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FACTORIES OF IMAGINATION : CAPACITY 
BUILDING PROGRAMME
CASE STUDIES

Factories of Imagination: 
Investing in Cultural 
Changemakers was a 4-year 
project to increase the 
organisational resilience of 
artist and activist-led cultural 
centres who repurpose 
Europe’s industrial buildings 
for culture.  The Capacity 
Building Programme (CBP) 
was one of 3 objectives in the 
Factories of Imagination (FOI) 
project (2017 to 2021) funded 
by Creative Europe’s Culture 
Sub-programme (Support 
to European Networks) and 

We worked with an evaluator 
who gathered information 
and feedback to help us 
understand the value of the 
CBP and summarise what 
has been learnt through 
the project.  One method to 
help this understanding was 
case studies of selected TEH 
members.  The evaluator 
spoke to people who had 
been involved in different 
strands of the CBP to create a 
range of written case studies 
which sought to answer two 
questions :

• How has participation in 
the FOI Capacity Building 

Trans Europe 
Halles
Trans Europe Halles is a 
network of grassroots 
cultural centres with 
135 members in 39 
European countries.  
First established in 1983, 
TEH is one of the oldest 
cultural networks in 
Europe that works to 
connect and support 
cultural workers and 
organisations, and 
advocate for culture at a 
policy and strategic level.

www.teh.net

led by Trans Europe Halles 
(TEH).  The CBP had 5 strands 
of activity: Business Model 
Development, Organisational 
Development, Start-up 
Support Programme, 
Leadership Programme and 
Arts Education Platform.  
To achieve the aims of 
the programme, TEH co-
ordinated stand-alone events 
and projects in addition 
to weaving activities into 
the network’s established 
programme of conferences 
and camp meetings.   

Programme activities 
contributed to increased 
resilience and capacity 
building for individual cultural 
workers, cultural centres 
and the Trans Europe Halles 
network?

• What are the key points 
of learning or reflection 
about participation in the 
FOI Capacity Building 
Programme activities that 
TEH could consider in 
developing future network 
activity?

The case studies are intended 
to contribute evaluation 

About Factories of Imagination and the 
Capacity Building Programme

Defining resilience and capacity building

Purpose of the Case Studies

Commonly cited definitions 
of resilience and capacity 
building in the cultural sector 
include:

The magnitude of shock 
that the system can absorb 
and remain within a given 
state; the degree to which 
the system is capable of self-
organization, and the degree 
to which the system can build 
capacity for learning and 
adaptation.1

evidence of how the CBP 
has achieved its objectives 
and illustrate different ways 
people and organisations 
have benefited from the 
4 years of activities.  Some 
organisations featured in 
the case studies took part 
in more than one strand of 
the CBP.  Not all case studies 
address every aspect of the 
case study questions, but 
they are considered in the 
relevant strands of the overall 
evaluation of the Capacity 
Building Programme 
(available in a separate 
evaluation report).

•  “Resilience as ‘bounce 
back’ from shocks” – 
rebounding as quickly as 
possible to a previous state, 
with the implicit assumption 
that this was a stable state

•  “Resilience as ‘ability to 
absorb’ shocks” – with a 
focus on maintaining the 
same “structure, function and 
identity” in the face of shocks;

•  “Resilience as ‘positive 
adaptability’ in anticipation 
of, or in response to, 
shocks” – a system adapting 
its structure, functions and 
operations in the face of new 
conditions.2

Capacity-building is defined 
as the process of developing 
and strengthening the 
skills, instincts, abilities, 
processes and resources 
that organizations and 
communities need to survive, 
adapt, and thrive in a fast-
changing world.3
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Anna’s motivation to take part in the online leadership course, in part, arose 
from the difficult situation of running a cultural centre in the early stages 
of the coronavirus pandemic.  She joined the board only a short time before 
March 2020 when the full impact of the pandemic meant cultural centres 
had to close in her country.  

‘From then on, everything was totally different… nothing was 
plannable, we couldn’t foresee what to do the next month.  
So, my time on the board was really, it looked like writing a 
lot of applications that came up because so many calls were 
published… But there wasn’t much leadership to be done 
because it was such a big confusion.  And so, the [leadership] 
course came in the middle of this and I was lost.  We all were 
lost.  We just really were going from day to day more or less… 
you couldn’t plan anything because no one knew when 
cultural institutions could open again.’

