How do we know we are doing good work?
A review of evidence of the impact of Collective Leadership for Scotland
programmes from August 2020 to March 2022
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1. Background and Introduction
The work of Collective Leadership for Scotland has its origins in the Christie Commission
and the Scottish Leaders Forum (SLF). The SLF was very actively involved the early stages
of development for the collective leadership work, with close interest by the Permanent
Secretary at that time and widespread engagement with colleagues across sectors to
identify the development that was required to best support the delivery of Christie.
Our work has evolved over time but retains the core purpose of developing the skills and
capacity for collaboration and Collective Leadership across our public services, with a
recognition that the complex, societal issues that many of us are working on cannot be
resolved by any organisation or individual working alone. They need a collective approach.
We work with groups of people to build the skills to help that to happen.
In January 2018 Collective Leadership for Scotland was launched at an SLF event, with the
guiding question of “How can we build capacity for Collective Leadership for Scotland?”
This felt like a very prominent question already in the room as, with the development of the
revised National Performance Framework, there had been a growing recognition of the
need for shared responsibility in leadership and action across public services. Equally, there
was a growing understanding of the need to work differently to achieve better outcomes
and an appreciation of the complex, systemic and interrelated nature of many issues that
we are trying to address.
From the outset of our work, we have recognised the need to develop an appropriate
approach to evaluation that is able to respond to relational work in complexity and our initial
research publication from 2018 sets out the rationale for this, and remains an important
guide to our approach to evaluation across all aspect of our work:
collective-leadership-where-nothing-is-clear-and-everything-keeps-changing-february2019.pdf (collectiveleadershipscotland.com)
A brief report on the first year of this work can be found here:
collective-leadership-first-annual-report-march-2019.pdf (collectiveleadershipscotland.com)
In May and June 2019, the Collective Leadership for Scotland Strategy was developed, with
colleagues and partners across public services, illustrating a clear context and purpose for
our work, aligned with the National Outcomes for Scotland. This also enabled the work to
build capacity for Collective Leadership to be fully embedded with the wider work of the
team, with an integrated strategy to support the delivery of our National Outcomes.
This strategy focuses on:






Building our Capacity for Collective Leadership
Growing our Ability to Work in Complex Systems
Sparking Creativity and Innovation
Working out Loud and Sharing our Story
Connecting the System to More of Itself

A subsequent Progress Report was published in September 2020:
Collective-Leadership-Progress-Report-2020-Final.pdf (collectiveleadershipscotland.com)
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A further impact report was published in October 2021, with a focus on our Life-Affirming
Leadership programme with Meg Wheatley:
Life-Affirming-Leadership-Report_14Oct21.pdf (collectiveleadershipscotland.com)
Our work is overseen by a Strategic Steering Group which includes partners from across
key sectors and organisations in Scotland and enables ongoing monitoring and strategic
alignment in our development offerings. Through our work with the Steering Group we seek
to directly model a collective approach to the initiation, development and delivery of our
work. We have also sought to report regularly to the SLF LDG on our progress and with
opportunities for participation in our development work.
We are delighted to have the opportunity to share an overview of our progress at this
time. The information included here is drawn from a review of the evidence of impact over
the full range of our programmes over the period from August 2020 to March 2022. Over
this timeframe, where we have all been living through such depths of uncertainty and
disruption, we have seen an even greater recognition and emphasis on the need for
Collective Leadership to support recovery and to enable a more collective approach to be
applied to the most complex societal issues we face.
Over this time we have:








Hosted 25 general open workshops on Collective Leadership
Developed a varied programme of specialist skills and practices to maintain
connections, deepen and extend facilitation skills, including the delivery of an
intensive Facilitation and Leadership programme to five cohorts.
Co-designed and curated four high-profile learning festivals with over 3,000
participants with many events hosted by external partners and high levels of
participant engagement.
Designed and delivered a coherent and intensive, place-based systems leadership
offer to participants from three locality areas through the Police and Local
Government Pilots.
Taken up a System-Convening role for Place-Based Systems-Leadership, hosting
events and creating opportunities for connections.

Demand for our work is therefore currently very high, with an increasing recognition of the
foundational elements that Collective Leadership can offer to wider transformation and
place-based systems leadership.

