

 

MISSION & VISION 

SUSTAINABLE PROGRAMMING 

Internal and external communication and 
perceptions  
 
Congruency across activities 

Income sources – 
core or project?  
 
Conditions of 
funding 

ORGANISATIONAL  
  CAPACITY 

FINANCIAL 
CAPACITY 

© Nadine Andrews 2006 Arts About Manchester 
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APPENDIX 4: Learning cycle model 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
© Penny Marrington 2004 Open University 

 

 

 

 

 

 

 

 

 

you act, or 
do or 
experience 
something 

you review 
what happened 
(perhaps with 
other people), 
and reflect on  
how it turned 
out 

you theorise 
about why things 
went the way they 
did (perhaps 
tapping into the 
knowledge gained 
by other people) 

you plan to apply  
your learning by 
trying new 
things, or 
thinking about 
things a bit 
differently next 
time 
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APPENDIX 5: Invitation letter to organisations 
 

Arts About Manchester is offering up to six arts organisations the unique 
opportunity to participate in an innovative and rewarding development 
initiative called Maximise. 

Maximise is one of the elements of Arts Council England’s Race Equality 
Strategy and the North West has been selected as one of the three regions to 
pilot this new programme. Maximise will seek “to test and develop new ways 
to present Black and Minority Ethnic (BME) Art in a mainstream context”. 
Maximise North West will be delivered across the region by Arts About 
Manchester (AAM). This letter and the enclosures will give you information 
about how your organisation could take part and benefit from being part of the 
pilot. 

 
Maximise North West 

Maximise North West will deliver a six month action research programme with 
selected arts organisations. Each organisation will go through a process of 
review and planning to create a Maximise Diversity Development Programme 
that builds on its Respond Race Equality Action Plan.  

The aim of the Development Programme is to plan changes that will enable the 
arts organisation to diversify its programme and attract wider audiences; and 
then take each organisation through a process to deliver these changes, 
monitoring the impact during and post-project. The programme will be tailored 
to individual arts organisations’ current situation and future needs and will 
impact on programme and policy, staff training, and marketing and 
communications. Organisations will be supported individually and collectively 
and will be encouraged to share learning with fellow participants. 

AAM’s goal is to help arts organisations become more relevant to 
contemporary society by presenting work in a supportive and receptive context 
that expresses the variety within British culture.  

 

Benefits to organisations 

• Learning about diversity and ethnicity in the context of British culture  

• Consultancy on programming, organisational development, policy review 
and development, communications and staff development needs 

• Positive impact on organisational development and culture 

• Increased confidence in your ability to successfully present and/or develop 
diverse work and in staff confidence to work with diverse programmes and 
audiences 

• Planning to develop audiences for this work and to understand better your 
existing audiences 

• Access to training, learning circuits and mentoring for staff, artists and 
board members 

• Opportunities for shadowing and placements 

• Evaluation of the impact of the action research programme amongst 
stakeholders and local communities 
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The learning and results of the Maximise project will be shared and 
disseminated regionally with other North West arts organisations, and 
nationally through ACE.  

 

What is involved? 

Arts About Manchester is the lead organisation for Maximise North West 
working with a small team of consultants and specialist advisers.  

In the initial stages, we will visit the organisations selected to be part of this 
pilot to talk to key staff and gather opinions and ideas about the organisation’s 
current situation and how it can move forward. This will form the basis of the 
planning of a development programme, which will be designed in consultation 
with key staff to ensure the organisation has ownership of the project, and 
that the development can be sustained over the long term as a part of core 
business. 

AAM will be evaluating the effectiveness of the process and the impact the 
project has on the organisation. As an action research project, we are keen to 
test out new ways of working and to learn about how organisations manage 
change and manage organisational culture.  

 
What are the cost and commitment implications? 

We would like solid commitment from organisations taking part in Maximise 
North West and we believe that the benefits from participation in the 
programme will be real and tangible. There is therefore a one-off fee to 
participate in the programme. 