Anna’s situation of having a leadership role in a collective organisational 
structure where she does not have management responsibility for employees 
was also a factor in her seeking to develop her thinking and practice around 
leadership.

‘The board as a group, we try to work as collectively as possible 
because we have like two hundred people going in and out 
on a normal day, renting the studios or being part of the 
association… and we try to involve them as much as possible, 
which proves to be quite difficult… And leadership, I mean, I 
don’t have employees, I’m not in such a position at all.  But 
leadership goes far beyond this, I believe…. we’re on the same 
level, there’s no top down… there’s no hierarchy…’  

Because of Anna’s leadership role in an organisation with a flat hierarchical 
structure, her experience of the online leadership course was somewhat 
disappointing – she felt that couldn’t apply what she learnt from the course 
as she was not in a ‘classic’ leadership position.

‘…classic leadership doesn’t take place in [our cultural centre] 
and that maybe led to some confusion or maybe also 
disappointment because the… I couldn’t really benefit from 
the course I felt as much as I wished.  I felt we’re not in a 
super special situation, fully aware of that, many institutions 
in TEH are in a similar situation.  But  I felt it wasn’t so clear 
for the facilitators.  That’s how I remember it now.  I was a 
bit disappointed, I felt like all this well-meant advice and 
questions… I didn’t know how to realise them.’

Anna highlights an important point that her cultural centre is not unique 
amongst TEH member organisations as many are collectively organised 
without a figurehead leader.  So it is unfortunate that she felt she couldn’t 
see how the facilitators could help her within the model of her centre.  
A second important feature of Anna’s experience was how she found it 
difficult to use the resources provided through the group sessions and the 
advice from the one-to-one session in practice.  

Anna’s Case Study  
(Leadership Programme)

The person featured in the 
Leadership Programme 
Case Study wished to remain 
anonymous (the pseudonym 
Anna is used in this 
document).  

Anna’s role in her cultural 
centre is as a member of 
the board – a voluntary 
position where there is a 
flat leadership structure 
with other voluntary board 
members who all contribute 
to strategic planning.  The 
cultural centre has one part-
time paid co-ordinator and all 
other workers have voluntary 
roles.  Anna has been a board 
member for 2 years and she 
also has a responsibility for 
programming.   She has paid 
cultural worker roles for other 
organisations.  The centre has 

been established around 15 
years and has a gallery, artist 
studio spaces and 2 halls 
for cultural events in a re-
purposed industrial building 
in a large Western European 
city.  
In years 1 and 2 of Factories 
of Imagination, week-long 
residential Leadership 
Courses took place (Berlin 
in 2018 involving 12 people 
and Fužine in 2019 involving 
11 people).  Due to the 
coronavirus pandemic and 
many countries having 
restrictions on international 
travel, TEH designed 
leadership programme 
activities in 2020 to suit an 
online mode of delivery.  
Anna took part in the online 
leadership course in June 2020.
 

Anna’s role in her cultural centre
The course involved 3 online 
sessions for 30 people:

•  An initial group session, 
to get to know other 
participants, and learn about 
each other’s situations and 
needs. 
 
•  A one-to-one coaching 
session with one of 3 tutors 
(all leading experts in the 
field of cultural leadership) 
to analyse participants’ own 
challenges.

•  A wrap-up group session, 
to share conclusions, learn 
from other participants and 
discuss how to integrate the 
learning into everyday life.

Anna’s story of the Leadership Programme
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‘The facilitators… they presented some statistics or studies 
that I remember finding quite helpful at the time.  I had the 
feeling, wow, now I need to work through this.  There was 
a linked list that I found in my emails… I would really love to 
go through this and take the time, but then couldn’t find 
the time because it was just a busy, busy moment.  I was in 
a big freelance project throughout the whole summer.  And 
yeah, that’s how it goes very often.  So, what stayed with me 
was a bit more the frustration of not being able to follow up 
what has been presented.  And there was one of the topics 
we’ve been talking about in the one-to-one sessions as well…  
I remember that she gave some advice in the moment we 
were talking.  I thought, yes, right!  She’s totally right!  But 
then afterwards, when and how should I realise that?’

In the case study interview, Anna said she would be curious to know if other 
people who had taken part in the course also felt this way.  She was reassured 
that, from feedback gathered for evaluation, it was common for people to 
struggle to apply learning from courses such as this in their work – with the 
everyday pressures of work being a frequent reason why it is difficult to 
apply learning to practice.  
One anticipated spin-off effect of the in-person leadership courses in the 
first 2 years of Factories of Imagination was that participants would be 
better connected to other TEH members, leading to a stronger network and 
ongoing support.  Anna was asked if she had experienced such an effect 
from participating in an online course.  