“[This is] the bit that has been missing from all of the big change
programmes I have been involved in.” (Facilitation and Leadership Programme)

It therefore feels timely to have the opportunity to share an overview of our evidence of
impact and to consider together how best our work can offer direct support in these times.
This report foregrounds two significant, more in-depth reports on impact that will be
available shortly.
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A report exploring impact which brings together thinking and practice across a range
of CLS programmes is in preparation. This will explore how we understand impact
and our convening and facilitation practices that support action inquiry, important in
understanding how we achieve the impact that we make, and the barriers
encountered and is due to be published in June 2022.



A further report funded by the Scottish Institute for Policing Research (SIPR)
provides an Evaluation of the Police Scotland and Local Government Collaborative
Leadership Pilots and was published on 31 March 2022. Key elements from this
report have been included within this report, including the clear recommendation that
“…every effort be made to secure long-term funding and other resource
capacity for the continued delivery of this programme.”
We note that the SLF LDG had an interest in this programme in the context of
potential support for COVID Recovery.

 We are also currently exploring options for a further critical review of the evidence we
have gathered to enable us to offer further reassurance on the robustness of the
evidence base and the impact of our work.

Context and orientation
The National Performance Framework and Christie Commission report continue to form the
roots and direction of all our work. Since the last progress report in July 2020, we have
continued to adjust and learn about how best to offer our programmes and approaches,
working closely with our Steering Group and partners, to find ways that support people and
give them confidence in how to proceed at a time of immense uncertainty and
unprecedented stuckness.
“Host leadership was a powerful reframe of how I can think about
leadership. The challenge of genuinely empowering communities but
hearing some amazing examples of it happening.” (Illuminating Leadership)

Our programmes continue to be entirely online in response to the pandemic, which forms
the continuing context given the uncertainties around when it will be possible to return to
face-to-face interactions at any scale.




In setting out this context, we are acutely aware that working online does bring benefits
in terms of national, international, and organisational reach, the potential for greater
inclusion, and benefits for the work itself through the chance to ‘connect the system to
more of itself’, even within the same localities.
In this way, we have grown our capabilities to work in complex systems and are
conscious that it has been hugely important to be able to demonstrate just what it is
possible to do on-line, to motivate others to adopt and adapt such approaches in their
own settings.
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2. Overview of programmes
This report is based on analysis of evidence from across all our programmes, including
short general introduction or taster sessions, Festivals, or series of events with a specific
focus, specialist programmes aimed to deepen skills and facilitation practices, and placebased programmes. Annex 1 contains a table of all our recent programmes with a total of
around 6,600 bookings.

Motivations for engagement with Collective Leadership
The continuing scale of interest in this range of offerings and the involvement of a variety
public service organisations is notable. In general terms, people are looking for fresh
thinking, space and time for reflection, connection with others, a chance to think about how
to tackle difficulties, and what it takes to do, and continue to do, the work of collaborative
public service.
“These sessions present the opportunity to link with others from different
areas, sectors, and organisations. This gives a rich opportunity to share
and learn. The sessions are well set up and facilitated and I am struck by
and welcome the honesty and openness of participants – it’s not
competitive” (Facilitating and Hosting Conversations Online).

These motivations are deepened and brought into sharper focus by the pandemic, with an
added interest in developing skills in online facilitation and finding space and time for
reflection and refreshment.
“I am not sure when we last had a moment of stillness....we have continued
this collaborative leadership in unprecedented times and still managed to
commit the time.” (Police & LG pilots)
“I was interested partly as a refresher and to keep up to date with any new
ideas. It's always great to listen to others and hear their experiences.
Secondly, I needed a boost to remind me we each have the autonomy to
make a difference.” (Collective Leadership Practice: Where to start)
“I was inspired and relieved to see how many diverse organisations are
interested in and beginning to acknowledge how essential collective
approaches are if community initiatives are to remain effective, sustainable
and truly inclusive.” (Collective Leadership Workshop)

Participation from across public services
Based on data on the employment sector of those booking our general and one-off
programmes, Figure 1 shows a good mix of bookings from across agencies working in
public services, largely in Scotland. This pattern reflects our experience of participation and
5

allows people to meet others online from other sectors, without facilitators having to
manage this process unduly.
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Figure 1: Bookings by sector
Other Public Service,
Government or
Parliament, 4%

Other UK Govt & local
authorities , 2%
Third Sector (voluntary
& community
organisations, social
enterprises) , 22%

International, 4%

Scottish Government,
12%

NHS & Health & Social
Care Partnerships , 13%

Local Authorities
(Scotland), 13%

Education (HE, FE and
Schools), 16%

Public Sector Agencies ,
13%

N=881 This is a sample of bookings taken from our general and one-off programmes where this information is
available.

