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Enquiry Description 

An investigation into best practise using co-production to create and deliver work within the 

cultural sector, and the role of leaders within it; addressing how we lead whilst genuinely 

sharing responsibility, decision making and ownership with project stakeholders. 

 

Research Group 

Our group consists of five Learning/ Education/ Participation specialists from a diverse range 

of cultural organisations (venues, performing art forms, heritage, different scales, differing 

levels of responsibility within our organisations).  We have a shared interest in empowering 

other people, supporting learning and engagement through the arts and heritage. 

 

● Laura Aldridge; Learning & Participation Producer, Siobhan Davies Dance.   

Beginning to employ co-production with young people.  Interested in learning from 

best practise within the cultural sector to deepen the level of collaboration possible 

with participants, to give them a greater voice. 

● Polly Andrews; Education Officer, Bath Preservation Trust.  

Has experience of being a partner in co-produced projects, keen to reflect on being 

part of these and learn from others’ experiences in order to become better at leading 

co-production herself. 

● Rachel Ayrton; Learning & Interpretation Manager, King Richard III Visitor Centre. 

Interested in co-production within an organisation. 

● Katherine McAlpine: Public Producer, National Maritime Museum. 

Felt that co-production had been ‘foisted’ upon her by colleagues going through a 

major capital project, without strong leadership and advocacy about why, 

Importance of co-production assumed by colleagues in same department.  

● Naomi Shoba: Head of Youth Arts, Ovalhouse Theatre.  

Regularly works using co-production with participants and young artists and is 

interested in co-production within partnership work across organisations.  

 



 

Our research enquiry included interviews with 11 professionals using co-production within 

their work within the cultural sector; their voices are represented within this report and the 

project outcomes (see appendix 1 for a list of our interviewees). 

 

Research Process and Methodology: 

We undertook the Belbin team analysis at the start of our group enquiry to help us identify 

our strengths and weaknesses as a team, and make us aware of any roles we needed to 

consciously work harder to cover.  As a team building tool, this helped us understand each 

other better, and was a useful starting point for discussion about our roles within our own 

workplace teams, how we felt this reflected, (or didn’t), our perception of ourselves.  The 

Belbin analysis helped us as individuals to decide whether to play to our identified strengths 

or work to develop areas we didn’t score as highly in.  As a newly formed team, the Belbin 

analysis helped us be more aware of our behaviour within the team, understand the 

importance of the different roles and each individual's contributions. 

 

We approached our enquiry subject of leadership in co-production with a combination of 

desk-based reading and research, and interviews with individuals we identified as leading co-

production in the arts and heritage sector. 

 

Our reading list was compiled through our own research, and by recommendations from 

interviewees and colleagues.  Individually, we looked into the areas of co-production that we 

each have a specific interest in as a starting point, often finding that this gave us more leads, 

and also that it brought us back to a few key texts.  Whilst we don’t consider ourselves to 

have read everything on the subject, we covered what we believe are the key texts in the arts 

and heritage sector (see appendix 4 for our reading list).  We discussed our findings from this 

desk based research at our mini-residential in October 2016. 

 

Our interviewees were identified by a similar process of our own research, and by 

recommendation from colleagues.  Whilst interviews were conducted by different members 

of the team, and by different methods, (in person, by phone, by email), a set of interview 

questions and key themes helped us gather comparable responses from each interviewee.  

Notes from each interview were shared on the Google drive for all team members to read. 

The interview questions and full transcripts can be viewed in appendices 2 & 3. 

 

In October 2016 we organised a short mini-residential in Derby to meet as a group, discuss 

our findings so far, and see some co-production in action.  We visited Derby Silk Mill to see 

http://www.belbin.com/about/belbin-team-roles/
http://www.belbin.com/about/belbin-team-roles/


 

in action some of the co-production around the ‘Re:Make the Museum’ project and visited 

the co-produced ‘Notice Nature: Feel Joy’ exhibition at Derby Museum. 

 

Following our research we consolidated our learning to share with others through a range of 

activities, further details about which are included in our report below. 

 

 

Learning about Co-production 

Our research gave us a strong understanding of co-production; its use and value within the 

cultural sector.  Co-production is called by a multitude of other names across the sector and 

beyond; these include collaboration, co-creation, co-curation.  Co-production is in danger of 

becoming a buzzword, levered into funding applications in an attempt to show an awareness 

of the importance of audience consultation.  True co-production is about much more than 

just good consultation, (and is very different from bad consultation!).  At times the term is 

misused; with consultation coined as co-production.  Whilst consultation is valuable and 

entirely valid for many contexts, this research project focused upon identifying genuine co-

production and its place as a Leadership model within the cultural sector.    

 

Co-production is centred on the people involved and is nicely summed up by the phrase, 

‘nothing about us without us’. Consultation is usually one group of experts, (curators, 

designers, museum professionals), asking another group of audience members, (visitors, 

service users…), what they think to a particular idea.  The idea itself has already been 

dreamed up by the experts, and the final outcome will be decided by the experts, the 

audience members may have some input, but this is controlled by the experts.  The co-

production way would be to facilitate both the experts group and the audience group to come 

up with the idea together, in a process that ensured that all voices had equal authority. 

 

Co-production is an all or nothing methodology, there is no ‘co-pro lite.’  It will not be 

appropriate for all situations or settings, there will be cases where robust and well thought 

out consultation is more fitting. We believe it’s important that the two definitions do not 

become synonymous, they are very different processes. 

 

Best Practise 

Through our research we have identified clear recurring features, that are the hallmarks of 

best practise, whether that’s co-producing with participants, colleagues, or external partners.  

The role of leaders within this has been to create and facilitate structure, space, and trust so 

the work thrives.  

 

The importance of creating a space and framework for co-production has been at the heart 

of all our case studies.  This is illustrated particularly clearly in the work of Derby Silk Mill 

Re:making the Museum. Derby Silk Mill are using co-production with their community, 

volunteers and colleagues to redesign the museum.  Their circular framework enables all 



 

stakeholders to input, consider and refine by returning to any point in the framework at any 

time.  

 

 
 

Credit: Derby Museums Human-Centred Design & Co-production Handbook  

 

A framework ensures all voices can be heard fairly, the process for decision-making and 

implementing those decisions is transparent.  The framework importantly ensures the work 

that is produced can be/is of as high-quality as that made by more traditional approaches to 

leadership. 

 

Using clear language with a conversational approach to facilitate and engage participants/ 

colleagues/ partners in co-production is paramount.  This is evident in the work of Kamina 

Walton through Social Enterprise Rising.  Kamina identified a gap in provision to support 

young people into the cultural sector.  Through conversation within a dedicated space using 

a light-touch responsive framework with young people; Kamina empowered them to input, 

shape and co-create a programme of mentoring, training, commissions and work for the 

group and their peers. Building a relationship of trust and understanding everyone’s 

motivations was essential.  Kamina’s role is as Critical Friend, gradually reducing her input as 

the group develop skills, knowledge and confidence.  The depth of co-production achieved 

within this case study was astounding; Rising’s Co-Executive Director is a young person. 

 

If the parameters for co-production are clear, defined and agreed by all participants (within 

and outside the organisation) their expectations are matched with the reality of the project/ 

programme/ organisation/ context.  Dr. Bernadette Lynch, in her report on engagement and 

participation in museums and galleries for the Paul Hamlyn Foundation, ‘Whose cake is it 

anyway?’, advises that parameters can be set by the organisation leading on the project, but 

http://www.derbymuseums.org/thesilkmill/
http://www.phf.org.uk/publications/whose-cake-anyway/
http://www.phf.org.uk/publications/whose-cake-anyway/


 

participants must be ‘active agents’ in this, rather than it being just another ‘empowerment-

lite’ exercise in box ticking.  It is not enough for participants to have a ‘seat at the table’, they 

must be ‘active agents’ rather than ‘beneficiaries’. 

 

Embracing and implementing the ideas and decisions of those you seek to co-produce with 

is vital for this leadership model to work and be sustained.  Andrew Vaughan at The Whitworth 

highlighted how important this was for Whitworth Young Contemporaries to succeed. The 

significant resource of the Circuit programme enabled The Whitworth to allow the young 

participants to try out, test and realise their ideas. Failure was encouraged.  Participants were 

highly engaged (20 young people returning each week for 3 years) because they knew they 

could make decisions and their ideas would happen.  Following through is essential.  

 

Organisational stakeholders participating, if not witnessing, the co-production process and 

product ensures buy in at all levels.  At the National Maritime Museum exhibition curators 

presence and contribution to audience consultation for the museums’ International Slavery 

Remembrance Day gave them an important insight into the voice of the public. This 

challenges conventional approaches to curatorial decision making. As eloquently articulated 

in the Arts and Humanities Research Council report ‘Towards Co-Production in Research with 

Communities’; ‘the ethical and political legitimacy of decisions is undermined and weakened 

if the voice of affected people is absent in the making of those decisions (Young 1990).’ This 

can be noisy and messy, as NMM experienced with provocations from the public about 

whose story they were telling, but the end result is richer from the multiple voices it contains.  

Actively involving all stakeholders in the process is a mechanism to advocate for co-

production in its own right. 

 

The examples of best practise we encountered were facilitated by leaders with distinct 

qualities.  Patience and humility are vital; leaders need to believe in the value of everybody’s 

voice rather than the importance of their own, it can take time to enable those voices to be 

heard and for decisions to be made and realised.  Being proactive, sharing the vision and 

importance of the work to drive it forward was also key. This was evident in Victoria Rodger’s 

work at The Cardiff Story.  Despite large-scale organisational changes, Victoria’s belief in the 

value of co-production and her championing of it has carried across the different development 

phases of the museum. 

 

 

Challenges  

The challenges of embedding co-production within an organisation throw into relief how 

leadership skills and styles can be utilised to overcome these.  

 

Control is a recurring theme of both leadership and co-production. The co-production model 

requires organisations to relinquish some control over a project to their communities, which 

can be difficult for some. Leadership and co-production also require honest acknowledgment 

about what is possible to change, and what isn’t. A number of individuals and organisations 



 

we spoke to acknowledged the challenge of shifting priorities beyond their control, e.g. 

changing council priorities and funding. However, good leadership identifies the opportunities 

within these challenges.   

 

Balancing the needs of co-production participants with organisational priorities also 

arose as a potential challenge. For many co-production ‘target groups’, acting as a consultant 

without being paid and the issue of intellectual property was also important. However, good 

communication was seen as a cornerstone that could make or break co-production projects. 

Involving colleagues in the process was seen as essential to success, while making the first 

contact with external groups was a challenge, especially when they are overstretched and 

understaffed themselves.  

