Arts Council England

Supporting the arts sector

Arts Council England is an organisation
concerned with the funding, development
and promotion of the subsidised arts sector.
Funding is received from the government,
and they ensure that major regional
theatres, opera houses, leading companies,
such as The Royal Shakespeare Company,
and other worthy causes are supported.

Arts Council England consists of nine
regional offices situated across the country
(in the same locations as the regional
development agencies) and the national
office based in London. Around 750 people
are employed by the organisation with about
200 people employed in the national office.

Strong working partnership
Marjorie James, Senior Adviser-Human
Resources at Arts Council England,
contacted The Leadership Trust on the
recommendation of a former colleague. “I
was looking at putting together a small
leadership programme for around 40 senior
managers and wanted to work with a
reputable company”, commented Marjorie.

A tender process was put into operation

by Arts Council England and they
approached five or six organisations,
including The Leadership Trust. Philip

Gilbert-Smith (Account Manager) presented
to Arts Council England, and delivered
exactly what they were looking for. Marjorie
enthused, “When | heard Phil talk about why
The Leadership Trust had been set up, their
ethos and philosophies and the kind of
organisations that they had worked with,
| really felt that they were an organisation |
would feel comfortable working with.”

Development of leadership skills
Arts Council England at the time was going
through a lot of changes. Through research
within the arts and cultural sector, it was
identified that leadership skills were lacking
in some areas. In line with this, it was
decided that new managers who were
leading teams and people who had line
management roles would be enrolled on a
programme covering four key areas that
needed to be addressed:

Personal effectiveness;

Managing people;

Coaching and Mentoring;

Strategic thinking.
“Philip mentioned that the fourth area that we
needed to cover wasn't a specialism of The
Leadership Trust, but that they could and

had in the past worked with other partners
and this was something that | found useful
and quite encouraging”, comments Marjorie.
“l liked the idea that they work with other
people to deliver what you need, it provides
a sense of uniformity

and gave us what

we wanted in terms

of expertise.”

Four separate
modules running
over 2% days each
were devised and
implemented.  Arts
Council England
specified three dates
for each programme
S0 in total there were
12 courses with over
120 people attending
at various stages.

The modules were

grouped together

under one heading,

“The Leadership

Development Programme” and this was
offered to managers from level 1(senior
officers) through to managers at level 3
(directors and senior managers).

The first module (personal effectiveness)
started with The Leadership Trust's 360
degree leadership audit. This was
undertaken by staff before commencing the
programme and was reviewed on the
module with the rest of the time being made
up of small group work, projects and
experiments and analysis of personal
leadership style using The Leadership
Trust's SpectrumO model. “We tried to
develop people’s awareness of their own
strengths and weaknesses and values, and
then got them to think about their own
personal leadership style and how this might
be perceived by others”, explained Marjorie.

The second module (managing people)
complemented the first, and looked at
managing performance effectively and
influences on management styles. It was
primarily led using theories and models.
However by using experiential learning
techniques, the delegates were assessed
and commented upon by their peers.

The third module (coaching and
mentoring) is a regular programme that is
run by The Leadership Trust and it focused
on coaching and mentoring skills, active
listening, responding to body language and
used project work to involve the group with



each other.

The fourth module (strategic thinking) was
run in conjunction with University of
Strathclyde Graduate School of Business
(who work with The Leadership Trust
Foundation on their MBA programme) and it
had a significant impact on the delegates.
Marjorie explained, “It made a lot of people
think ‘are we doing things the right way?’, so
its had a knock on effect that's quite
noticeable in the organisation.”

Working within teams

With the first programme taking place in the
early part of 2004, there has been a sense
of awareness surrounding leadership and
the importance of leadership has been
recognised within the Arts Council. Marjorie
said, “People are taking pro-active steps to
manage performance, and are thinking
about the consequences of their actions....
they're thinking about planning and working
within teams as well as looking at the needs
of the whole organisation.”

Due to the changes that were taking
place at Arts Council England, (10
organisations were being merged into one),
regional staff and staff in the national office
needed to break down perceived barriers
and preconceptions and gel together as one
team. “A major factor in choosing The
Leadership Trust was their ability to provide
accommodation and residential space. We
could profit from our staff networking and
building internal alliances” stated Marjorie.
After the programme there was a noticeable
difference in respect for colleagues across
the organisation and an understanding of
their roles, coupled with an improvement in
communication within teams. “As a result of
having to work together on this training
programme, people have been able to
understand exactly what others do, and
there is more acceptance and recognition of
the value of work that others do,” Marjorie
continued.

“The programme has helped the
organisation change its behaviour and
recognise leadership as an important
development for our staff. Leadership
happens on a number of different levels and
| think that when you are aware of that, you
can lead and control what you are doing,
where you are going and what you want to
achieve. | think that is what The Leadership
Trust has done for us.”

Review and revision

The Leadership Development Programme
was run again in 2005, but with three
modules instead of four, (coaching and
mentoring will be covered in the first two
modules). Arts Council England ensured all
managers at different levels were sent
through the programme. “Roughly 50 people
completed the programme in 2005. We will
continue to review the programme until we
have determined that everyone necessary

has done it" said Marjorie. 2007 will see
another cohort of participants going through
a leadership programme although it has
been revised for this next stage to reflect the
changing needs within the Arts Council,
looking more specifically at Leadership
Styles. The three-day programme will see 28
managers coming through the programme in
2007 with a view to possibly extending it into
2008.

The Leadership Trust has also delivered
some additional work for Arts Council
England providing training for the top tier of
management. Arts Council England held a
three-day conference in October 2005
involving a day specifically devoted to
leadership, which has come about as a
result of feedback from staff regarding the
programme.

Marjorie added, “I think for me, one of the
successes of the programme has been the
relationship with The Leadership Trust and
the  Account Manager. Relationship
management is important to me, and as |
don’'t have a lot of time to look into the detail,
| need an organisation that | can trust and
know will deliver what they say they are
going to deliver.”