‘Some of the people I knew already… because I was attending 
quite a lot of TEH meetings.  And as it was an online course, 
not so much.  I think that would have been totally different 
in the analogue physical meeting.  Now I’m looking at the 
mailing list and… some of them I know because I met them in 
the physical meetings and now looking at the names again, I 
remember some of the people, but I haven’t met them again.’

Anna then spoke about attending the TEH Camp Meeting in Bratislava recently 
in October 2021, trying to recall if she had re-connected with anyone from 
the online leadership course.

‘The people I had closest contact with and the in between 
conversations [at the Bratislava meeting] were not people 
who took part in the leadership workshop, which is a pity, 
actually.  Well, it didn’t happen.’

The interview then turned to exploring what other leadership development 
opportunities Anna felt she wanted, and what might she suggest TEH could 
provide in the future.  There were 2 facets of leadership development Anna felt 
would be relevant to her and her cultural centre.  Due to the non-hierarchical 
structure and collective decision making of the board, her view was that 
group coaching for the board would be valuable, although she anticipated 
2 obstacles in making this happen.  Firstly, group coaching for the board 
had been something they had done in the past and some people thought it 
was not fruitful, therefore they were resistant to doing it again.  Secondly, 
with board positions being voluntary roles, it was very difficult for people 
to commit the time to group coaching alongside their other work and the 
time they already voluntarily contributed to the centre.  
The second suggestion Anna made was that longer term one-to-one coaching 
would be beneficial to how she wished to develop her leadership. 

‘It would definitely be helpful… what would be great be either 
a longer-term one-to-one coaching in this field where we 
meet every two months or something like less frequently.  
And with maybe a bit more definite with homework to be 
done, like, not just talking or maybe just reflecting what has 
happened, but that’s personally, I feel personally that helps 
me… if I get some leadership sometimes.’
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How has participation 
in the FOI Capacity 
Building Programme 
activities contributed 
to increased resilience 
and capacity building 
for individual cultural 
workers, cultural centres 
and the Trans Europe 
Halles network ?

Although Anna identified 
she had a real need to 
explore leadership in her 
role, the online leadership 
course does not appear 
to have been the right 

opportunity to developing her 
leadership and contributing 
to increased resilience and 
building capacity in her 
centre.  TEH responded 
to participant feedback 
gathered directly after the 
online leadership course and 
revised the structure of the 
FOI Leadership Programme 
in year 4 as the Bottom-up 
Leadership Programme.  
TEH members were invited 
to apply for funds to host a 
locally organised leadership 
workshop on a topic related 
to leadership and chose their 
own facilitator.  Anna’s centre 

was not one of those who 
took part in this opportunity, 
although it could have been 
a way for them to try the 
group coaching Anna felt was 
needed.  
What Anna’s story contributes 
to this case study question is 
that she does have a need for 
support with developing her 
leadership within the context 
of being a voluntary board 
member of a TEH member 
centre with a non-hierarchical 
leadership structure, but 
unfortunately the online 
leadership course did not 
align with her specific needs.  

What are the key points 
of learning or reflection 
about participation in 
the FOI Capacity Building 
Programme activities that 
TEH could consider in 
developing future network 
activity ?

Anna was apologetic as she 
felt she’d been critical of the 
leadership course but was 
reassured that the purpose 
of evaluation was to include 
critical voices so learning 
and development could 
take place.  There are several 
valuable points highlighted 
in Anna’s case study that 
the TEH co-ordination office 
could consider as plans are 
formulated for the next phase 
of the network’s development 
beyond Factories of 
Imagination.  
Tailoring or incorporating 
flexibility in Leadership 
Programme so that it has 
more relevance to cultural 

workers in Anna’s situation 
could be explored (with 
the Bottom-up Leadership 
Programme being one way 
that has been developed).  
Continuing or expanding 
the approaches of the 
Bottom-up Leadership 
Programme could enable 
more member organisations 
to create bespoke leadership 
development activities 
relevant to their work and 
organisational structures.  
Anna’s idea of having longer-
term coaching was also 
suggested by several other 
online leadership course 
participants in their written 
evaluation forms.  TEH could 
explore if this could be an 
element of future leadership 
development activities.  Not 
making connections with 
other course participants 
when Anna attended the 
in-person Camp Meeting 
was a missed opportunity 
for connections between 
members to be strengthened.  
The TEH co-ordination 

office could consider if 
there is room to facilitate 
get-togethers for course 
participants or members who 
are interested in the exploring 
leadership development 
more at conferences and 
camp meetings.  
A final point of reflection 
is the importance of TEH 
remaining vigilant to the 
needs of members and 
creating space to hear 
feedback such as Anna has 
given, so that professional 
development is responsive to 
people’s needs in the evolving 
landscape of cultural centres’ 
work.