Annual organisational expenditure  Cost to Participate 

>£1million     £1250 

<£1million     £750 

Participating organisations will be required to provide  

Senior management and board level buy-in and on-going commitment 

Willingness to adapt current programming policy and an open and positive 
attitude to review and to change 

A willingness to devote time to the project at all levels and to share 
documentation, business plans and financial information with the Maximise 
team 

 

Timescale 

Selection of participating organisations  early Nov 05 

Visits to organisations    mid Nov - end Dec 05 

Design development programme   Jan - Feb 06 

Deliver development programme   March - July 06 

Evaluation  1st phase    Sept - Dec 06 

Evaluation  2nd phase    Sept - Dec 07   
    
Black and Minority Ethnic Art and Wider Audiences 

The Respond publication (May 2005) in its glossary says 
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‘Cultural diversity can be interpreted in many different ways. Arts Council 
England takes a broad and inclusive interpretation, as meaning the full range 
and diversity of the culture of this country.’  

Maximise North West will involve in-depth review and discussion of the issues 
around terminology regarding ethnicity and diversity to enable arts 
organisations to better understand and relate these topics to their 
programming and policy development. With the focus on the diversification of 
programming, the programme is applicable across the North West whether arts 
organisations are working in a rural or metropolitan context, whether their 
audience and/or local population is currently diverse or not. 

 
Participating in Maximise North West 

As Maximise is a pilot action research project, please note that only a limited 
number of organisations that can take part. 

To register you interest in participating in Maximise please complete the 
enclosed questionnaire and email to maximise@aam.org.uk or return by post 
by Friday 7th October. 

Even if you do not want to take part in the Maximise pilot we would still 
appreciate you completing the form as it helps us build our understanding of 
organisational activity in the Northwest. 

Selection will be made in early November by a panel of advisers working with 
Arts About Manchester. Selection will be made on the basis of the information 
supplied; but it may be that a short telephone or in-person interview is 
required to supplement this. 

For further information please contact Nadine Andrews at Arts About 
Manchester on 0161 238 4500 or Nadine@aam.org.uk  

Yours sincerely 

 

 

Ivan Wadeson 

Chief Executive 
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MAXIMISE NORTH WEST 

 

Your name 

Organisation 

Contact Details 

Annual Turnover 04/05 

Number of staff   __ full-time 

   __ part-time 

   __ freelance/short-term contract 

 

1. Participation 

Would you like to take part in the Maximise pilot?     Yes   No 

 

2. Your vision 

(a)  Please explain why you would like your organisation to take part in 
Maximise? 

(b)  What is your vision for your organisation for the next three years? 

(c)  How do you think Maximise can assist you in realising your vision (or in 
developing an alternate vision)? 

(d)  What are your desired outcomes for Maximise (programming, marketing 
and communications, HR, organisational policy) 

 

3. Your organisation 

(a)  What is your organisation's mission statement? 

(b) What is your current programming policy? Please give a summary of your 
organisation’s programme for the past 24 months and enclose relevant 
events brochures/listings with this form 

(c)  What changes have you made to the programme in the past? What 
worked/didn't work and why?  

 

Statement of agreement for participating 

Name 

Position 

Date 

Signed by Chair of Board 
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APPENDIX 6: Agreement of roles 
 
This document is an example of the agreement produced after the first ‘gaining 
entry’ meeting with the Director or Chief Executive and the project champion 
of each participating organisation. 

 
ORGANISATION X – ROLE & RESPONSIBILITIES 

Here are details about our respective roles and responsibilities and the next 
steps as discussed at our first meeting 17/2/06.  

 

It is important that X owns this project, and so the following are required: 

o Commitment and support of project from CEO/Director and Board 

o Willingness to adapt current programming policy and have an open and 
positive attitude to review and to change 

o Project Champion (PC) recruited to drive project internally 

o CEO/Director explains Maximise to staff (with enthusiasm!) 

o Project Team (PT) recruited, which includes PC  

The PT shares the responsibility and workload of the project. Having a PT 
ensures a greater integration and shared understanding of the project and the 
related issues of diversity. The PT does not need to be fixed – it can be fairly 
fluid with people being engaged for varying lengths of time. We would expect 
the PT to include at least one person from each department and have a mix 
across levels. You may want to make sure the PT is made up of at least some 
people that are dynamic and positive-thinkers! It is also a good idea to have 
people that are in whatever way influential in the organisation (these are not 
necessarily Heads of Dept.). 