3. Action Confidence: Our Pathway to Impact
Scottish public services operate in a context where there is an emphasis on the
achievement of National Outcomes. In this section we describe our thinking about the
connection between the work of collective leadership and the high-level outcomes sought at
national, local, and organisational levels.
Overall, there is undoubtedly interest in how to make an impact through collective
leadership of the nature and scale necessary to ultimately resolve the kind of problems
referred to by the shorthand of ‘wicked’ and our previous reports have provided several
examples.

“It’s brilliant that we are looking at the bigger issues that are affecting our
area, rather than focusing on our service. It’s so easy to get into churn
mode, especially with Covid.” (Police & LG pilots)

Nevertheless, there is a distinction to be made between the outcomes that can be
developed through engagement in collective leadership and the ultimate empirical
measurement of change at scale. The quality of this work cannot be judged by the degree
to which any individual or group was able to develop and implement a concrete action plan,
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deliver specific pre-defined outcomes or tackle ‘wicked issues’; such outcomes at scale are
not direct deliverables of our programmes.
In several of our programmes, it is clearly motivating for some participants to have a chance
to focus on the ‘big issues’ and indeed, there may be tacit or unexamined organisational
expectations that such transformational change will be demonstrated. However, the term
‘wicked’ itself may be a barrier, if used to judge the success or otherwise of the programme,
which by this standard, will inevitably fall short.
Our pathway to impact is built on the articulation of small tangible shifts in thinking and
practice as signs that new understandings are taking root in ways that will ultimately bear
fruit.

A crucial sign of impact is the developing understanding amongst leaders
that change inevitably includes themselves, not simply something that other
people should do, or that is the responsibility of ‘the system’ or other more
senior people.
Based on the experience of U Lab, such a change in relationship to taking action or ‘action
confidence’ has been proposed as an indicator of transformative change. 1 With this in
mind, impact is conceptualised as intrapersonal, relational, and systemic. Thus, the
pathway to impact of collective leadership might be:




changes in the ways people see and think about themselves and their role as a
leader
changes in the way they interact with, perceive, pay attention to others
changes in action that they take as individuals and with others, towards that which is
more inclusive and collaborative.

Action inquiry continues to be a core methodology in Collective Leadership for Scotland’s
work as an individual and group practice that helps to make questions of impact and scale
part of the conscious and shared inquiry.2 As an evaluative and social learning practice that
runs throughout, it creates conversations about learning and change, expectations, and
achievements, as well as highlighting the enablers and barriers to systemic change.

1

(2020) Pomeroy, E. and Oliver, K. Action Confidence as an Indicator of Transformative Change, Journal of
Transformative Education, pp. 1-19, DOI: 10.1177/1541344620940815
2 (2018) Where Nothing is Clear and Everything Keeps Changing, New Territories for Evaluation
https://workforcescotland.files.wordpress.com/2018/11/collectiveleadershipreport1.pdf
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Noticing and sharing changes and the action that makes possible
We are exploring how to operationalise this way of thinking about pathways to impact. Part
of the role of the facilitators has been to make visible these small shifts in thinking and
practice that show the dynamics and emergent signs of change arising from the collective
leadership of the group. This reflection from the CLfS facilitators conveys the rethinking
process they have experienced in participants.

The way that the participants see themselves as they engage in collective
leadership often changes. There can be a reappraisal of their own
leadership, a kind of self-awareness that they are not being the kind of
leader that they want to be. Some are also critical of the leadership that
they, in turn, experience. At best, these insights, that initially might feel
quite oppressive, become articulated as a realisation that it is possible to
be different, rather than simply to accept or replicate models of leadership
from others. From initial caution and tentativeness, participants begin to
see opportunities to explore, develop a willingness take risks and be
experimental. (CLfS facilitators)

Ultimately, we expect this approach to increase the probability of the success of the work
and demonstrate impact to ourselves and to others in a meaningful way, that honours the
ethos and integrity of the Collective Leadership work and generates evidence of change
seen as resonant, trustworthy, and realistic by participants and other stakeholders.
We have developed a tool to help people to notice and articulate such changes. The Impact
Spotter (Figure 2) is derived from the routine notes made by facilitators, usually at check-in
or check-out and was validated by the final event of the Police and Local Government Pilots
in January 2022 where participants talked directly about the changes in their own thinking
and behaviours and how this in turn, generated new insights and possibilities for action.
This serves both as a tool to assist people to notice changes and as a form of evidence of
the kinds of changes achieved in the Police and Local Government Pilots. This is
discussed more fully below and in the forthcoming evaluation report.
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Figure 2: Impact Spotter