 

Being able to communicate the success of projects with colleagues is seen as crucial to 

embedding co-production in an organisation. However a lack of measurable proof was seen 

as a challenge.  Traditional measures sometimes aren’t good enough at acknowledging and 

evaluating people’s contribution.  

 

While community engagement is not necessarily a new idea for the arts sector, co-production 

is still not broadly embedded across organisations, and there is a fear of superficial 

engagement, when the phrase ‘co-production’ is used indiscriminately. Changing 

Institutional culture requires patience from leaders. Fear of failure was seen as a barrier 

by many to trying out a new method.  

 

Loss of staff supportive of co-production was a challenge, and runs the risk of losing impetus 

and drive behind projects. Equally, funding cuts were seen as a threat to co-production. 

However, we propose that co-production done well can create organisations more resilient 

to funding cuts.  

 

Benefits 

We asked our interviewees to explain what they felt were the rewards and benefits of working 

through co-production. Several talked of the powerful impact of seeing change take place as 

the results of everyone’s involvement, giving a greater sense of achievement. Gemma 

Bending, formerly Community and Learning Manager at Sutton House, talked about how 

participants brought their own exciting ideas and how enjoyable it was personally to see 

things change shape - she likes the fluidity of having lots of different voices where approaches 

are not set in stone. 

 

Deep relationships between stakeholders are another benefit identified by a number of our 

interviewees. Open and trusting conversations from the very beginning of collaboration can 

provide the strong foundation for lasting partnerships, despite the reality of the short term 

nature of most project funding. Victoria Rogers, Museum Manager at the Cardiff Story 

emphasised the importance of always keeping in contact even if relationships need to change 

naturally (for example, an advisory panel member could take on a new role in coordinating 



 

the loans of family stories/objects for a new exhibition). She emphasises to partners that “we 

are always here as a resource, we really want you to stay connected even if we are not seeing 

you every week”. The result is that the relationships become so strong they can withstand 

the effect of funding changes. 

 

In employing co-production, there is the potential for mutual benefit derived from a core 

engaged and enthusiastic group of stakeholders helping to direct successful output for an 

organisation while they themselves gain confidence and skills. Derby Silk Mill is successfully 

transforming its relationship with the city’s communities by implementing carefully thought 

through approaches to increase their engagement. Daniel Martin: Curator of Making & Andrea 

Mercer: Senior Manager, Audiences & Communities use Project Labs which are spaces to 

experiment and share ideas. This has led to valuable and exciting input from local makers 

who, in return for studio space and time, have built display cases and seating for the museum. 

 

Another benefit of employing co-production is the potential for a well of goodwill to result if 

all partners are prepared to share knowledge and information and be seen to be open and 

participatory. Anna Bryant, Manager, Bath Museums Developing Audiences project 2013-16 

worked hard to ensure that all the stakeholders could see her project was about working 

towards a better, more cooperative vision of the city’s heritage offer to visitors. By constantly 

voicing her sole motivation - that of getting people talking and working together - she left a 

legacy of more supportive relationships between Bath’s museums. 

 

If organisations can overcome any conscious or unconscious need to control them, they will 

find that the outcomes are more powerful and confident because created by a diverse 

audience. Daniel O’Donnell, Artistic Director of Mammalian Diving Reflex performance 

company, says that  ‘leaders’ have to let go of their need to prove something or have an 

impact and let the participants create, trusting that the impact will be even greater. As a result, 

there is freedom for what Nina Simon in ‘The Participatory Museum’ 

(http://www.participatorymuseum.org/chapter1/) calls “new value” - an outcome that is 

“transformative, not frivolous”. 

 

Several interviewees identified the importance of measurable proof for demonstrating to 

stakeholders that value of co-production. Anna Bryant and Daniel Martin and Andrea Mercer 

used the Inspiring Learning for All evaluation framework by Arts Council England to help them 

advocate this way of working.  

(http://www.artscouncil.org.uk/advice-and-guidance/inspiring-learning-all-home-page) 

The rewards of this are clear: The Bath Museums Partnership won a second round of HLF 

funding, while Derby Silk Mill has also received earmarked funding for development from the 

HLF. 

 

Now more than ever, a firm future for any cultural organisation is not a given. Co-production 

can enable a creative approach to dealing with uncertain times. The importance of human 



 

capital in terms of ideas, energy and enthusiasm may not replace monetary capital but it can 

bring innovation and new opportunities in surprising ways. When an on-site exhibition space 

was re-allocated, Victoria Rogers was able to turn to her strong community links to co-

produce designs for a pop-up ‘guerrilla museum’. Containing co-curated exhibitions, it will 

hopefully take the theme of a ‘circus coming to town’ and visit communities which have not 

historically visited The Cardiff Story museum. 

 

Finally, leaving a strong legacy is a key benefit of using co-production. For the lead 

organisation, stepping back when the time is right shows that the partnership has grown 

strong enough to either stand alone or take a new form. Lynda Rosenior, an independent arts 

consultant advises starting the process with collectively decided aims and ambitions, 

following up with conversations to set up peer support & mentoring and gradually delegating 

responsibility to become purely a critical friend. 

 

Top Tips 

As part of the dissemination of our learning on co-production, we tried to summarise our 

findings into a few ‘top tips’ that would be easy to remember and follow.   

Language 

The language used is crucial and has to be appropriate for the audience. For example, avoid 

‘museum’ or ‘local authority’ speak when talking to families, young people, and volunteers.  

Words/phrases like ‘service users’, ‘artefacts’, ‘accessibility’ are key culprits. Language can 

be alienating or it can be inclusive. Make it inclusive and relevant to the people you’re talking 

to.  Test it on a friend or a family member, if they get what you mean first time, that’s a good 

sign. 

Share 

Tell people what you want to do, tell them what you’re doing, tell them when you’ve done it.  

Share all the info on the project and process throughout.  Be open and people are more likely 

to trust you and get on board. Share successes and people will see the point of co-

production. Share successes to reward participants and convince doubters.  Share failure so 

it doesn’t happen again. 

Get people on board 

You can’t drag people kicking and screaming into co-production.  People have to want to do 

this.  You need to share your vision, be inspirational, (remember to use the right language 

when you’re doing this), and enthuse all participants with the right attitude. 

Failure is ok 

Celebrate getting things wrong, because you will have learnt something.  Throw a party, get 

past being scared of failure. To quote Hannah Fox, Project Director at Derby Silk Mill, ‘feel 

the fear and do it anyway. 

Framework 

Use a framework.  Co-production doesn’t mean a totally leaderless project.  The best 

collaborative work happens within a framework, and it needs management and leadership.  

The leader's role is as a facilitator; to use a jazz analogy, the leader provides the ‘beat’ around 

which the group elaborates. 



 

 

 

Dissemination of Our Learning about Co-Production 

We disseminated our learning about co-production with others within the cultural sector 

through a variety of methods. 

 

Conference Presentation 

We presented our interim research findings at the Workforce Development Conference 

organised by Royal Pavilion & Museums, Brighton & Hove on the 30th November 2016. The 

theme was ‘Developing a skilled and diverse workforce in the cultural sector’. Several 

speakers analysed the benefits to volunteers, staff and internship students of close 

collaboration and targeted training and provision of opportunities. However, we were the only 

group to present co-production as a strategy for success and we received feedback from 

other attendees that it was an interesting and, to some, a completely new approach. 

 

Residential presentation 

At the second residential for the Extend programme in Leeds in January 2017, we presented 

our findings to the other research groups. Drawing on our Conference programme, we were 

able to add further reflections, both in terms of exploring co-production in our workplaces but 

also putting its principles into practice within our group. 

 

Workshop  

We led a workshop for 11 MA Visual Art and Curating Students from the University of 

Richmond to share our learning about co-production with members of the future cultural 

sector workforce. 

Participants said ‘It was useful to learn about how to incorporate different voices and groups. 

Reminders about being humble and thinking about who is represented.’ 

(See Appendix 5 for the Workshop Plan and Participant Feedback)  

 

Applying Co-production in the Workplace 

Applying our learning about co-production to our individual leadership within our 

organisational contexts was an important next step; to support our progression, disseminate 

our learning and advocate for the approach to participants and colleagues.  Laura developed 

training for participants of Siobhan Davies Dance Young Artists’ Advisory Group to enable 

young participants to acquire new skills and take on greater responsibility for programming 

and producing activities and events within SDD’s youth programme.  This deepens the level 

of co-production possible with young participants, thereby enabling their voice to truly be 

heard. 

 

Museum Association Conference  

We applied to share our learning at the Museum Association Conference, taking place after 

our Enquiry Project is officially complete to share our learning with the museum sector.  Sadly 

we have heard that our application to run a session at the 2017 Museums Association 



 

conference has been declined.  We have included our application in our appendices as we 

felt it still forms part of our learning.  Our plan for the MA conference session was to invite 

one of our interviewees and a couple of young people involved in a co-production project 

along to take part in the discussion, adhering to the ethos of co-production even in our 

dissemination of the idea. 

(See Appendix 6 for Conference Proposal)  

 

GEM Case Study  

We have submitted a case study to Gem (the voice of heritage learning) sharing our findings 

about co-production. 

(See Appendix 7 for our application to Gem)   

 

Learning about Leadership through the Process of our Enquiry 

Through our group project we have not only learnt about co-production as a leadership 

model; we have tested our own leadership through the collaborative process of the enquiry. 

 

Belbin 

As mentioned earlier, one of the purposes behind taking the Belbin test was as a team building 

tool to help us understand each other better and enable us to make an effective start on our 

project. Collectively, at the end of the project, we felt that it was a useful decision and a 

beneficial use of our group budget. One group member felt a degree of scepticism (and 

curiosity) about how accurately a formula can really reflect the complexities of a person’s 

skills but concluded it was nevertheless useful for considering how other people saw her. 

Another member felt that although the team role report was based on our workplace 

relationships, it still had value as a way to identify strengths and weaknesses in the research 

group. Also, that it sparked a discussion about the difference between how we perceive 

ourselves, and how others do.  

 

This latter outcome was liberating to two group members who found the objectivity of the 

report helpful: one felt the test was a positive tool to break down assumptions about certain 

skills taking precedence over others: everyone in a team having the right and responsibility to 

share in a joint enterprise equally so that there is then no need to attach value judgments to 

natural strengths or weaknesses.  The other felt the test made her determined to work outside 

her comfort zone and use the group project as a way of testing her skills identified as 

weaknesses. 