How does Anna’s experience contribute 
to the Case Study questions?

10

Ormston House Case Study
(Leadership Programme and Business Model Development)

Ormston House is a cultural 
resource centre and gallery in 
the city of Limerick, Ireland, 
situated in a building with 
a long and varied history, 
well-documented by a 
historian-in-residence.  The 
building, inspired by the 
architecture of the Venetian 
palazzo, has been known 
as Ormston House since 
2011 when a group of art 
students opened a gallery in 
the disused building.  Since 
then, Ormston House has 
developed into a cultural 
resource centre with a gallery 
and a regular programme 
of exhibitions, events and 
artist residencies.  It remains 
a small organisation led by 
CEO and Artistic Director 
Mary Conlan, supported by a 
small staff team and a board 

of directors.  Mary has a dual 
creative and managerial role, 
overseeing all aspects of the 
administration in addition 
to programming.  For the 
past 5 years, Ormston House 
has been negotiating with 
the owners of the building, 
Limerick City and County 
Council, and has recently 
secured a 30-year lease.  
Ormston House became a 
Trans Europe Halles member 
in 2018.  

Mary took part in the Shared 
Recovery Programme 
(October to December 
2020) in year 3 of Factories 
of Imagination.  The SRP 
was part of the Business 
Model Development strand 
of FOI’s Capacity Building 
Programme, developed by 
the CBP manager to respond 
to the support needed by TEH 
members as they faced the 
extraordinary challenges of 
the coronavirus pandemic.  
It involved 30 member 
organisations receiving peer-
support and tailored advice 
from experienced consultants 
through a series of online 
meetings.  Each organisation 
completed a questionnaire 
which required articulating 
the main challenges, learning, 
solutions and sources of 

Ormston House and the Capacity Building Programme
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support they had experienced 
due to the pandemic.  They 
then took part in an online 
interview with a consultant 
from Olivarte to explore their 
situation in more detail and 
receive immediate advice.  

Online group discussion 
sessions enabled a sharing 
of experiences, common 
problems and solutions 
between workers from 
cultural centres.  Cultural 
centres were then paired with 

another centre who matched 
their situation most closely 
to facilitate ongoing peer-
support.

The online leadership 
course was the second 
strand of the CBP Mary 
took part in during year 
3 of FOI.  The course 
was adapted for online 
delivery due to the 
pandemic and involved 
3 online sessions for 30 
people in June 2020 :

• An initial group session, 
to get to know other 
participants, and learn 
about each other’s 
situations and needs. 
 
• A one-to-one coaching 
session with one of 
3 tutors (all leading 
experts in the field of 
cultural leadership) to 
analyse participants’ 
own challenges.

• A wrap-up group 
session, to share 
conclusions, learn from 
other participants and 
discuss how to integrate 
the learning into 
everyday life.

Mary’s story of the Shared Recovery Programme
Before the pandemic, Ormston House was in a period of transformation.  
Having recently secured a lease on the building which offered stability 
for the first time in the organisation’s 10-year history, the board had also 
made a decision to change its governance structure from a company 
limited by guarantee to also becoming a registered charity.  Ormston 
House is a very visible building in the heart of the city but is also 
closely connected to local neighbourhoods, some who feature highly 
in deprivation indexes.  The city of Limerick is undergoing a period of 
change and regeneration, described by Mary as a ‘renaissance’, with 
opportunities for organisations such as Ormston House to input into 
economic and spatial plans to transform the city.  

Mary spoke about why she wanted to take part in the Shared Recovery 
Programme.

‘I think there was just so much uncertainty last year and 
speculation.  One of the reasons I really wanted to participate 
was that it felt like there were lots of national sponsors, but… 
the network provided an international outlook in the shared 
recovery because I wanted to hear what was happening in other 
places and how people were dealing and coping with it.  And I 
wanted to very much stay active and connected to Trans Europe 
Halles. I’m a firm believer that you get out what you put in to a 
network and you have to be participating and contributing if it’s 
going to be beneficial.’