4. Our impact and learning
Our programmes are an important source of connection and valued conversations for many
working in public service and have provided a platform for people to share examples of
changes in perspectives and practices.
Feedback suggests that people come away from our programmes with a sense of how they
want to proceed, with some fresh thinking and ideas for what they might do next, the
courage and energy to try something different and lots of practical tools to help them to do
so.
The following conclusions about impact are based on analysis of our sources of qualitative
and quantitative data from across a range of programmes, followed by a selection of
exemplars as illustrations. The quotes used serve as illustrations of the recurring themes
within the data and to give voice to participants perspectives on their learning. This
illustrates impact at different levels, including a) reactions to the programmes and learning
about collective leadership; b) application of learning and new behaviours with others,
based on learning and c) early changes arising from the further application of learning.
a) Reactions and learning: changes in the ways people see and think about

themselves and their role as a leader
Changes in thinking about what collective leadership means in practice are evident across
our range of programmes.
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An important part of the learning across all our programmes is that whatever the
constraints and pressures, there are valuable, ‘small’ things that can be done
differently, sometimes described as instinctively ‘the right thing to do’.

The impact of this shift in thinking is most clearly seen in the Police and Local Government
Pilots, where participants have been part of on-going action inquiry groups. These groups
have offered protected time and space to think and engage differently, establishing
relationships and networks in a psychologically safe environment and a chance to explore
different professional and organisational cultures.
“It’s changing mindsets, moving away from traditional silo working. I’m
thinking who else needs to be involved in this? I take a wider view of the
issues now, more inclusive of the staff in general. You get some really good
information coming back from the people at the coalface. They live it. I also
know that not all the issues I’m presented with are my responsibility to
solve. I’m trying to take a wee step back.” (Police & LG pilots)

b) Application and new behaviours: changes in the way they interact with, perceive,
pay attention to others
A recurring theme is the importance of how leaders orientate to others to make the most of
the collective knowledge and skills available, rather than thinking that they must have all the
answers or that it is their role to fix everything. We are fully aware that some of the
dialogical, mindfulness and self-care practices that we offer to model the importance of
wellbeing can be met with bemusement, scepticism, and fear. Nevertheless, invariably the
value, importance and purpose become plainer as people experience it for themselves.
“If you’d told me I’d be doing dialogue walks …well, let’s say I would have
been sceptical! ..but found them fascinating. It totally changes the dynamic
compared to if I’d phoned you up to talk professionally. Real food for
thought….it makes me wonder, our organisations talk about wellbeing, but
how are we actively supporting our teams?” (Police & LG pilots)

The key skills and practices are the ‘how’ of collective leadership, crucial to shift the way
that people work together to enact change: these include reflective tools such as journaling,
listening skills and the use of generative questions which are powerful, and key to progress
by more skilful engagement of others.
“I came away with lots of ideas and questions about how my organisation
works and what we might be able to do better, and how we might support
stakeholders and partners to be more open and curious and inquiring.”
(Collective Leadership Workshop Online)
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“My learning is the art of asking questions, instead of being at a meeting
where someone keeps talking and talking and you don’t get much from it.
Questions help you get knowledge you weren’t aware, to solutions that are
created more collaboratively with others.” (Police & LG pilots)
“ [I took away] a lot! …the importance of pausing, reflecting, engaging,
making time/space to do so. Trying not to jump straight to solutions or feel
that I need to know the answer. The idea that complexity doesn't
necessarily mean difficult or hard, and that something that is complex
doesn't need to be (or can't be) broken down into simpler components.
Some practical tools - mindfulness, journaling, questions to ask, to help put
this into practice.” (Introduction to Collective Leadership)

c) Further application and early changes: changes in action that they take as individuals
and with others
Such individual or collective actions can have major effects by shifting the focus of attention
and intention, triggering different choices by making visible new options and potentially
initiating a cascade of further changes and impacts in the wider system. These are essential
first steps. In our model of outcomes, a new approach is a necessary beginning of a ripple
of change, starting where people are and working through their spheres of influence.
The action inquiry groups in the Police and Local Government programme have been a
space in which people can be supported by the facilitators and by the other group members
to explore alternative ways of thinking and acting more fully, around a focused and shared
issue.