 

For one member, the results enabled her to consciously choose the roles she wanted to take 

during the project. She avoided the Specialist role as the test identified the group had a large 

number already and instead focused on her natural strengths, by concentrating on being a 

Resource Investigator. 

 

Group Working 



 

We experienced challenges working within a group geographically spread, with individual 

pressures and circumstances testing our ability to effectively collaborate and co-produce the 

project.  Balancing the workload of the project alongside full-time jobs, individual deadlines 

and priorities along with parental responsibilities proved difficult.  Being geographically 

dispersed made regular face to face meetings difficult.  Remote working was essential, but 

not ideal for genuine co-production.  This was challenging at times.   

 

However the project was a safe space to test and practise our leadership skills, including 

conflict resolution, being agile and responsive, taking on roles within and beyond our comfort 

zones (including those identified by Belbin as lacking within the group).  Ultimately our shared 

interest as learning professionals in empowering others’ voices to be heard united us to 

investigate, shape and share our project findings.   

 

Through the process we have candidly shared our individual leadership challenges, within the 

project and beyond, learning from each other’s successes and failings with co-production 

and leadership more broadly. 

  

 

Leadership Qualities 

At our residential in Derby in October 2016, there was the opportunity to share our 

interviewing experiences and reflect on the leadership qualities which we had observed in the 

eleven people we had contacted. Despite their range of roles in different cultural settings, 

there were common, inspiring characteristics which we identified: 

- A calm, determined and focused approach to using co-production. Setbacks might 

arise, but there was a common belief amongst interviewees in its value and the 

importance of continuing regardless. 

- A belief in their ability to create change. Some but not all of the interviewees were in 

a senior management position but this did not affect anyone’s commitment to 

advocating for co-production. 

- All the interviewees took ownership of their approach and worked hard to build 

consensus and positive relationships whether they had support in their organisations 

or not. 

 

In terms of the leadership models we have used as a group, a shared, relational approach 

has served us well because it allowed us all to contribute to a common vision for our project 

with a collective ownership. Quiet leadership skills have been shown with sensitivity and 

diplomacy in plentiful use. With no formal hierarchy in place amongst us, we tested out 

authentic leadership (being honest about our challenges around time to dedicate to the 

project, for example) and leading from the middle (everyone’s input was incorporated and 

valued). We have also been flexible leaders, stepping in and helping others with tasks if and 

when work and life changes meant we needed to, in order to achieve outcomes on schedule. 

 

Individual Reflections on Leadership 



 

Laura 

I have embraced the project as a safe space to test my leadership skills; trying out different 

ways of working with others from my normal behavioural habits; when to be ‘quiet’, listen and 

reflect, when to speak up, confront and challenge.  I have enjoyed the freedom to test without 

the confines and consequences of my professional responsibilities and context. 

I’m convinced about the real possibilities and value of co-production, and have great 

admiration for the case studies we have encountered that have applied the model so 

thoroughly.  Moving forward I’m buoyed by the knowledge I’ve acquired to apply the model 

to my own work. 

 

Polly 

I have valued the project as a chance to learn from inspiring leaders at first hand, both our 

group’s interviewees and also the speakers on the residentials. Their qualities of passion for 

their work, honesty about the challenges it involves and the success they have achieved have 

encouraged me to be more ambitious in my organisation, both in terms of advocating co-

production but also in terms of my professional development. Having explored leadership 

models in practice as part of the research group, my greater understanding has made me 

more confident in the daily decisions I make. I feel positive about growing as a reflective 

leader in future now that I have a toolkit of ideas and approaches to draw on. 

 

Rachel 

Through our interviews I’ve seen examples of leading from the middle in co-production, which 

has helped me realise that it doesn’t have to be the head of an organisation who leads change.  

Modelling - leading by example - is another aspect of this, and one that can be implemented 

at any level of the organisation.  My initial interest in co-production was in how it could be 

used within the organisation, so learning more about these elements of leadership make me 

feel more confident in using a co-production approach within my workplace in the future. 

Another key finding from our interviews is the role of the leader as a facilitator in co-

production.  This links in with one of my PDP aims, and has helped me understand that in 

order to facilitate a truly co-production approach, a leader has to take a looser hold of the 

reins, whilst holding the process to its original aim.   

 

Katherine 

Since the first residential, the phrase ‘authentic leadership’ has stood out to me and recurred 

again and again. This has encouraged me to be true to myself, acknowledging both my 

strengths and weaknesses during this group enquiry. Not always easy to be yourself if it feels 

like the rest of the group is taking a different approach, but I have found that this is the best 

way for me to work.  

On top of authenticity, the other important element of leadership I have taken from the project 

is trust: I can’t know everything, so I have to trust that those around me do. I can’t do 

everything so I have to trust that those around me will do what is asked of them. I have trusted 

the other members of the group around me. High levels of trust in this project group have 



 

allowed us not only to get the work done, but to be honest when work cannot be completed 

due to external pressures and to share workloads and responsibilities in a range of ways.  

 

Naomi 

My learning around models of leadership and the role of coaching in leadership has been 

profound. I now have the skills to reflect in an informed way on situations in the workplace, 

and wider within the sector, through the learning and practice gleaned during this process.  

 

Summary 

In the process of researching our enquiry we’ve encountered different aspects of leadership 

and heard how they have shaped projects.  We’ve also learnt more about our own styles of 

leadership, had the opportunity to explore and test approaches and grown in confidence 

when applying these in the workplace. 

In retrospect, the one thing we would have done differently is to set aside budget to undergo 

the Belbin team analysis of ourselves as a team at the end of the project, with each other as 

the observers.  This would have provided a useful comparison with our analyses from the 

start of the project created from our work colleagues’ observations. 
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Appendix 1 

Interviewees 

Darren O’Donnell Interview Mammalian Diving Reflex performance company, Toronto 

Gemma Bending, former Community and Learning Manager, Sutton House 

Kamina Walton, Director, Rising Agency 

Victoria Rogers, Museum Manager, The Cardiff Story 

Andrew Vaughan, Learning Manager at The Whitworth Manchester about Whitworth Young 

Contemporaries 

Anna Bryant, Manager, Bath Museums Developing Audiences project 2013-16 

Jocelyn Dodd, Director of Research Centre for Museums & Galleries 

Lynda Rosenior Patten, Head of Culture & Partnerships, Westway Trust 

Daniel Martin: Curator of Making & Andrea Mercer: Senior Manager, Audiences & 



 

Communities at Derby Silk Mill 

 

Appendix 2. 

Interview questions 

 

Key themes for questions: 

Successes/failures 

Measuring and sharing learning 

Advocacy and language used 

Leadership within co-pro model 

 

1. Could you summarise your project/work using co-production? 

2. Where did this originate from and why? 

3. How did you begin? 

4. How do you sustain it? 

5. What has been the outcome of the project/work? 

6. What have you achieved, learnt and valued about using co-production? 

7. What is your evaluation process?  What, and who, does this involve? 

8. What models/styles of leadership have you employed in this work?   

9. How do you advocate for this model of working? 

10. Top Tips you would share with others? 

11. Recommendations- 

 

Appendix 3. 

Interview transcripts 

 

A. Darren O’Donnell Interview Mammalian Diving Reflex performance company. 

Toronto 

 

● What is your definition of true co-production? 

I would call it shared resources, presenting. Going through a development stage together. In 

the Canadian participation sector it’s more back end, fundraising roles with professions.  

My word for what you are talking about is ‘Collaboration’ 

 

● The role co-production plays in your practice? 

Working with people and their lives as creative  content and material. For example a 13 year 

olds exuberance for tree climbing. Or the presence of the child taking the role of hairdresser 



 

in the salon is artistic material. Or the social relations we have with  these ‘non artists’ . I’m 

not interested in sitting and writing murder mysteries. Collaboration with children 

contributes a true presence. 

 

● Why was this approach developed above others? 

If I contrast it with typical theatre, I have a better time appreciating real encounters with real 

people even though it’s not so dramatic. We want to make some changes in the way people 

interact with each other. Politically. Why make a play about child’s rights rather than just 

actually participate in creative intervention about them. The gap between representation 

and reality is smaller. Real things affect them. 

We have been internationally successful and we have to ask interesting ethical questions 

about our legacy and interventions. We have to attend to their concerns, bring them into the 

company, plan for the young people to become a corrective to a white industry, our 

succession idea [I have inserted info about their copro model with young people below for 

context] is a process of artistic intervention into neighbourhood, city planning, community 

development, train, collaborating. 

 

● What processes did you use to establish this way of working and how do 

you/the team sustain it? 

Youth labour and engagement succession, collegiality (staff and young people, they are 

colleagues) social capital (sharing networks with them) friendship and socialising. Fun 

sustains it and there is a huge social component. They create new relationships with adults 

and yp- we become a place for cultural parenting ( a lot of the young people we work with 

are first generation immigrants, it’s slower for them to make friends and they have low 

cultural capital.) Mammalian Diving Reflex can offer them that ambient knowledge, they can 

gain a knowledge of the creative sector through osmosis. This is a corrective to not having 

cultural capital. 

 

There is a natural division of labour-the content is them being themselves and the adults 

work with bringing form. Thinking what might be interesting for an adult audience? Our 

intervention ‘Night walks’ was made that way. Teenagers doing what they always do, 

exploring neighbourhood and MDR making it slightly arty for audiences. 

 

● What have the outcomes and the learning been? 

What the presence of young people bring to a sector- they should bring it to many more 

sectors/spheres. 



 

Brings adults involved to a different place and behaviour, speed of work has to slow down 

because we are working with young people and it’s healthier. 

We hold cohort focus group with children and teenagers (who brought family) 

I am writing a book about human rights article 12, the rights of the child, transit, housing. 

 

● How do you advocate for this model of working? 

Prompts: 

What language do you use when you talk about it outside your organisation - and within the 

organisation - is there any difference? 

How do you talk to industry partners about it? 

How do you share learning with participants, stakeholders, funders? 

 

As a result of our work the Ruhrtriennale (Essen, Germany) festival created a children’s 

choice award so yp could have impact on programming in the festival.   

You must find a leader who is on board, steeping them in the projects and the vibes 

Long term deeply committed engaging, addictive. 

A model where young people have much more agency is really appealing. 

First has to be a level of immersion –interns, small periods of time start to see and feel the 

possibility of the model. 

 

● What models/styles of leadership have you employed in this co-production 

Leadership has to be resolved about their own artistic practice, not trying to make a great 

artistic piece but letting the YP create. Their desire to make impact has been decreased 

because impact has already have to to be made. Something to prove has. It gets in the way 

of the yp creating. 

 

Yp working in front of you ‘empowering’ leading from behind 

Employing diverse people. 