The PT role: 

o Explain project to colleagues 

o Discuss mission/vision with colleagues to check understanding 

o Collate ideas re programming 

o Gather feedback 

o Identify problems or areas where support would be beneficial 

o Reflect on experience 

o Report to CEO/Director and AAM  
 

Our first meeting with the PT could include sessions on: 

o Mission (perceptions within and without organisation) 

o Diversity (understanding of issues relating to diversity, ethnicity etc) 

o Learning (understanding own learning styles, learning how to learn) 

o The Market (demographic profile, cultural trends) 

o Risk Assessment of project 
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ARTS ABOUT MANCHESTER  - ROLE & RESPONSIBILITIES 
AAM provides the infrastructure and conceptual framework for the project – 
the scaffolding - and supports and guides the process.  

More specifically we: 

o Establish a starting point against which developments can be assessed 
and evaluated 

o Set meeting dates, tasks and deadlines. There will be fortnightly update 
conversations with PC to review progress. 

o Help PT identify opportunities and hurdles 

o Provide PT with tools to aid their understanding and learning 

o Respond to identified needs as they emerge with appropriate actions 
(e.g. advice on handling situations/people, coaching, specific training, 
specialist programming advice) 

o Work with PT on programming ideas using the framework of the 
triangular model of mission, organisational capacity and financial 
resources. 

o Provide opportunities for sharing experiences and learning with the 
other organisations in Maximise NW, and with the other 2 pilot regions 

 

We will also be researching the process to learn about the factors that 
influence a change programme such as this, in order to develop a model for 
future use. We are responsible for ensuring the project is evaluated for Arts 
Council England. 

Your main contact is the Maximise project manager Nadine Andrews (NA). She 
is working on this project part-time whilst she completes the Clore Leadership 
Programme. This may mean that at times there is a short delay in responding 
to emails, if your enquiry is urgent then contacting her by mobile is best. 

 
Contact: 
Nadine Andrews 
Maximise project manager 
Arts About Manchester 
Churchgate House 
56 Oxford St 
Manchester M1 6EU 
 
T. XXX 
E.  nadine@aam.org.uk 
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NEXT STEPS 
 
1. CEO/Director communicates Maximise project to staff 

2. CEO and PC recruit PT 

3. PC thinks about and asks PT about topics/support that would be useful to 
cover in first PT meeting 

4. PC sends AAM documents that help establish a starting point e.g. business 
plan, diversity/race equality plans, RESPOND self-audit findings, staffing 
structure, and anything else you think would be useful 

5. PC sends AAM a description of what constitutes success for your 
organisation with regard to Maximise – what outcomes you would like to 
see 

6. Wed 15 March: Phone conversation between NA and PC  

o Review progress in recruiting PT;  

o Set date for meeting with PT;  

o Discuss topics/sessions of PT meeting 

o Discuss establishing starting point 

o Discuss outcomes 

o Fix date for AAM to attend Board meeting and discuss Maximise 
for 30 mins 

7. AAM makes independent visits to Pyramid & Parr Hall to get a feel for the 
place and its audience/users. We’ll let you know what shows we’d like to 
see!  

8. AAM fixes date for Maximise NW group meeting – this is an opportunity for 
your PT to meet and share learning and experiences with others involved in 
the project in the NW. Date for meeting: Wed 12 April. Location and times 
tbc. 
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APPENDIX 7: Desired outcomes 
 
The list below is collated from information given by the CEOs/Directors and 
Project Teams in conversations with the Arts About Manchester team to date 
(April 06).  

 

Brewery Arts Centre 

o To be leader, ambassador and advocate in the region – model of good 
practice and produce a Maximise final report 

o More diverse programme especially theatre and visual art  

o Change perceptions of local population regarding work 

o More diverse processes e.g. involve more staff in evaluation of the 
programme 

o Diversity policy and action plan that includes recruitment, induction and 
appraisals 

 
Hallé 

o Active involvement of staff thinking about how they can engage with a 
wider audience/participant base. To ‘open radar’. 

o Wider range of product in main programme that encompasses different 
cultural values  

o Embed education into core work and create links with wider 
environment 

o Ownership of project and understanding of issues re diversity across 
the whole organisation 