Part of the work of CLfS is to create new networks and relationships, to build
community in, between and beyond the action inquiry groups.
Within these locality-based groups, even where people did know each other
beforehand, over time there is a new quality to their relating: greater depth, more
openness and honesty which influences their confidence in taking action.
Recognition of shared purpose brings people into a different relationship, where they
see each other differently, as allies galvanised around a common issue that they
want to do something about. There are offers of help and support made to each
other.
Rather than inhabiting a professional persona of certainty and detachment, growing
trust enables participants to show more vulnerability that can sometimes open new
understandings and possibilities.

The group experience is a microcosm of the wider system and demonstrates the ways in
which some of the dominant narratives of leadership are asserted. In general terms, the
experience of the action inquiry groups is of a developing understanding and desire to
reimagine what leadership might be in a significant challenge to prevailing cultures of
hierarchical leadership.


People can articulate the essential ‘stuckness’ or limitations of established ways of
working as ‘every issue cannot be changed by the exercise of authority’. There is an
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urgency to the recognition that ‘some of what we’ve been doing isn’t right’ where
individual leadership development is simply unsuited to these challenges and yet
there is a feeling of inevitability about the prevailing ways of working that can block
change or make any effort to try something different too unsafe.

Reflections and challenges
Over time and across the range of our programmes, there is an unfolding appreciation of
the potential potency of collective power: collective leadership feels timely, even as it coexists with still dominant ideas and structures that reinforce hierarchical models of
leadership.
Working differently does not feel easy, nor is it sufficient. The space and support to do such
work is critical, yet it is hard to protect the time too often seen as a luxury within systems
that favour immediate reactive responses to issues.
The need to shift hearts and minds to fundamentally alter the conditions that continue to
hold the problems in place, rather than relying on mandating or rolling-out successful
interventions has been referred to as ‘scaling deep’.3 A systemic perspective distinguishes
between the changes in mindsets, thinking and practice that are keeping problems in place,
and the visible, measurable changes or impact we are ultimately seeking at scale. Such
‘scaling deep’ is a necessary precursor to change at scale.
Much of the change that is needed is often not noticed or is readily discounted, even if it
might well signal important and necessary shifts in thinking and practice towards collective
leadership in action. For any systemic change, there needs to be exploration and change in
the embedded cultural values and beliefs, whether formally expressed or otherwise, that
continue to reproduce unwanted patterns in complex systems and that act as barriers to
change.

5. Exemplars and Next Steps
We are aware that interest and demand for our work to support the development of
Collective Leadership can take many different forms and are pleased that we have been
able to work with partners to offer a variety of meaningful, relational work online, which
continues to experiment with different formats and means of engagement. Here we
highlight four valuable examples.

(a) Place-based collective leadership: the Police and Local Government Pilots
The Police and Local Government Collaborative Leadership Programme has worked within
three pilot sites, Aberdeenshire, West Dunbartonshire, and West Lothian between March
2021-January 2022. This has been an online programme, with participants drawn from
Police Scotland, local authorities and Health and Social Care Partnerships. This has been
both an opportunity for learning in depth about the theories and practice of Collective
Leadership, and a supported opportunity to deploy what has been learned in support of a
real, complex work issue.

3

Riddell and Moore (2015) Scaling Out, Scaling Up and Scaling Deep: Advancing Systemic Social Innovation
and the Learning Processes to Support It: October https://mcconnellfoundation.ca/wpcontent/uploads/2017/08/ScalingOut_Nov27A_AV_BrandedBleed.pdf
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Motivations and context
Amongst the participants there is a strong sense of wanting change, of how much this work
matters and a sense of responsibility to make a difference for the people and communities
they are working in. Participants have managed their participation in the programme despite
the extremely difficult circumstances they are working in, responding to crises and the
immediate manifestations of enduring and complex social issues that are the context in
which they work. The participants talk about being overwhelmed, stretched, under a lot of
pressure and time-poor.
Understanding impact
The evaluation conducted by Dr Kristy Docherty and Brigid Russell on behalf of the Scottish
Institute for Policing Research (SIPR) between August 2021 and February 2022 concludes
that the programme is:
“a highly relevant and timely developmental approach which addresses
practically the pace of change around, and the effectiveness of, crossboundary collaborative work.”

They conclude that it inspires personal development and more effective local partnership
and collaborative working, and outline an expectation that:
“..the participants’ learning, and the associated impact from participating in
this programme, will continue to unfold over the coming months and years
to come, with benefits evident both to individuals and the wider system.”