Artistic confidence 

Parental dynamic- have a desire to care for/ deprive yourself rather than the people you are 

with (this is difficult learning) 

 

 

B. Gemma Bending, former Community and Learning Manager, Sutton House 

 

1. Could you summarise your project/work using co-production? 



 

Formerly Community and Learning Manager at Sutton House, 5 years there, 2.5 years as 

Head Managed Learning Officer. 2 full time roles. Plus managed freelancers 

 

2. Where did this originate from and why? 

Always interested in and committed to co -pro, believes in developing a holistic approach. 

Used a 3 step approach at Sutton house: 

1. Get community on board with ideas generation 

2. Community delivering experiences we created all together 

3. The community becoming the storytellers of what had been achieved – didn’t 

achieve that step 

 

Community engagement and copro from the start at Sutton house, loved it because it’s 

about the exciting ideas people bring and things then changing shape. Rather than being 

top down, participants create it then there’s the enjoyment of seeing things change shape. 

She likes the fluidity of having lots of different voices, things not set in stone, enjoyed 

experimenting with that. 

Strategy doc (Community Learning at Sutton House 2016-20) produced just before she left. 

Her vision for 5 years ahead. A dream of how it would look. 

 

3.   How did you begin? 

Steps to building partnerships: really selling the idea is important. Making first contact can 

be hard. On the Huguenot project it was hard to find a partner. Lots of organisations wanted 

to work with refugee and asylum-seeking support groups but they are overstretched 

themselves. She spoke with them directly, tried to express interest through other parties, 

word of mouth, too. How can we support you, what can we offer? Had a spreadsheet of all 

relevant groups, emailed then called them. Held meetings. Important first step: offer them a 

space for them to do what they need to do. No demands from the house. Open a dialogue 

on how we can work together. E.g. Turkish and Kurdish communities came initially for their 

own family programme, now they come back regularly. Needs to feel a safe place to meet 

and have a copy of tea. A good attitude is that it’s not all about use, what we’re going to 

offer you. Vital to go out to the groups, chat about what the house is doing, generate 

excitement. Next time: walk with group from their centre to the house for an exclusive event 

– gives the message ‘it’s for you, I’ll show you how it can be’. Building rapport. 

Working in partnership so important especially now when cutbacks/Brexit/lack of staff 

capacity. Finding partners with similar aims is vital as they can then be very good to work 

with, opportunity to use their expertise. 

 



 

4.  How do you sustain it? 

Challenge of sustaining projects: on the Huguenot project – both organisations were really 

pushed to finish it but there needed to be a next step. You almost need to know what will 

happen next at the start, how it will be sustainable. A lot of work and energy was involved, 

was it worth it if the work falls away? 

 

5. What has been the outcome of the project/work? 

In terms of a legacy now she’s left, she hopes the Trust does more co-pro. It was really hard 

to get buy-in across the country, but easier to make links at Sutton House because it sits at 

the heart of its community. She realises she was lucky to have the budget and funding to do 

it. It can be a lot of extra work for other houses to consider. 

 

6. What have you achieved, learnt and valued about using co-production? 

Challenging project: The Huguenots . Working with refugees and asylum seekers to explore 

their stories and connect them with the Huguenots. She struggled on this, spent lots of time 

on it. Didn’t translate from the participants’ experience to the public. A lovely project, a 

woven tent was produced, which didn’t communicate to visitors, didn’t understand what it’s 

about. Hard to see, have to think about why it didn’t work. Recognise that everyone is 

engaging from a different perspective. 

Important to recognise it’s ok to fail and make mistakes, then you can review and see if it 

worked. 

 

7. What is your evaluation process?  What, and who, does this involve? 

Evaluation hard, not good at it. Realise baseline assessment very important to measure 

against. She never got to the crux of it. She knew if it had worked, no time to stop, off onto 

the next project. Evaluation drops off the list. Evaluation at Nat Trust is currently a lot about 

having an emotional connection  - interesting challenge around how to do this. Qualitative 

not quantitative outcome. 

 

8. What models/styles of leadership have you employed in this work?   

Leadership skills/approaches: not sure about this, not certain she changed approach e.g. 

for co-producing 7-11 year old group and 70 – 90 year old group. Just go in and be 

yourself. Key thing is knowing what I need from the session. Not really thought more about 

it. 

 

9.  How do you advocate for this model of working? 

Re: advocating community engagement, it is definitely the way the Nat Trust wants to go, 

but will take time. Lucky to be at Sutton house as it’s unique place with a supportive team 



 

to take risks – go for new audiences, look at themes you wouldn’t associate with the Trust 

perhaps. 

CE is not necessarily a new idea for the arts sector but possibly still for the Trust. There can 

be a disconnect when relating work to the KPIs (key performance indicators). The strategy 

doc was core to Sutton House’s purpose, already ahead on this and should be across other 

properties too. 

 

Strategy was challenging. A Trust document to feed into different performance areas partly 

recording and evaluating last 3 years and also what to achieve in the next 3 years. The main 

aim to say look at what we’re achieving, sharing the work, you can do it too.  Didn’t always 

feel comfortable with it but manager keen on every project having sharing as a result, 

wanting to make NT aware. Very much in sync with him, had common aims (Christopher 

Cleve, House and Gardens Manager, previously Head of Learning and Gemma’s line 

manager as Learning Officer). So helpful to have his support and buy in from across the rest 

of the team. Can’t do it in isolation, CE has to feed across whole organisation. 

 

10. Top Tips you would share with others? 

● Being really open at the beginning of the process, accept that the end may be 

different to the start, it will be shaped by the people you work with and that’s 

right 

● When trying to identify new partners, meet first on neutral ground 

● It’s ok if something doesn’t work out 

● When working with freelancers, be sure you’re both clear on the brief and both 

on the same page before going on to start sessions with the community group 

● When you communicate something to the public about a project, the story 

needs to be clear for that audience. Ideally those who produced it lead the way 

on explaining it/telling others about it but not always easy 

● Get buy in from all departments by sharing examples of successful 

participation at other sites. (enthuse) 

 

 

11. Recommendations- 

Working in consultation very important. Had good connections with Education Programme 

at South Bank and Horniman. Both very good at community participation. Also her line 

manager at Sutton House 

 

http://www.nationaltrustjobs.org.uk/our-stories/community-is-at-the-heart-and-soul-of-

everything-we-do-here-at-sutton-house/ 

 

 

C. Kamina Walton, Director, Rising Agency 



 

 

1. Could you summarise your project/work using co-production? 

Rising is a Social Enterprise that is co-directed and co-created with yp aged 16-25yrs.  It’s 

One Year old.  The agency find opportunities to support young people progressing in 

creative industries. So far they have been commissioned 3 times to create work, exhibitions, 

the group are mentored by 50 arts professionals. They are setting up a Young Critics Circle. 

Its led by Kamina Walton, who through conversation with yp supports them through a 

framework to devise and develop activities for their peers.  Kamina acts as a critical friend, 

gradually delegating more responsibility as the group develop skills and confidence. 

 

2. Where did this originate from and why? 

From 20 yrs working in Bristol with young people Kamina felt there was no where for yp to 

get certain kinds of support to develop the necessary skills to progress in creative industries 

(yp told her this!). E.g cv writing, professionalism in emails, critical analysis skills etc. There 

was a real need from yp after school and after uni finding themselves in the same situation. 

There was no other way of doing this. Coproduction (Kamina prefers ‘co-creation’) is the 

only way to really hear and respond to the needs of yp. 

Kamina has always enjoyed working with underrepresented and disengaged. She developed 

a conversation with many yp through different work for and with different orgs and there 

was a real need to support them, co-production allows them to develop these skills through 

the activity.  Purposely chose not to to be based in a building as that creates a barrier. 

She had a work experience placement that began working with her as she set it up, she is 

now a Co- Exec Director. 

 

3.   How did you begin? 

Kamina began by inviting yp she had worked with to have a conversation together about 

their needs. They collectively decided aims and ambitions. Using Kamina’s networks they 

found opportunities to try out and test ideas for ‘free’ eg. using studio space donated to 

them to put on an exhibition of yp’s work. 

The process and way of working has unfolded through conversations with yp, setting up 

peer support, mentoring and gradually delegating responsibility. Kamina’s role is gradually 

reducing, now a critical friend. Long term the plan is for this role to reduce further.  Giving 

provocations, listening. 

 

4.  How do you sustain it? 

Sustaining it has been easy because the group is shaped by the yp’s interests and new 

opportunities have regularly emerged. 5 yp have gone into jobs, 3 have been commissioned. 

New website features 6 yp artists a month. 

 

5.  What has been the outcome of the project/work? 

Plan is that in 5 yrs it is self-sustaining led by a community of yp (Rising Associate Artists). 

Possibly sourcing a studio for the yp to be making in. 



 

 

6. What have you achieved, learnt and valued about using co-production? 

Kamina has learnt a lot- it’s an energising experience, and inspiring approach. It feeds her 

own artistic practise through the different voices she interacts with. 

She feels there is real value in joining forces and collaborating. 

 

Partner organisations have been very interested in their work, but this has been a challenge. 

Intellectual Property is an issue - pilfering of ideas and approaches. Acting as a consultant 

without being paid.  Money to support the activity is hard. Yet to fundraise. 

 

7. What is your evaluation process?  What, and who, does this involve? 

Building a framework for the rising activities at the moment. There are lots of built in 

evaluation activities in simple ways- post it check ins, informal conversations. 

 

9.  How do you advocate for this model of working? 

Its interesting talking to others. There are various terms being used (authorship, co creation 

etc). Kamina tests this language with the young people. 

Working with partner orgs it’s clear that some don’t understand the genuine depth of co-

creation happening in Rising. Branding etc is a real issue for other orgs when it comes to 

yp’ produced work. Not a problem for Rising. 

 

11. Recommendations 

Macclesfield Art Gallery using a really inspiring approach. They’ve opened the gallery to 

their community. Contemporary art is secondary to how the community use the space. E. 

one a week meal served for migrant community etc. Really listening to the community about 

how they want to use their public space. 

 

 

D. Victoria Rogers, Museum Manager, The Cardiff Story 

 

1. Could you summarise your project/work using co-production? 

Museum Manager, The Cardiff Story for last 10 years since project started 

Manages: 

9 FOH team p/t 

Exhibitions Officer 

Learning and Outreach Officer (former separate roles) 

Collections Curator 

FOH Officer 

Projects Officer 

 



 

Started as Cardiff Museums project – public consultation from the start (with Anna Bryant) 

Started from scratch because Cardiff had never had its own museum. Mind blowing project 

to work in. The route was getting public involved for audience development but primarily 

content development 

 

2.Where did this originate from and why? 