Hearing from other cultural centres helped Mary to understand and put into 
context the primary challenges for Ormston House.  

‘Our context is quite distinct from a lot of the other cultural 
resource centres… I really admired the content of these really 
robust business models that a lot of the culture organisations 
in Trans Europe Halles have that we don’t and couldn’t possibly 
have, but interestingly in the context of Covid it was just it was 
totally dismantled.  Ironically, we are actually in quite a good 
position now… we don’t have to let staff go, we were actually 
able to secure jobs, I know some of our colleagues have to let 
people go. So, we were, we had quite a different experience 
to other spaces from a sort of a business model perspective.  
But one thing that was really consistent was managing teams.  
Mental health was a big thing for me, managing energy levels of 
teams, managing moods of teams [with] all of this uncertainty.’ 

Mary found the peer-support to be a crucial element of the programme.

‘I just think having that kind of solidarity of listening carefully 
to other people’s experiences and sharing your own, for me 
was the most valuable part of it.  I was like, OK, I feel really 
connected.  And I’m hearing other people’s experiences and 
they’re listening to mine as well.’
It was the peer-support more than any practical support that 
Mary found useful to her situation.  
‘I think one of the objectives [of the SRP] was maybe to 
share tips and things you could adapt on a practical level.  I 
don’t know if I got that from it purely because I think it was 
happening in the midst of the pandemic, which is ongoing.’ 
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More knowledge of other cultural centres’ business models was useful to 
Mary in considering the future of Ormston House and potentially further 
transformation that is yet to come.

‘There was quite a sharp increase in arts funding in Ireland 
as result of the pandemic and now we’re waiting to see is 
that going to be maintained as our baseline or are we going 
to go back.  It’ll be devastating if we went back to pre-crisis 
levels.  We have listened to other business models, so we’re 
kind of primed if we need to rethink potentially our business 
model…  And we’re going to work with an expert on the new 
business plan, but also have these kind of crisis responses and 
rethinking the business model – what if we need to adapt?  
How could we do that?  A lot of the information that I heard 
[in the SRP] can feed into the process.’

Mary spoke of what she valued about opportunities for international 
collaboration, even though it was online rather than more personal exchanges. 

‘I learned a lot of the different context of the other centres 
are working in.  We do have these shared values.  We even 
have shared terminology and language, but actually we’re 
operating in very different contexts.  So, this was a great way 
to, kind of, take a trip around Europe without actually leaving 
your kitchen table.  In the breakout sessions, I could get a 
deeper understanding of local context from some of the 
participating centres.’

This understanding she gained helped her to reflect on her own situation 
at Ormston House.  

‘That’s why the Shared Recovery Programme was useful for 
me.  [Learning about] the response these cultural centres 
can bring coming out of the Covid crisis.  Certainly, in Ireland 
people became hugely dependent and were very aware of 
how important the arts were for getting through the various 
lockdowns…  People really held onto the arts and recognised 
that they needed music or books or an outdoor exhibition to 
cope with what was happening and a way of understanding 
what was happening the world.’

When asked what she would like TEH to do next in terms of supporting 
cultural centres in ways the SRP had, Mary highlighted two areas where 
the network could support Ormston House, firstly, skills development and 
wellbeing for staff:

‘We want to do something focused on the teams.  And there 
are already staff exchanges.  What I would really like, for the 
staff to actually have the experience of going to some of the 
other cultural organisations and understanding how they 
work there because the opportunities in Ireland are very 
limited.  So that is something I’d be really interested to see.  I’d 
be really interested in working on personal wellbeing plans for 
teams and actually looking at again, how that is managed in 
other cultural organisations. This was a session of the Shared 
Recovery Programme, which I felt was actually the most 
useful.  It seemed to be there were a lot of contributions to 
that particular one, I think because people were letting so 

many staff go, morale was low, energy was low. I think one of 
the cultural centres had said they calculated that everything 
takes three times longer and costs three times as much…  So, 
in terms of capacity building, for my team to do some very 
practical courses, like going back to basics and rethinking 
things like time management, project management, digital 
skills, capacity building, going to other centres and seeing 
how they have adapted and changed.  Is there the potential 
for skills exchange there?’