They identify four key strands of learning:


Understanding the complexity of collaborative working – participants broadened
their theoretical understanding of collaboration, its relevance within a public service
context, their appreciation of its practical, cultural and relational challenges, and what
it takes to work more effectively within collaborative structures and on cross-system
issues.



Principles for collective leadership – participants gained a greater appreciation of
wicked issues, how to recognise them and to acknowledge their complexity. This
learning was allied to the importance of collective leadership, a process and practice
that can unlock and enable a collaborative cross-system approach to address the
shared, intractable issues that continue to persist.



Building stronger relationships – the programme provided a supported learning
space within which participants could both understand the central importance of
developing stronger connections and relationships across the system as well as put
key relational skills into practice.
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Promoting a collaborative culture – a core strength of the programme is that it
provides participants a practical space in which to experience what effective
collaboration actually feels like, and there was considerable evidence that this
‘situated’ understanding and learning was drawn on and applied beyond the
programme within participants own contexts.

Important elements of the success of the programme are identified as:







The creation of a learning community, with practical opportunities for participants to
learn from each other.
Bridging theory with the realities of practice, received positively by participants, and
providing a framework for collaboration in practice.
The use of a relational lens in terms of programme design enables participants to
develop effective collaborative relationships within the programme community, in the
place-based action inquiry work, and within their respective organisational contexts.
The place-based approach and potential of learning in live work, enabling
participants to develop, transfer and sustain their learning in their own practice,
where the opportunities for change will ultimately be realised.
A consistent, supportive, and participatory facilitation approach that supports the
learning of the individual participants and further develops the capacity within the
system to work collaboratively.
Co-ownership of approach, which provides valued opportunities to contribute actively
to the construction of the programme, and to the shared learning.

The SIPR evaluation also raises some issues for consideration and further discussion,
including the need to understand structural and cultural tensions, the challenges of
legitimacy and nature of the space for learning, the need for wider representation from
across public services, how collective learning is described and achieved, and issues of
practical and programme design.
Further insights about impact
In January 2022, the Police and Local Government Pilots participants shared what had
stood out for them during the programme and referred to what was different for them and
brought the evaluation findings to life.
The examples shared affirmed the evaluation findings and illustrated changes in mental
models of leadership, shifts in thinking about their own part in how leadership is enacted
given their role, and differences in preferred or default styles of engagement with others.
Figure 3 shows some examples where perhaps small shifts in practice have been met by a
different response from others, opening up new possibilities.

15

Figure 3: Examples of the application of learning: new behaviours and impact for individuals
and with others
I used to….

But now I…..

think it was just us under pressure.
thought I had to fix it.

have an added appreciation for other departments.
think ‘how am I going to bring in others?’ I have lots
of great questions to bring the team on board. You
can spend the time listening.
know that I can rely on others around me.
think it’s brilliant that we are looking at the bigger
issues that are affecting our area.
find opportunities and strength from looking at
things from another partners perspective
have discovered that what’s important to me is also
important to others.
think about how we have conversations, what
questions we ask and how we conduct meetings.
help the team to understand that they aren’t
responsible to solve everything, only what is within
their gift.
allow conversations to go off-track, which might
lead to a blind alley or to solutions that nobody has
thought of yet.
allow time for reflection.
persevere and help others to understand how it
takes time.
learned to take a deep breathe, step back a bit or
sit on my hands!

think that I have to make all the decisions.
be in ‘churn mode’ and focus solely on our service.
have few opportunities to come together
find it a challenge to free up time amidst the chaos.
have a focus on results
struggle because there’s no single thing our team
can do to solve the issues we face.
say ‘here’s what I think we need to do’.

jump from one thing to the next.
find it hard to get the right people around the table.
find it hard to tolerate silence.

In terms of our pathway to impact, it is possible to see the further impact anticipated by the
evaluation findings already beginning to unfold: the impact on the participants emerges as
they create a shared purpose, acknowledge to each other how they feel about their work,
gain support from peers, and begin to create a collective and galvanising desire to do
something about it.