At the heart is recruitment and ethos value – it’s a community centred organisation and 

ethos has to be shared by all 

 

3.   How did you begin? 

2005/6 Funding started 

VR and team actively going out to groups in Cardiff and beyond – wide range of ethnic and 

social backgrounds, never about rubber stamping, people were asked what themes, stories 

are important to you? Do you want a museum or a heritage centre or something different? 

Cases or whizzbang interactives? 

Clear remit from the public came from it: wanted it to be about the story of the city, real 

people, the bad as well as the good, i.e. honesty not just civic pride, object rich, a proper 

museum not heritage centre. 

Then the public were asked ‘help us do it’ – themes, personal stories to tell, search your 

attics and garage. 

Lots of focus groups, consultation panels, open sessions, chats, spreads in the Echo paper 

Everything decided through consultation even colours and fonts for the logo etc. V high 

level of involvement considering it had such small funding and is such a small museum for a 

capital city. 

 

4.  How do you sustain it? 

The museum’s Forward Plan has been affected by changing council priorities so a flexible 

response is needed to change. 

 

5. What has been the outcome of the project/work? 

It opened in 2011 but the first day was just the start of continuing community involvement. 

We completely know a project is wanted because we ask first and then we act on it. 

Even now for a mother and toddler group with £2K funding, there was lots of consultation. 

Not pulling rank, really listening, not imposing. 

 

Approach to community engagement sometimes scattergun, but it’s also one of the joys, 

really delivering as much as we can. Sometimes approached directly by groups. 



 

 

VR keeps a clear community focus at the core. Has had to make challenging choices at 

times due to funding changes but hopes these will be for the good long term. She keeps 

saying yes to everything so that when things pick up the relationships with community 

groups will be in place. The pace has not slackened though – a big part of her job is to 

focus on the positive and motivate her team. A lot of work is now going on outside the four 

walls – plans for off site pop-up interaction. Still in a period of change as new management 

in place for 9 months. Recent outreach has been traditional – i.e. exhibition in Pier Head 

building, a reminiscence exhibition at libraries, events in community centres. 

 

6. What have you achieved, learnt and valued about using co-production? 

Excited by her new vision: a ‘Guerilla Museum’ – themed around the excitement of the 

circus coming to town, it appears overnight then disappears just as suddenly. It will be a 

touring exhibition over 5 years. The idea is a practical solution to loss of capacity and 

exhibition space. VR ran an open design competition with initial funding, gave a prize, Aim: 

to be really different and exciting. Theme of circus trucks, winner has brightly coloured 

individual pieces which can be easily attached for substantial structure. Aim: to find £200K 

funding. 

 

Proud that the museum team has also worked hard to help community groups achieve over 

a million pounds of funding over 5 years, the majority HLF. But nowhere to display their 

work now so the ‘Guerilla Museum’ is a response to that. She is consulting now, there are 

huge areas of Cardiff where people not likely to access museums currently 

 

10. Top Tips you would share with others? 

 

● Just start, don’t paralyse yourself, go out and have a chat, ‘we need to speak of you 

and to you and need your help’ 

● It was easier to start from scratch at her museum she knows and recognises it can 

be hard to change the culture if existing staff are antagonistic towards a consultative 

approach 

● Really important to build a team and recruit those who will take the vision further, 2/3 

steps along the way to ensure groups visit 

● The short term nature of most funding is always a problem, but there are ways to 

maintain relationships – keep in contact and allow them to alter over time if that’s 

natural eg an advisory panel member can take on new roles eg lending their family 

stories/objects, helping when open, community group member putting on own 



 

exhibition. Emphasise we are always here as a resource, we really want you to stay 

connected even if we are not seeing you every week. 

 

E. Andrew Vaughan, Learning Manager at The Whitworth Manchester about Whitworth 

Young Contemporaries 

 

1. Could you summarise your project/work using co-production? 

WYC’s key aim is to engage young people and support emerging talent.  

20 young people attend Whitworth every Thurs eve 6-830pm. A diverse group (ethnicity, 

socio-economic).  Working with a Facilitator each week from youth arts background. 

They work on ‘WYC Presents’, events, parties, screenings etc that they instigate. 

There are other strands working with 42nd Street a Mental Health Charity to support yp with 

m.h to develop skills, inc internships etc. 

There is are other activities/ strands such as a Circus group, LGBT group, Sexual Health 

etc. which are delivered through partnerships with the local authority, charities etc. 

There is a strand for 3 Young Emerging Artists to have a residency at the gallery that 

includes socially engaged practice. 

The art is almost secondary, they engage with the art as a bi-product of the activities/ the 

group. 

They pay some yp to be part of the core group and action the points that arise from their 

sessions each week, so they actually happen and move forward. 

The less experienced yp are paired with those with lots of exp in arts etc to support within 

the group. 

The activities the group run vary in length and art form. The year culminates in the WARP 

festival. 

 

2.  Where did this originate from and why? 

WYC is a 4 year Circuit project funded by PHF in response to the 2011 riots. £100K a yr for 

4 years ending march 17.  

The project strives to give the group ownership, which comes when they all personally 

benefit in some way. The reasons the young people engage in the project varies (fun, social, 

something different, skills, for CV…), but as long as the project meets those needs they 

remain engaged and take ownership of it. 

There is an interesting tension between co-production, work that is peer-led and including 

yp in a conversation about the work that is being developed for them. WYC hasn’t been 

100% co-produced throughout. 

 

3.   How did you begin? 

We set up a framework for the group to initiate ideas, there was a clear process they could 

go through to share something, decide and make it happen. We had the resource that 

allowed them to try ideas out and to fail as well as succeed. 

The parameters really helped. If the slate had been blank they would have floundered. Lots 

of young people in the group had no arts experience, or exp of working in a group outside 

school. This supported them to contribute. 



 

Decision making was through conversation. Whitworth team did suggest and decide at 

times, we explained our reasons/ asked for trust at times. But we also balanced this with 

letting them run with an idea.  Most of their influence came through doing, we saw them 

succeed and that effected change. 

 

4.  How do you sustain it? 

Quality outcomes were key for engagement and motivation. Participants/ members come 

and go but there are regularly 20. We can genuinely offer them opportunities to try ideas, 

set up activities etc so they are motivated.  The resource has really helped.  

Now we approach the end of the project and the funding we are faced with a challenge of 

how to maintain this. 

 

5.  What has been the outcome of the project/work?  

A core group of yp engaged in Whitworth. Developing skills useful to their career trajectories 

and lives. Many going into arts jobs (practise or other). 

Project has regular activity for yp audiences to attend and participate. Inc WARP Festival, 

exhibitions etc. 

YP have a greater profile in the gallery because of the public facing events etc 

 

We are now looking at the legacy of the project- how can we support emerging talent? 

We’re looking at how we invest in long lasting relationships and experiences rather than 

infrequent contact with the masses.  The challenge will be how we do this without the 

Circuit budget/ resource. 

 

6. What have you achieved, learnt and valued about using co-production? 

YP can’t create something that is completely autonomous from the gallery as the 

organisation is bigger than them. The context of their work and idea is shaped by it being 

through the gallery.  It frames it. YP realise this and respond to it.  

It’s important for the gallery that the content is relevant to the organisation (rightly). 

This wasn’t really a problem, we just had to be really clear and honest with the group about 

the parameters eg branding etc. We just need to recognise that what they might create 

outside the gallery is different from what happens within WYC.  Perhaps not possible to 

really be led by participants within an organisation framework/ context? 

 

Recently the facilitator has moved on to other work. The group is currently self-led for the 

final stage. This is a real test of whether the ground work is in place for greater co-

production among the yp. It is more time consuming for Whitworth staff.  

 

7. What is your evaluation process?  What, and who, does this involve? 

Circuit has a Young Evaluator Group that attend different activities at different circuit 

venues. 

Lots of film documenting the activities. Case Studies. Moments that matter. YP get to have 

their voice heard. 



 

Final report March 17. 

 

9.  How do you advocate for this model of working? 

Working with partners outside the cultural sector to delivers strands of this project. All 

bought into the method of working with yp. 

 

Conference speaking, reports, WYC blog site, Circuit Young Evaluators group. 

 

10. Top Tips you would share with others? 

 

The large events like the WARP festival were really galvanising for the yp, they could see 

their work was valued and the event raised the profile of the project and their work and the 

gallery. 

 

11. Recommendations- 

The Agency- run by Contact, Southbank was an entrepreneurial project for yp. This 

managed to be real/pure/ authentic co-production. The nature of the content 

(entrepreneurs) made that ‘easier’ to make happen. 

Strong Voices- Sage, Curious Minds, Cape UK. 

42nd St Arts and Mental Health 

 

 

 

 

F.  Anna Bryant, Manager, Bath Museums Developing Audiences project 2013-16 

 

1. Could you summarise your project/work using co-production? 

Came in as external appointment to enable 3 big organisations – Holburne Museum, 

American Museum and Bath Preservation Trust to work together to develop their 

audiences. First time this opportunity had occurred.  

 

2. Where did this originate from and why? 

The two lead museums – BPT and Holburne had Heads/Directors who were very keen for 

this project to happen and in fact led on the bid to the Arts Council (which resulted in 

£500K over 3 years, last year was an extension from the Resilience Fund). So aim of co-

pro embedded in the bid from the start but museums very much starting from scratch in 

terms of approach to that. 

 

3.   How did you begin? 

Had a positive start – 3 big influential museums and lots of money helped everyone be 

receptive. There were worries expressed about staff time and extra demands. 

The funding had to be spent – fixed amount each year over 2 years initially. 



 

Need to ensure staff engagement 

Year 3 funding bid written before the end of Yr 2. 

 

4.  How do you sustain it? 

Challenge at the end of 3 years funding: She told the partners that they needed to own 

this now, you could get an external consultant to help you. But no site willing to take this 

on and commit to getting the Forward Plan signed off. The focus was on finding more 

funding but this was the wrong way round, she actively advised against this (ie going for 

Round 2 Resilience Funding) because she felt time was needed to focus on what’s 

worked and what needs to be taken forward. Year 3 had been beneficial because lots 

had been embedded then). The partnership had to be owned equally, but someone 

sometimes needs to lead. This can be an issue of organisational dynamics – people not 

being encouraged to speak up. Everyone is part of it but one person needs to own it and 

follow up on forming a Forward Plan. Perhaps some of the senior staff felt it was taking a 

‘step down’ for them? Not sure. 