 
Nuffield theatre 

o Increase diversity of staff, artists and audience 

o Maximise to influence and inform business planning, to be embedded so 
becomes an unconscious competency  

o To be known for championing diversity through its programming 

o To extend issues of diversity to whole organisation so that staff 
understand how issues relate to them and their work 

o Establish links with diverse range of local groups 

 

Pyramid & Parr Hall 

o Raise profile, challenge and change perceptions of PPH 

o New and more audiences, and better understanding of the market 

o Evaluate programming and have a more cohesive and planned 
approach that is more proactive 

o Influence other part of the council – become model of best practice 
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Liverpool Philharmonic 

o Fulfil wider mission statement 

o Partnerships and collaborations to be genuine (not tokenistic) 

o Staff value and have open-minded approach towards all aspects of the 
programme 

o More diverse audiences 

o Engage in more useful debate about what L Phil is and how it does what 
it does 

o Shared responsibility and commitment to diversity internally that 
permeates everything L Phil does  
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APPENDIX 8: Recommendations to Arts About 
Manchester 
 
The team of consultants employed by AAM tested out ways of working with a 
view to learning from the experience and identifying where improvements to 
our model could be made.   

The recommendations below describe the specific actions that would improve 
AAM’s practice in this area of work in future. 

 

Key messages 

A major learning point is that there is a lot of information for people to take in 
particularly at the start. Some are less able than others to retain and 
remember it all. 

There are several key messages therefore that should be emphasised 
repeatedly and communicated in different ways to suit the variety of individual 
preferences for learning: 

a) The ultimate goal is for arts organisations to be relevant to 
contemporary society. The better the quality of internal communication 
the better its interactions with the external world are likely to be 

b) Diversity is a developing idea not a concept set in stone, and accepting 
this will make the whole process easier. This will also assist individuals 
to take ownership; they can be less uncomfortable with their ‘non-
expert’ status and, perhaps, less fearful of making mistakes 

c) Engaging with diversity is an on-going concern, there is no fixed ‘end’ 
point so organisations have to be prepared to be in it for the long haul 

d) The project is essentially about learning - making sense of things for 
yourself and finding your own ways forward are essential elements as 
they make a deeper learning more possible. Expect to feel 
uncomfortable and frustrated at times, but keep with it – keep 
reflecting and talking to others in the project team 

e) It is not possible accurately to predict in advance everything that will 
happen as a result of engaging with the project. It is vital therefore to 
be flexible, open and responsive to emerging events 

f) Schedule regular project team meetings, otherwise it is very easy for 
the project to get sidelined by other work 

g) It is vital to understand how diversity relates to individual roles 

h) It is vital for CEO/Director to demonstrate on-going public commitment 
to the project, with a clear expression that is explicit both internally 
and externally 

 
Lessons 
For AAM working with organisations: 

a) Ask explicit permission at the start from the CEO/Director to bring up 
issues that relate to the organisation and to them personally 
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b) Ask participants to consider what they would lose by taking on a course 
of action as a way of understanding the underlying needs that may lead 
some people to resist change 

c) Set regular monthly meetings with project team and CEO at the outset. 
A more structured timescale creates impetus for people to get up to 
speed quickly.  

d) Request regular written updates from project team 

e) Get people to commit to actions or positions publicly and in writing 

f) Include time management training in our menu of support 

g) Ensure one-to ones on how diversity relates to individual jobs happens 
early on in process so that is easier for people to integrate Maximise 
into their work and not treat it as additional 

h) Remind participants that the relationship with us as consultants is one 
that can be negotiated 

 

For the internal consultant team: 

i) Fix dates with consultants at the start for delivering aspects of support 
and training 

j) AAM team to meet more often in both planned and unstructured 
meetings, and ensure time is found for discussion immediately after 
certain major interventions, collating and recording our learning in a 
diary or log. 

k) Conduct our own risk assessment at the start and end 

l) Assign a monetary value for the project from the outset, as this will 
make Maximise matter more. Organisations could also be required to 
match fund the contribution that Maximise makes (should there be 
another externally funded programme) 

 

  

 

 

 

 

 

 

 

 

 

 

 

 