(b) Leadership Campfires Festival (LCF) September 2021
"Listening to different voices allows you to hear voices differently"
Being online has enabled us to reach into international networks and build valuable
international collaborations. The Leadership Campfires Festival was co-hosted with
Professor Joe Raelin following on from an International Colloquium on Collective
Leadership and Leadership-as-Practice (LAP) held in January 2021. The Leadership
Campfires were a further opportunity to explore together what kind of leadership practices
are most likely to serve us well in these times and learn more about Collective Leadership
and Leadership-as-Practice, and where these fit together in our contemporary world.
This was the fourth iteration of a democratic, self-organising festival that the CLfS Team
have been involved in. Sparked from the Festival of Dangerous Ideas, to the Fire Starter
Festival and the Creative Bravery Festival, we have learned what it takes to create these
open, convivial spaces; we have honed our craft in creating and hosting campfires that
signals our intent to create a space for a different kind of conversation where differences
can be aired, where questions are posed and mulled over, connections sparked, and ideas
16

are free to emerge. Thirty-two separately hosted events were held over two days across
three time zones. Twenty of these events were hosted entirely by external partners, with a
further three co-hosted with the CLfS team.
By creating inclusive spaces with structure and openness to explore participants
experienced a richness and depth of experience that allowed them to reflect on their own
leadership practice, both in content and form.
“My key insight is to look for leading in the collective practices of the
groupings. It's more than what they say to each other, it's what each then
proceeds to DO, to practice in concert with the others, that creates the
change. Don't just look for the leader, look for and support the leading.”
(Leadership Campfires Festival)

“Keeping this approach nearly entirely conversational, overriding our
customary 'presentations', is oddly ground-breaking and just right for
inspiring new ways to foster leading.” (Leadership Campfires Festival)
“I was reminded of the importance of not using young people or their
stories to enable professionals to tick boxes. ..More adults need to let go of
control, stop trying to empower young people and actually hear what they
are asking for and support them to find ways and come up with ideas to
effect change.” (Leadership Campfires Festival)

A commonly held assumption is that safety and trust are reduced or hard to accomplish
online; our feedback suggests that with light structure, skill and care it is possible to achieve
similar richness and depth.
“…The benefits of being on-line are striking - this would simply not have
happened otherwise. It was brilliant to be part of international
conversations.” (Leadership Campfires Festival)

Whilst there are lessons, particularly around inclusivity online and working with a wide
variety of hosts, we are confident that we did achieve something new and important at this
time, by modelling the way collective leadership might be achieved.

(c) Illuminating Leadership Festival, February and March 2022
“All of Us, Inspiring Each Other”
This festival was a series of 43 events held over four days, with an estimated reach of over
2,000 event participants, of which around 70% were based in Scotland.
Over half the events were entirely self-hosted by external partners, as well as a small
number co-hosted by the Scottish Government and other key public service agencies.
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These included Public Health Scotland, Healthcare Improvement Scotland, the Scottish
Social Services Council, Police Scotland, Education Scotland, Audit Scotland, the Local
Government Improvement Service, local authorities and the third sector.
Some high-profile key speakers and launch contributors have been an important part of the
appeal of the Festival. In feedback, Martin Kalungu-Banda, Paula Downey, Tadgh
O’Sullivan, Cormac Russell, and Oliver Escobar were all mentioned as inspiring speakers.
There have been valuable insights and personal conceptual and practical learning.
“I'm already finding small ways to change the way I lead inspired by the
Host Leadership session. Cormac Russell's session has really energised
my thinking about what community relationships might look like and how to
start from what's strong, not what's wrong. I'm going to be much more
aware of looking for lived experience from that point of view not just
problem-stories.” (Illuminating Leadership Festival)
“The spaciousness that arise from being present comfortable with ‘not
knowing’. More awareness of the silent and invisible voices in the face of
complex and system problems and stretching ourselves more to bring
inclusion to enrich our solutions.” (Illuminating Leadership Festival)
“What stood out was the potential for such rich connections between
people across Scotland and beyond - it's not about ‘experts’ but about all of
us, inspiring each other.” (Illuminating Leadership Festival)

The connections forged have been a chance to grow our national and international links,
and to align Collective Leadership for Scotland with parallel developments in systems
leadership and convening, public participation, community empowerment and wider public
service reform.