 

Year 3 was successful because it brought into the partnership several of the local 

authority museums. Anna feels it was an achievement because that was a result based 

on activity based evidence. 

 

6. What have you achieved, learnt and valued about using co-production? 

Her only desire was to get people talking and working together – her driver, genuinely 

motivated her to see everyone getting on.This carried through into the Year 3 funding 

application because the original funding only covered 2 years, but she tried to get every 

museum involved by the end and in fact 17 were – she was “sharing the love” of the 

funding. This was rooted in the fact that she has a background in small museums and so 

wanted to share the benefits with them. She carried that vision for the whole of the 

project. Visitor experience is so closely intertwined in Bath that it’s wrong to hive off only 

the bigger museums. V. important to involve all. She felt so strongly she would have 

made the case regardless, even if she had been told just to focus on the big 3 museums. 

She felt the project was the standard bearer for accredited museum standards. Shared 

expertise vital to improving standards across the sector. 

 

Benefit of having lots of money to make things happen, much easier to get people 

interested and on board. But actually the real test is running partnerships on fewer 

resources and still making it a success. She feels this could happen now as the 

relationships in the project are so strong. Too much money can cause resentment and 

stifle creativity. It was great to have so much funding to pilot and test approaches (eg 

marketing apps, leaflets, joint offers and branding) but really only because then it’s clear 

what will really work. 

 

Challenges: 

-How to truly embed this new collaborative process in organisations 



 

-2 lead staff (who had made the bid happen) both left -new lead staff arriving at two of 

the three museums. It wasn’t top of their priority list perhaps not unsurprisingly.  

-Winning hearts and minds, persuading people that it’s a good thing to do – key part of 

role 

-Challenging at times as she felt she got so far with initial 3 museums Heads – they 

recognised that they started the project with papers held close to their chests in 

meetings but so much more transparent by the end. Harder when new staff arrived, 

feeling of going back to the start. 

-Ideas need to carry through organisationally, not get thrown off course. 

-There is a need to communicate more with Trustees about the ideas. This has happened 

at BPT, included in annual plans to Trustees 

 

-There is a need for somebody in a role who has the best interests of the museums 

partnership in their heads at all times. Lacking this is a big flaw in the project however 

much goodwill is there. It’s not a reflection on the people involved, just a practical 

consideration. 

 

7. What is your evaluation process?  What, and who, does this involve? 

Takes it very seriously – needs to be thorough. 

 

8. What models/styles of leadership have you employed in this work?   

Listening a very important skill but equally not apologising for prioritising her work over 

the partner staff’s concerns at times.  

 

Key element for success: important to formalise it, get it written down. She took the 

strain of doing this, getting good evaluation done, in order to try to embed the 

partnership in everyone’s minds. 

 

Achieving partnership with local authority museums was not strategic, really just about 

developing personal relationships with people open to it, chipping away, some people 

more receptive than others, she tried to alleviate their concerns. She would like to hear 

more from their side. Her role so much about working with people. 

 

She loves the creativity, practicality and nerdiness of the museum world but was aware 

that this role had less of the creative side to it. She had to put aside elements of her 

personality and it became about getting the job done. She tried to incorporate creative 

elements where she could (stretching like an elastic band – leadership model/metaphor). 

 

She was glad to be an external person who had the ability to not be embedded. It was 

easy to see how she could be sucked into internal politics.  

 



 

‘Ignorance’ was a key weapon for her at the start as she was new to the city and 

organisations. She could play the naivety card for a while to find out more about existing 

barriers and issues without it being difficult or seeming negative. 

 

10. Top Tips you would share with others? 

- Playing ‘naïve’ at the start then keep some element of being the outsider as it helps 

you keep an open mind and not get embroiled in historic politics, you have fresh eyes 

and don’t risk getting dragged down. 

- There’s a big well of goodwill to draw on if you’re prepared to shared knowledge and 

information and be seen to be open and participatory. She worked hard to ensure that 

everyone could see the projects was about working towards a better, more cooperative 

vision of the city’s heritage offer to visitors. 

- Think about what works as a group/collectively. Important to get a common 

message so that people will see the collective aims and outcomes, not judge an 

individual museum. Requires diplomacy, ok to go for it and try things and put institutional 

requirements to one side in order to focus on the collective good sometimes. 

- Evaluate, evaluate, evaluate! Vital to prove your case. Evidence based outcomes will 

help when/if funding gets tight – keeps a focus on what worked and what will work in the 

future.  

 

G. Jocelyn Dodd, Director of Research Centre for Museums & Galleries 

 

1. Can you summarise your experience/knowledge of co-production: 

The institution doesn’t hold all the knowledge.  There can be good and bad co-pro; 

vocabulary around values, museums not having the only expertise, it has knowledge and 

understanding but others bring a unique perspective. 

Framing is important, curator is valued and others valued as well. Appropriate input, not just 

one vocal member of the community. 

Complete process, done carefully. 

‘Trading zones’ framework – no opinion greater, (used in science and disabilities, individuals 

experience vs medical knowledge. 

Anthony Gormley figures, (Field), bad example of co-production, all artistic integrity with the 

artist and community have to follow his lead, they are involved on only a superficial level. 

ACE has institutional values, artist at the top, co-pro challenges that. 

 

Janet Dugdale – Museum of Liverpool, (NML), used this process to create museum.  

Consultation with 10000 people, manifested in the venue, what it feels like, shapes every 

part of the experience. Well thought through, still make curatorial decisions, still take a 

stance. Navigate through a process. 

 

2. Where did you first encounter this idea and what was the reasoning behind it? 

Socially engaged museum practice – 20yrs ago.  ‘Building Bridges’ publication with Richard 

Sandall.  Barrier – access to decision making. Part of the process of making things 

accessible, started a disability consultation group at Nottingham Museums in ’95. 

Paul Hamlyn ‘Whose cake is it anyway?’ influential 



 

Nina Simons 

Lots of examples over many years, hard to pin-point. Framework – research question – 

what are you trying to achieve? 

(I didn’t ask questions 3-4-5 as we weren’t talking about a particular project, but 

co-production in general across the museums and galleries world). 

6. What have you achieved/learnt/valued about using co-production?   

More leads to new territory, new perspectives, more insights into a social issue, more 

complicated – less binary, muddying the waters, complex and nuanced view. More than the 

sum of it’s parts.  Challenges assumptions and gives greater insights into different people's 

perspectives. Provides a complete and subtle picture, more real. 

It can be clunky, binary, people can become entrenched in their position, defensive, can be 

a waste of time.  Harmful – it can be a destructive process if it does not work well.  Don’t 

think of risks, build relationships, build respect, ground rules.  What is realistically 

achievable.  There can be difficult individuals, not good at teamwork. 

7. What evaluation process have you used? 

Bernadette Lynch’s evaluation models explain this in much better detail. 

How do you frame the question? Collecting many perspectives – interviewing best. 

8. What models/styles of leadership have you encountered in this work? 

Clarity of focus, confidence to let ideas be explored. ‘Exchanges’ model, facilitate process 

very carefully, planning, balance, processes. 

Strong sense of purpose, but not a dominant leader, need to let the answer emerge from 

the process. 

Structural issues in institutions practicing co-production, (Paul Hamlyn), smaller 

organisations are more agile, more nimble than larger orgs.   

Humble, be prepared to listen to criticism of your methods. Egos – need to be massaged on 

both sides, need to be conscious of this. 

9.How do you advocate for this model? 

Dissemination, talking about the processes and the impact, reflect and capture the impact.  

Vocabulary and understanding of relationships changing.  ‘Collaborate’, ‘mutual respect’, 

how you evidence this is important.  Evaluation and research through different formats, e.g. 

short interviews, films, response cards, different formats to collect information.  Evidence of 

impact, be able to illustrate how people are negotiating. 

Challenge views and perspectives, think through ideas and values.  Use language  of 

collaboration, not knowing the answer, sharing a challenge, informed risk-taking, (but being 

aware of this and trying to minimise risks). 

Organisations outside the sector – be conscious of language used, build partnerships at a 

strategic level, language informed by the other organisations. 

Participants/community groups – normally through museums, arms length.  Need to be 

explicit and honest about the relationship you want, it will depend on organisation how 

good their relationship is with community. 



 

10. Top tips: 

Co-production is part of a socially engaged practice, it’s not as important to be categorised.  

Should be supported by institutional values, supported by infrastructure.  One off projects 

are not sustainable.  Frustration of returning back to ‘usual’ way of business.  Should be 

forward thinking, moving on to the next stage, not repeating it. 

Shared values within organisation, there are tensions in some traditional organisations, 

some staff don’t ‘get it’, this causes problems.  How and where within the organisation?  

Works well in ‘driven’ organisations, has to change core of institution, if it doesn’t, it is only 

limited success. 

Funders = jump on bandwagon, but not really engaged.  Risk of it being fashionable, rather 

than a tool for improvements.  Risk of it being stopped when funding stops, whereas it 

needs to be core, (part of the mission, vision, values of an org), embedded and continue 

when the funding stops.  For e.g. Renaissance in the Regions. 

11. Recommendations: 

National Museums Liverpool 

Glasgow 

Hackney Museum – all about community 

‘Mapping the change’ impact of Olympics on area in London, project to upskill community 

to have their own voice, separate from the media, to process and articulate the change – 

through exhibition, films that respond to the international event at a local level. 

 

H. Lynda Rosenior Patten, Head of Culture & Partnerships, Westway Trust 

1. What is your definition of true co-production? 

There isn’t one definition. 

I approach it differently with corporate or community partners. Tailor it to the partnership- 

but there are key things in common 

Joint commitment  

Shared goals,  

Belief that we bring different thing and together we maximise success  

Clarity about roles and responsibilities-commission based, development of new work. 

 

2. The role co-production plays in your practice? 

 It is at the core of what I do. 

 

3. What processes did you use to establish this way of working and how do you/the 

team sustain it? 

Initial meetings, frank open discussion. Partnership or/and Co-production agreement drawn 

up and signed off. 

Partnership agreement cover- legality, technical things, risks assessments 

Co-production agreements cover - scope, values, commitment, key things that need to be 

locked down for it to be successful and how is it measured. It is a flexible working 



 

document, and there needs to be time to assess whether it’s realistic and achievable. 

 

4. What has the outcomes and the learning been? 

There has to be that are fit for and appropriate 

Developing practitioners and audience, they can’t do complex eval 

About capacity building 

Recognised it’s not sustainable, work on development. managing expectations 

Balance acknowledging limitations. Take a flexible approach. Being realistic. 

Transit festival-we took a dual role commissioning and producing. Subsequent years 

decided on one for clarity when it comes to implementation. 