And secondly, further peer-support and sharing of the kind the SRP provided 
to understand how other centres were faring in the longer-term :

‘I think the Shared Recovery Programme was brilliant and I 
think the timing was really good.  But actually, what I would 
like to see is a follow up on that with the same groups, like, 
where you now, where are your budgets now?  What is the 
funding response now and what have you learned since 
then?  Have your teams recovered?  The numbers recovered?  
I’d like to check in again to see what the recovery and the 
sustainability and the shifting in programme, what that looks 
like now.  Because we were really still in the thick of it…. So, 
I’m just really curious to see, there was lots of immediate and 
short-term things but what are the long-term plans going to 
look like and where are the centres, how healthy or not are 
they going to look in a years’ time?’

To summarise what Mary most valued about the SRP, she spoke about 
wellbeing of the cultural workforce.

‘The biggest takeaway I got from the Shared Recovery 
Programme was that sense of connectedness and of 
solidarity.  A big thing was, I remember, it seems so simple 
now, but somebody saying ‘be kind and be patient, with 
yourself as much as with your colleagues or the artists you’re 
working with’.  It really stayed with me, actually, because it 
just became a consistent mantra nearly throughout the whole 
programme. And when people delved into that a little bit, 
it was like, don’t expect the same kind of results you would 
have prior to the crisis.  We need to look at wellbeing plans 
for teams.  We need to look at different ways of working 
and slowing down.  We need to look at capacity building, all 
these kinds of things and try and maintain a good, healthy 
environment and more sustainable practices.’ 
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The online leadership course was equally valuable to Mary for the mentorship 
from the facilitators and through gaining more understanding of different 
leadership styles.  Taking part came at a transitional time for her organisation 
when she had just secured a 30-year lease for the building following 5 years 
of negotiations.  Following this busy practical phase of negotiating the lease, 
the leadership course was a valued opportunity for her to ‘talk about ideas 
and be a little bit more philosophical and searching [which] was actually 
really useful for me’.  Mary’s wish to consider leadership styles, in part, came 
from her recent experiences of negotiating the lease with people who work 
in local government and her feeling that cultural leadership was different.

‘… understanding other styles of leadership.  I think that came 
from dealing with the local government where the leadership 
structures are very different to how I would understand 
leadership, so just understanding different styles and 
understanding how other cultural organisations worked, how 
they understood that in terms of responsibility and risk and 
mentoring and growing audiences and supporting staff and 
these kinds of things.’

Mary recognised that the leadership course being a space for her to talk, 
think and absorb ideas might seem ‘a little fuzzy’ rather than acquiring 
practical solutions to real challenges.  But reflecting on the experience one 
year later, she seemed very aware that was what she needed at the time at 
that stage of her professional development and in the situation of leading 
Ormston House through this transitional phase.

‘I kind of went in without a set goal or intention really, other 
than to learn.  It was just it just felt like a learning environment 
for me.’

The one-to-one coaching session was an important element of the course 
for Mary.

‘It was actually a relief just to chat and throw ideas out.  And 
Sue [the leadership coach], she kept saying to bring it back to 
me.  And I had realised I had just, as leader, had completely 
ignored my own needs and requirements for a long time.  
And that was very impactful because I was oblivious.  It was 
quite a realisation in the one-to-one session, if you’re going to 
be a good leader, you need to work on yourself as well.’

The resources provided by the facilitators were also useful to Mary.  She 
spoke about being in the final stages of writing her PhD thesis and that 
she intended to go back to the course bibliography and weave some of the 
references into some chapters of her thesis.  Whilst the value of the online 
leadership course to Mary was not focused on practical solutions to problems, 
she did speak about some practical advice her leadership coach offered: to 
finish her PhD so she could focus on her leadership role at Ormston House.

Mary’s story of the online leadership course

How has participation 
in the FOI Capacity 
Building Programme 
activities contributed 
to increased resilience 
and capacity building 
for individual cultural 
workers, cultural centres 
and the Trans Europe 
Halles network ?

