[bookmark: _hemnjo61tz8o]Systems Leadership: Training and Research Project 2025

[bookmark: _2h4zixp09hdr]The Project
Funded by Paul Hamlyn Foundation and the Disability Justice Fund, Candoco are reaching out to a number of organisations and individuals to invite them to take part in our training and research project: ‘Systems Leadership’.
In inviting organisations to join us on this journey, Candoco’s aim is to amplify the impact of our Paul Hamlyn Foundation funding and foster a peer-support network to help Candoco with our implementation of new, adaptive and inclusive ways of working.

What is ‘systems leadership’?

Clore Leadership, within the recently published Imagine it Different report, define this as: 
‘a way of working together, good communication, and sharing decisions. It is different to traditional leadership where a leader makes all the decisions.’

Here at Candoco we are investigating whether adopting these methodologies can support us in our ambition to be a case study for systemic change and forward-thinking access.


What does the project entail?

Step 1: Participation in an online course
Participants will be invited to take part in an online training course, paid for by Candoco. The course is designed to be completed over three months starting in April 2025. The online course, delivered by Evolving Organisation - an innovative organisation pioneering new ways of creating team clarity and decision making - can be undertaken at your own pace within the time frame, and will be further supported by the option of attending live (online) coaching sessions. It is centered around the adoption of new techniques and tools and supports the creation of an adaptive, fulfilled and resilient workforce.
Evolving Organisation say about the course, “we liberate leaders from the burdens of being at the top by creating trustworthy self-managing teams they can hand over to so they can be free to do more of what they love and what they are best at.”

Step 2: Debriefing and Conversation
Partners will then be invited, and remunerated (if freelance), to convene in an online discussion to share observations, thoughts and learning experiences from their participation in the course.

Step 3: Implementation
In reality, implementation will be encouraged and supported throughout the course, but at this point Candoco will start to investigate more deeply how we can adopt the learning. There is no expectation on partners to do the same - they are of course free to do with the knowledge and tools what they wish. However, for us here at Candoco, knowing that there are peers who have undertaken the same training and understand the goals we are striving for will mean that there are people we can reach out to for encouragement and support.

Step 4: Sharing Learning
In order to share the journey more widely, Candoco will lead on the creation of a short podcast series (to which some of the partners will be invited and paid to contribute). Additionally we will commission case studies from anyone willing to publicly share their experience of implementation of the tools.

Step 5: Evaluation
Candoco will also be responsible for conducting a survey and authoring a short report which seeks to answer some of the research questions below.
1) Can principles of systems leadership better support a co-leadership model by clarifying roles, responsibilities, and accountabilities for organisations with multiple executives and chairs?
2) How can these principles create space and conditions for centering access across the organisation?
3) What mechanisms within these tools and methodologies can better support disabled leadership?
4) Can we evidence that implementation has achieved greater empowerment and clarity across teams, and in doing so:
· Relieved the burden on current leaders, distributing responsibilities more equitably?
· Provided clarity for all team members, ensuring roles and decision-making processes are transparent?

Why are we embarking on this work and what has it got to do with access?

We hypothesise that adopting a systems leadership approach and embedding equity at the core of our practices will naturally lead to greater access and inclusion. This will foster an environment where policies and ways of working evolve in response to real needs rather than remaining static.
By moving away from outdated structures, we want to build an organisation that is fit for purpose in today’s cultural landscape, while staying true to our commitment to treating access as a living, adaptable entity — not a fixed provision, but an ongoing, responsive process.
A note about the National Portfolio Organisation funding round
For those in the arts and culture sector, we are conscious that the project is being delivered at the same time as many of us will be crafting applications for the next round of National Portfolio Organisation funding. Whilst we recognise the time pressure, this is also deliberate - equipping us with new ideas and tools to strengthen our respective cases and support Arts Council England Investment Principles such as Dynamism and Inclusivity & Relevance. 
Access to the online training course is being offered for a full year, so participants can undertake it at their pace. However we ask that participants complete at least one module by June in order to take part in the research part of this project.
The Project in Detail
The project will be led and managed by a new role at Candoco Dance Company, our Head of Access and Equity.
Training: Spring/ Summer 2025 (with access to the training content for 12 months)
Candoco will enrol and pay for all partners to take part in the online, self-managed course. The course can be done at the participant's own pace. Additionally and to support engagement, all participants will be invited to (but are not under obligation) to join three live coaching sessions which Candoco will book to align with our own implementation timeline. We will also share opportunities to attend monthly live online drop-in sessions with Evolving Organisation should these become available.
Training Modules 
Module 1: Creating Clear Expectations 
Module 2: Take Ownership and Initiative
Module 3: Use Clarity and Initiative to Speed up Your Decisions

Timing expectation: Average of approx 1 hr/week for 14 weeks, mix of watching videos and doing activities to apply new learning. If working in a team there will be some prompts for recommended activities to involve your fuller team.

The Facilitated Debrief: June 2025

Candoco will invite all partners to an online peer debrief discussion. This (or these…) conversation(s) will be designed to help us reflect and support each other with the learning and consider ways in which it could be implemented, in order to address the ambitions and research questions outlined above. It is recognised that we may not have completed all of the course at this point - and that's ok.

Implementation: From April and ongoing

There is no expectation that partners will implement any of the tools - that is entirely at your discretion. However, Candoco will set out on a path of adoption of the principles it has deemed most useful. In having trained partners Candoco would have a support network which could be called upon (and financially remunerated) if external facilitation/ support is needed. A new PHF funded role of Head of Access and Equity will be responsible for leading on implementation at Candoco.
[bookmark: _d9dccj12lb5t]Dissemination of knowledge and learning: September - December
Candoco will lead on the recording of a short podcast series designed to share insights with the sector, featuring Candoco and partner voices.
A minimum of three commissioned thought pieces will document diverse case studies and perspectives on the journey to share on our website. Partners will be approached with an invitation to author these.
Our Head of Access and Equity will design a short reflective survey to be completed in Autumn 2025, producing a short report by December 2025. Key success indicators will include role clarity, team empowerment, and improved conditions for disabled leadership.
[bookmark: _60yk4x89ql4q]Partner commitment
[bookmark: _leb3ql4hspsd]As the training is being paid for by public funding we do ask that, if signing up to the project, you agree to commit to the following: 
· To be cited as a partner in a Press Release about the project.
· Completing at least one module of the training by the end of June 2025 (see note above re NPO).
· Attending a facilitated debrief in June (dates will be coordinated with you) to evaluate the learning and its suitability for implementation (all or part).
· Participation in an evaluation survey in Autumn 2025.
If invited to take part in podcasts or thought pieces partners will be remunerated.
[bookmark: _xul6ahczkco6]Financial Offer to Partners
· Free Training (valued at £100 per user).
· Payment for attending debrief meeting (max 2.5 hours): £150 per participant (if freelance).
· Honoraria for podcast planning/ recording: £200 per participant (up to 8 participants).
· Commission for thought pieces: £400 each (3 participants).
[bookmark: _cmibedrpagfw]Sustainability and Sector Impact
· Post-project, Candoco will explore embedding these principles into long-term operations.
· Partners, equipped with new ideas from the training and project, are encouraged to share as they see fit with their clients/membership/partners.
· All partners invited to share learning across their own mechanisms - newsletters, blogs, webinars, training days etc. (please support Evolving Organisation to continue to do this work by citing them within any published pieces)