It’s important to take account of what networks are you already associated with, what data 

could be shared, what there is scope for.  

 

5. How do you advocate for this model of working? 

Meaningful co production is the way forward for growing practice. It clarifies roles, outputs 

and outcomes, what is stake, key performance indicators, evaluation, monitoring, and 

audience development. Sharing resources has to be clear and held to account. It requires 

diplomacy and cultural sensitivity. 

An example- Co-production with national trust, transit festival and artists there was a lot of 

hand holding, We needed to be -sense checking material that could be potentially 

controversial and exploitative material. I.e. Irish shanties which were working songs aren’t 

appropriate for the community we are collaborating with as the Irish were indentured 

servants at the time, the songs are work song which have to be handles with a cultural 

sensitivity. 

 

I Interview with Daniel Martin: Curator of Making & Andrea Mercer: Senior Manager, 

Audiences & Communities at Derby Silk Mill 

 

1. Could you summarise your project/work using co-production? 

● Unused building - Derby Silk Mill 

● Need to find a new use for it 

● Using Co-production to develop building into Museum of Making for 2020 

 

2. Where did this originate from and why? 

Started this approach without being able to articulate it.  Didn’t consciously choose ‘Co-

production’ or ‘Human centred design’ as a methodology, just knew that we needed to 

involve the community in a meaningful way. 

 



 

Backstory - In 2008 Derby Museums submitted a bid to HLF to redevelop the Silk Mill which 

was unsuccessful.  DM started asking questions about what the building could be used for 

instead.  Textiles & Fashion Museums was suggested, as well as a centre for STEM or 

STEAM, or other museums space.   

 

DM successfully applied for ACE funding to appoint Andrea and a project assistant to 

develop ideas for the space.  At this point Derby Museums became a trust, (Derby 

Museums Trust, 2012), with a new Director Stuart Mills.   

 

More funding was secured to develop the building ready for a public opening.  This started 

as a programme with the local community to build furniture for the open space, developed 

into the Re:make the Museum project.  Local communities were involved in building tables, 

chairs, cafe space, exhibition cases.  Workshops were refurbished and people were 

upskilled to design and build all of these, rather than buy in expensive exhibition designers 

and cases. 

 

New Director: Tony Butler (previously with ‘Happy Museums’) and a restructure led to; 

breaking down silos, lost some curatorial staff, more focus on engagement, instead of the 

traditional view of curators. Aiming for sustainability and wellbeing.   

 

Undertook research with U of D to measure cortisol levels in volunteers to prove impact of 

engagement with project lead to measurably increased well-being. 

 

Notice nature: Feel joy project with local communities and universities, (inc University of 

Nottingham).  Co-production of an exhibition, including gallery space, interpretation and 

curation.  Lack of curators frees up this process.  Volunteers are ambassadors to support 

foh staff, people are proud to be involved. 

 

After Re:make and NN:FJ, DMT couldn’t articulate what it was they were doing.  They had 

been doing ‘Co-production’ and ‘Human centred design’ from the start, but not articulated 

it  This lead to the development of the Co-production handbook. 

 

3.   How did you begin? 

● Always start with a question ‘How might we..?’, we have a method for formulating 

these questions.  A HMW question is harder to shut down, than a ‘how could we’ or 



 

‘how should we’, (easy to say, ‘we can’t’ or ‘we shouldn’t’). 

● Set up a Project Lab - this is a space to shape the project, it could be a meeting in a 

physical space, it could be online, it could be a shared document.  It is a space to 

experiment - doesn’t need to be in a physical space, allows you to be open, doesn’t 

have to have clear aims/outcomes/answers.  Space to exchange ideas, 

brainstorming… 

● Ideation - get-together, informal, no pressure, ‘HMW’ question - break down and 

come up with ideas.  ‘Yes, and…’ attitude, not allowed to say ‘no’ or ‘but’.  Use of 

language is important. 

● Models and prototypes - the traditional model is to commit then evaluate.  This is 

evaluated in the model phase before commitment.  It can be lo-tech, spatial 

understanding rather than 3-d design.  Piloting the experience.  This section can be 

repeated.  What you want to evaluate is already identified, its not bolted on in 

retrospect. 

● Produce and share - conferences, booklets, meetings…  Sharing gives credibility to 

future partnerships, e.g. with industry. Partnerships breed contacts for other 

partnerships. 

The process can’t be static, it takes time. Many staff from traditional museums 

backgrounds are constrained by the typical museums approach, e.g., what's taught on the 

courses.  Most staff not from trad museum background, very much ‘learning as you go’. 

 

4.  How do you sustain it? 

● Continue to share upcoming opportunities with volunteers, opportunities that are 

varied and interesting for them to work on.  Be clear that projects have a fixed 

timespan, but encourage future engagement opportunities.   

● DMT do this with a volunteer newsletter + register to keep volunteers involved.   

● Communicating clearly. ‘Tell me more’ cards - an informal 2-way system of keeping 

in touch with potential volunteers.   

● Showing that contributing is valued.  Feedback session with volunteers, 

WWW/NSW, gathering volunteers ideas from interests, motivations & aims led to a 

Derby Silk Mill Volunteer Co-ordinator to help manage relationships. 

● ‘We are MUSeums’. Making sure volunteers feel part of the team, this comes from 

attitude, e.g. saying hello when volunteers arrive, making everyone feel welcome and 

at the heart of the organisation 

 

5.  What has been the outcome of the project/work? 



 

It’s ongoing, Re:Make the Museum and Notice nature: Feel joy are two sub-projects within 

the whole, but the co-production approach will continue.  Final aim is to open Museum of 

Making in 2020, what the museum will be is still to be decided/created through this project. 

 

6. What have you achieved, learnt and valued about using co-production? 

● Quantifying volunteers input - traditional measures weren’t good enough at 

acknowledging people’s contribution.   

● Part of the approach is that failure is ok, we have to be open to this, ok to take risks 

and identify the learning 

● DM - Failure - personally, would have to choose ‘Making our stories’, we failed to 

achieve the aim in three different iterations of this project, but that just means we’ll 

go back to the drawing board and keep trying.  It is a challenging aim and we’re 

currently trying the 4th approach.  We’ll go back to the model and re-define our 

approach, or return to the original question.  Even questions whether we are right to 

collect stories in this space?  Lots of learning about space and interaction. 

● AM - Failure - difficult to define success/failure, all part of the process/phase.  

Struggled with the Maker bar at first, how to run it in the space, what materials and 

tools are available, is it facilitated or not, is it the right design?  This led to us having 

a menu so people can choose from this.  It is facilitated, but open-ended.  Never 

quite worked as expected, but we’re learning that we might not need it in the future 

museum, or that it needs to change.  Produced different outcomes to those we’d 

expected, but that is how co-pro works. 

● DM - Success - the workshops, they are messy, definitely a ‘making’ space, they 

weren’t initially a welcoming space, but they are now really well-used. 

● AM - Success - people and their engagement, their experience of being involved.  

The impact on the lives of young people in the Pentaxia project (Yr 9 NEETS).  

Putting on exhibition, pride for the participants, increased job prospects, (apprentice 

welders, little English, got involved in helping, got C.V.s translated, socialising, felt 

valued, found work).  Significant impact on people's lives, e.g. no medication, new 

skills, new role/job. 

● Challenge - use of language.  Some people not ok with the term ‘ideation’ as an 

example, rather than changing the language we use, we explain what we mean.  Get 

people involved to understand. 

● Challenge - resistance - some have struggled, but majority have stuck with it. 

Encouraged all staff and volunteers to join in with all aspects of co-production. Key 

is to get them involved, possibly the first opportunity they’ve had to have a voice and 



 

a hand in shaping the museum. Consistent, communication, sharing, inclusive.  Also, 

it’s ok not to take part, may not be the right project, be honest about this. 

 

7. What is your evaluation process?  What, and who, does this involve? 

● Use the ILFS (Inspiring Learning for All) framework - one of only a few ways to 

recognise learning.  Holistic approach. 

● Culture counts - ACE method  of measuring culture and quality in different fields. 

● Everyone does it differently, so depends on funders, e.g. HLF. 

● Track audience through Audience Finder, important to understand SROI (Social 

return on investment), engaged a specialist consultant to help with this, training staff 

to understand and develop how to go forward with valued measurement, what 

people have learnt, impact of that. 

● Volunteer hours measured - hours of  type of engagement and its financial 

equivalent. 

 

8. What models/styles of leadership have you employed in this work?   

● Need a strong leader with vision and direction.  This project could become very big, 

amorphous, unwieldy.  Have to produce a Museum of Making in 2020, need strong 

leadership to turn all these ideas into a deliverable project. 

● Good communicator - really important 

● Transformational - needs to motivate a lot of people, how to inspire and motivate 

people to have sense of autonomy within project. 

● Trust - developing sense of autonomy, can’t all be led by one person, skilling people 

up to develop own projects. 

● Sharing vision - it all informs the central project. Always comes back to ‘why’, 

‘what’s the need?’ 

● Audience focussed, restless, determined, need to keep up with what’s happening in 

the field, willing to take on challenges of keeping up to date. 

● Delegated and shared - not just one person’s vision. 

 

10. Top Tips you would share with others? 

● Be brave, accept that it will be difficult 

● Attitude and language are important. Organisation has to be willing, can’t impose 

this.  This carefully and get the attitude right first.  Language and processes can be 

outside comfort zone. 

● Dare ‘What’s the worst that could happen’ 



 

 

11. Recommendations 

● ‘Figment’ volunteer festival from New York, used idea and held a festival to celebrate 

volunteers contribution and share this with the city. 

● ‘Makeworks’ online resource of makers to support you with makes, you can find out 

who makes stuff that you might need nearby.  Links back to historic collections. 
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‘Learning on the Frontline’ Rosie O‘Donovan, MA dissertation in Learning and Visitor 

Studies, Leicester University (2011). http://balticplus.uk/baltic-learning-on-the-frontline-

c21169/ 

 

‘Leaders in Co-creation’ Dr Louise Govier 

https://www2.le.ac.uk/departments/museumstudies/rcmg/projects/leaders-in-co-

creation/Louise%20Govier%20-%20Clore%20Research%20-%20Leaders%20in%20Co-

Creation.pdf 

 

‘The Participatory Museum’, Nina Simon http://www.participatorymuseum.org/read/  

 

‘Whose cake is it anyway?’ Dr Bernadette Lynch, Paul Hamlyn Foundation 

http://ourmuseum.org.uk/wp-content/uploads/Whose-cake-is-it-anyway-report.pdf 

 

http://www.artsprofessional.co.uk/magazine/article/fearless-inclusive-leader 

 

‘A Cultural Leadership Reader.’ Sue Kay and Katie Venner 

 

Derby Museums Human-Centred Design & Co-production Handbook 

 

‘Connected Communities: Towards Co-Production in Research Communities’, Catherine 

Durose, Yasminah Beebeejaun, James Rees, Jo Richardson, Liz Richardson, Arts and 

Humanities Research Council. 