(d) Leadership Facilitation Programme
“Exploring ourselves and how we best work together”
We see the process of facilitation as an essential collective leadership practice and have
designed a programme to bring experienced facilitators and leaders together to deepen
their own leadership and facilitation practices. This programme is intended for those with
some experience of working with complexity and who are open to reflecting on their own
practice and willing to share their learning. Places are limited and participants complete an
application process to be involved. Formerly a four-day residential programme, we have
now completed five online cohorts, with around 60 participants, drawn from across public
services.
With some theoretical input, the focus is on cultivating greater insight in the use of self
within the group experience, creating the conditions for groups to learn and take better
action together, rather than learning technical tools and techniques. Whilst the outcomes
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are similar to our other programmes in terms of understandings of collective leadership,
there is also a refreshed, deeper, and often affirming perspective on group facilitation
practice.
“I found engaging in reflection on my own practice … to be both hard work
and very helpful. I will be more aware of how I feel and the implications of
this for how I facilitate a group after this course…and of what is happening
in the room and what this might mean for how I proceed with the facilitation
of the group I am with. I am feeling more confident and more humble at the
same time and looking forward to working on my facilitation at the deeper
levels we began exploring together on this course.” (Leadership Facilitation)
“The course had a huge impact on me. I found it emotive, eye opening and
so informative, but informative in such a different way …it was not a
content dump, but a true exploration into ourselves as professionals and
how we work together for collective good. I found the course really
expanded my understanding of myself and, in turn, how I move forward as
a leader.” (Leadership Facilitation)
“This has had a much more powerful impact than say a conventional
course because I think this course helps practitioners tap into what's at the
heart of their learning and growth needs.” (Leadership Facilitation)

It has been important to be able to offer such a programme online, not least to show people
what is possible given prevailing constraints. To quote from our feedback, we too were
‘delightfully surprised how well delivering it and participating in it online worked’. Yet, this
approach is not optimal, and there are lessons for online and hybrid delivery that we can
adopt. There have also been the wider benefits already noted of online access and
inclusion as well as a chance to consider more fully how different people learn, all of which
will continue to be part of our own reflective practice.

What next? – learning more about how to create impact
Putting collective leadership into practice is skilful, facilitative work, with decisions taken in
the moment, informed by each person’s understanding of the theories, models and
practices of collective leadership. CLfS facilitators hold a tension between a stance that
asserts positively that ‘there’s always something that can be done’, and an empathetic
stance, that acknowledges the context and how difficult it can be to make change, but that
small, individual changes are a necessary first step to making bigger changes. As part of
the commitment to understanding impact and how it is achieved, the facilitators have
explored their own learning from the experience of convening and facilitation of collective
leadership, and this will be explored in more depth in our forthcoming report.
Dr Cathy Sharp, Research for Real and Collective Leadership for Scotland Team, May 2022
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Annex 1: Details of programmes
Name of Session or Development Offer*

Dates

Number of
sessions

Bookings**

Collective Leadership Workshop - Online

From June 2020

6

128

Introduction to Collective Leadership (New outline)

From January 2021

11

336

Facilitating & Hosting Conversations Online

From April 2021

2

76

Collective Leadership Practice: Where to Start

From July 2021

4

107

Place-Based Systems Leadership Workshop - Deepening our Connections

January 2022

1

14

Place-Based Systems Leadership - Workshop

February 2022

1

61

Mindfulness for Renewal

Sept-Nov 2020

7

41

Hosted Guided Journaling Sessions

Sept 2020-March 21

23

291

CLfS Community Event

October 2020

1

46

Dialogue Walk

October 2020

1

13

CL for Renewal Base Camp Group

Oct-Nov 2020

3

16

Leadership Now and for the Generations ahead

Oct-Nov 2020

3

119

Creative & Experimental Workshops

Oct and Dec 2020

2

38

Leadership & Facilitation Programme

Nov 2020

5

60

Images for Renewal

Nov 2020

1

3

Inner Work for Creative Bravery

Nov 2020-April 21

6

164

Life-Affirming Leadership: Developing the Skills of Insight and Compassion

October 2021

1

53

The Open Space for Breaking the Mould with Young People

December 2021

1

50

General programmes/introductions

Development of specialist skills and practices
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Festivals
Sparkfest 2020

October 2020 (2 days)

6 events

108

Fire Starter Festival 2021

February 2021 (5 days)

68 events

1661

Leadership Campfires Festival 2021

September 2021 (2 days)

32 events

1072

Illuminating Leadership Festival 2022

Feb/March 2022 (4 days)

43 events

Over 2,000

March 2021-January 2022

various

40

Jan 2021 (2 days)

2

158

Place-based collective leadership
Police and Local Government Pilots (4 areas)
Other
How can we raise each other up? (International colloquium)

*Some of these programmes are intended to be small to enable focused group discussion and reflection. Others lend themselves to a mix of larger sessions and
small group discussions in break out rooms.
**Note these are bookings which demonstrate interest. All programmes are online, and although this is variable, perhaps about 30-40% of those booked do not
attend on the day, particularly in the larger events and programmes.
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