 

http://www.nationaltrustjobs.org.uk/our-stories/community-is-at-the-heart-and-soul-of-

everything-we-do-here-at-sutton-house/ 

 

http://www.artscouncil.org.uk/advice-and-guidance/inspiring-learning-all-home-page 
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Co-Production Workshop for Uni Richmond MA  Visual Arts Management and Curating 

11 Students. 

Delivered on 21 Feb 2017. 

 

Plan: 

 

14.00-14.20         Naomi 

Intro 

Who are we?   Why are we doing this?  (Prezi slide) person centred, this is a pilot. 

Include engage recruitment, research project, who we spoke to/ research we’ve 

undertaken. 

 

Who are they?  Icebreaker 

Get the group to introduce themselves, inc areas of interest/ experience working 

collaboratively (pairs inc us and feedback to rest of group). 

Use self-reflection tool: Scale 1 -10 a) your interest in working with audiences and 

communities in the future and b) your knowledge in co-pro 

 

14.20-14.40 

Co-Pro or No Pro? 

Q: Based on the name/what you know from previous experience, what do you think co-

production might be?  Have you come across examples? 

 

It’s possible to consult with stakeholders without engaging in co-production. 

Q. When is it real co-pro and when is it consultation? Both are valid. 

Group numbers 

Small groups get one scenario each, discuss and feedback. With prezi to illustrate. 

 

The Education officer of a museum plus a local hospital’s artist-in-residence meet with 

medical staff to design a ‘wellbeing through art’ project for patients using handling objects 

as the stimulus for textile and craft work. It will run weekly for six months and the Education 

Officer will be on the wards alongside the artist. The patients’ work will go on display at the 

end. (i.e not co-pro) 

 

A group of people with moderate mental health issues organised themselves to visit 

museums, consult with staff and propose their own project to benefit both themselves in 

terms of skills and learning and also the museums and their visitors. In collaboration over a 

year, the group’s suggestions are trialled and reviewed and a collective decision is made to 

implement the best ideas (eg a new logo design for the museum plastic bags). The group 

works alongside museum staff throughout as equal partners. (co-pro) 

 



 

A special session at an Architecture themed museum is designed by consulting with 

professional architects. It is marketed to families with children who are interested in 

becoming Architects. The session is free and designed to be fun, engaging and valuable (the 

professional Architects talk about their work). The children are encouraged to remain 

connected to the museum as Ambassadors and return for special events. (not co-pro) 

 

A new financial year has begun and a budget line has been created for training. Staff are 

asked what training they would be interested in. As a result experienced guides at a museum 

are invited to help set up a mentoring project whereby historical knowledge will be shared 

with less experienced guides. The Education and Curatorial staff are involved. A framework 

is used to ensure everyone involved has an equal voice and decisions on the training offer 

are taken jointly. (co-pro) 

 

Ovalhouse example as a summery with prezi 

 

14.40-14.50         Katherine 

Why do we want to do co-production? 

Benefits 

Co pro is all the rage in the cultural sector. 

Q: what are the benefits on post its and stick up. 

 

14.50-1520         Laura 

HOW TO CO-Produce 

(Best Practise Prezi slide)  Talk through what you actually need to do: 

● Who do you co-produce with, how do you ‘select’ representatives, who instigates 

this? 

 

Get stakeholders into the room (no easy feat) and… 

● Use a framework that allows all voices to be heard and to contribute to a clear 

process of decision-making. E.g. Derby Silk Mill.  (Talk through how I’ve used it as 

SDD with the YAAG step by step). 

● Be clear and transparent so participants’ expectations are matched with the reality 

of an organisations’ context.  Follow through and implement. 

● Use an informal conversational approach with no jargon, building relationships that 

last. 

● Involve all stakeholders at all levels, witnessing/ participating is advocacy 

● Be patient, humble and proactive. Don’t be afraid of not knowing the answers. 

Task: 

Huggies. 

Participants are thinking as future arts education practitioners. 

Scenario- an art gallery wants to engage older adults in opportunities to participate at the 

gallery.  There are high numbers of older adults attending as visitors but no activities that 



 

allow them to participate.  A couple of older gallery invigilators have anecdotally mentioned 

they and their friends would love the chance to make as well as look at art. 

Q: As engagement coordinator how would you go about instigating co-production at the 

gallery with older adults to put on some participation activities?      

(In pairs, then share with another group. Paper, pens, copies of Silk Mill Framework). 

 

15.20-15.40 

Rewards & Challenges (Prezi slide)    Katherine 

Post its- ask students list the challenges they might face. 

Katherine presents Prezi slide 

  

How might you overcome those challenges? 

Task: participants respond to the challenges post its with solutions on different coloured 

post its. 

  

15.40-16.00 

Top tips and final thoughts 

Summarise the top tips for Co-pro. 

Evaluation.   

Repeat self-reflection tool, compared to start of the session. 

+ Q What was useful and what could be changed about the workshop. 

 

 

 

  



 

 

Appendix 6. Museum Association Conference Proposal 

 

MA Conference Proposal 

https://www.museumsassociation.org/forms/conference-proposals-2017  

 

Proposed Session Name: 

Who’s in the room? Best practice in Co-production 

 

Outline of session:        

Co-Production with communities and audiences is very much in vogue, especially as a way 

to bring in much needed diversity to Museums.  

 

But what is it? And how can you do it well? What is in it for the Museum? And for the 

participants?  

 

As part of the engage Extend leadership course, we have been looking into best practice in 

co-production across the cultural sector. This session will bring together what we’ve 

uncovered about how to do co-production, the benefits and challenges of doing it well. The 

session will also reflect on what co-production can tell us about the future of leadership in 

the sector.  

 

Speaker One 

Naomi Shoba 

Head of Youth Arts 

Ovalhouse 

 

Speaker Two 

Rachel Ayrton 

Head of Learning & Interpretation 

King Richard III Visitor Centre  

 

Speaker Three 

Kamina Walton 

Rising Agency  

 

Chair: 

Katherine McAlpine 

Public Programmes Producer 

Royal Museums Greenwich  

 

 

 

https://www.museumsassociation.org/forms/conference-proposals-2017


 

 

 

 

 

Appendix 7. GEM Case Study  

 

Case Study Title 

  

Who’s in the room? Co- Production as a leadership model  

 

Author(s) 

  

Katherine McAlpine 

“Red Dot” 

(Suggested category) 

  

Leadership 

Section 1 – 250 words 

Summary 

(Brief outline of the 

project) 

  

An investigation into best practice and the role of leaders within 

Co-production; addressing how we lead whilst genuinely 

sharing responsibility, decision making and ownership with 

project stakeholders. 

 

Background 

(Information on the 

learning audience, 

institution etc. which 

provides a context 

for the project) 

  

Co-Production with communities and audiences is very much in 

vogue in the arts and heritage sector and beyond. As part of a 

research project for engage’s Extend leadership course, we 

undertook research into best practice in the sector. 

  

Challenge 

(The problem being 

addressed by the 

project) 

  

We sought to explore what is best practice in co-production: 

how can we define co-production, what are the central tenets, 

what are the benefits for audiences and organisations? What 

are the challenges? What kind of leadership is required to do 

co-production well? 

  

Approach 

(A description of how 

the project sought to 

address the 

challenge) 

  

Project participants (Cultural Learning professionals from 

Museums, Dance organisations and Theatre) undertook 

interviews with identified leaders in the field of co-production. 

  

Geographically dispersed, we committed to meeting face to 

face to share learning from our interviews. 



 

Intended outcomes 

(The aim/s of the 

project) 

  

The outcome was to understand more about our own leadership 

practice through working together and interviewing leaders in 

the field. 

  

Intended outputs 

(The products to be 

delivered by the 

project) 

  

● Completion of Belbin Team Role assessment for each of 

the 5 participants (this included a self-assessment and 

observations from colleagues) 

● Presentation at Workforce Development Conference in 

Brighton (November 2016) 

● #MuseumHour discussion on Co-Production 

Section 2 – 300 words 

Obstacles and 

issues 

(The difficulties 

encountered through 

the delivery of the 

project) 

  

Being geographically widely dispersed made regular face to 

face meetings difficult. 

  

Undertaking interviews did not suit the natural team roles of all 

participants. 

  

A focus on best practice in co-production at times obscured the 

bigger question of leadership styles within the co-production 

model. 

  

Balancing the workload of the project alongside full-time jobs 

and parental responsibilities proved difficult. 

  

Actual outcomes 

(Those original or 

additional aims met 

by the project) 

  

Final report summarising our findings on Co-Production and 

Leadership styles within this model. 

Actual outputs 

(Those products – 

planned or additional 

- delivered by the 

project) 

  

● Completion of Belbin Team Role assessment for each of 

the 5 participants (this included a self-assessment and 

observations from colleagues) 

● Presentation at Workforce Development Conference in 

Brighton (November 2016) 

● Delivered a session for MA Curating & Visual Studies 

students from University of Richmond to share expertise 

  

Section 3 – 200 words 



 

Lessons learned 

(List of key learning 

points from the 

project) 

  

● Co-Production goes by many names and can be difficult 

to define. 

● True Co-Production often requires a radical rethink of 

the way an organisation operates. 

● Within any project, it is important to respect different 

individuals roles and personalities. 

● Giving a project space to evolve naturally is important, 

having the freedom to continuously refine and adapt 

throughout the project ensures that all participants 

voices continue to be heard throughout the process. 

  

Next steps 

(Brief description of 

the future of the 

project or related 

initiatives) 

  

● Session proposal submitted to Museums Association 

conference 1 March 

● Siobhan Davies dance co-production workshop 

  

Further information 

(Include any 

references, 

suggestions for 

further reading and 

contact information 

for those involved in 

the project) 

Storify: https://storify.com/museumgirlldn/workforce-

development-conference 

  

A full report will be made available on the engage Extend 

website: http://engage.org/page.aspx?p=1249 

  

  

 

 

 

https://storify.com/museumgirlldn/workforce-development-conference
https://storify.com/museumgirlldn/workforce-development-conference
https://storify.com/museumgirlldn/workforce-development-conference
http://engage.org/page.aspx?p=1249
http://engage.org/page.aspx?p=1249