There are several aspects 
of Mary’s story which 
demonstrate how 
participation in the SRP 
contributed to increased 
resilience and capacity 
building.  The SRP 
highlighted a need to focus 
on workforce wellbeing and 
supporting personal resilience 
– for herself and team 
members.  Mary has plans to 
support skills development 
for team members which 
could contribute to their own 
satisfaction in their work and 
add capacity for the centre 
with a well-trained workforce.  
The increased knowledge of 
other business models Mary 
gained from the peer-support 
in the SRP is an example 
of ‘positive adaptability’ 

resilience and a preparedness 
for further change in funding 
support.
The understanding Mary 
gained about considering 
her own wellbeing needs in 
order to be a good leader 
contributes to resilience.
The way that Mary talks 
about the network shows a 
commitment to contribute for 
the benefit of other member 
centres and the network as 
a whole.  The SRP and online 
leadership course have been 
satisfying and worthwhile 
experiences for her and have 
contributed to her ability to 
flourish in her professional 
role – creating the potential 
that she will continue to 
actively contribute to network 
activities.

What are the key points 
of learning or reflection 
about participation in 
the FOI Capacity Building 
Programme activities that 
TEH could consider in 
developing future network 
activity?

Mary’s wish for more SRP-
type sessions to enable 
further sharing and peer-
support about the longer-
term effects of the pandemic 
for cultural centres, could 
be considered as part of 
the next phase of TEH’s 
capacity building activities.  
The desire Mary had to look 
over the horizon of her own 
country for support, and 
the beneficial effects of the 
increased understanding she 
developed, demonstrates 
the value of the TEH network 
which could help TEH in 
articulating why the network 
has an impact on cultural 
centres and cultural workers.
Amongst the stories of the 
different leadership activities 
thought the 4 years of FOI, 
Mary’s story is perhaps one 
of the strongest about how a 
focus on individual leadership 

can have an impact on 
resilience.  It could be that 
what the online leadership 
course offered came at a 
serendipitous time for Mary 
as it provided the right 
support she needed at a 
transitional time and in the 
difficult circumstances of the 
pandemic.

How does Mary’s experience contribute to the Case Study 
questions ?

17
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Communitism Case Study
(Start-up Support Programme and Leadership Programme)

Communitism and the Capacity Building Programme
Communitism is a 
community of artists and 
creative professionals 
in Athens, Greece, who 
work collectively to bring 
abandoned cultural 
heritage buildings into use 
as sociocultural centres.  
Communitism’s approach is 
to work co-operatively and 
reciprocally with building 
owners who agree for their 
unused buildings to be 
used rent-free as a cultural 
commons for the community, 
in return for care and 
renovation of the building.  
Communitism first moved 
into a building at Keramikou 
28 in Metaxourghio, Athens in 
2016.

Communitism took part 
in the Start-up Support 

Programme of Factories of 
Imagination in 2018, in the 
first year of FOI.  The Start-up 
Support Programme (SUSP) 
is a strand of the Capacity 
Building Programme that 
had resources to support 
3 cultural centres in each 
year of FOI with bespoke 
mentoring and advice 
concerning all aspects of 
running a cultural centre 
in a repurposed building: 
governance, business models, 
organisational development, 
funding, negotiating issues 
associated with occupying 
buildings such as leases, and 
relationships with municipal 
authorities.  In each year of 
FOI, the Start-up Support 
Programme focused on a 
different region (Balkans in 
year 1; Belarus, Moldova and 

Ukraine in year 2; Armenia, 
Azerbaijan and Georgia in 
year 3; and Cyprus, Italy, 
Malta, Portugal, and Spain in 
year 4) and invited centres 
to apply to take part to 
receive tailored support and 
work towards becoming full 
members of the Trans Europe 
Halles network.  The initiative 
gave cultural centres in 
regions that have lower levels 
of governmental support 
and resources for culture 
access to the collective 
knowledge and experience 
of the TEH network.  Integral 
to the offer to become a 
SUSP organisation, was that 
centres would take part 
in TEH conferences and 
camp meetings, therefore 
becoming active members of 
the network.  

Natassa’s story of the Start-up Support Programme
Natassa’s professional background is as an engineer and architect.  She was 
instrumental in negotiating the use of the disused neoclassical building 
that has been Communitism’s home since 2016.  There are several complex 
issues which were factors in Communitism wishing to take part in the Start-
up Support Programme.  Communitism is committed to a non-hierarchical 
horizontal organisational structure, yet when the group needed to formalise 
and form an association, the legal structure required individuals to be assigned 
positions (such as president and vice-president) which introduced a hierarchy.  
Alongside this, Communitism were grappling with how to achieve a balance 
of collective decision making whilst also enabling individuals to have agency 
in their work.  Also a factor was Natassa’s role as the creator of the vision 
which established Communitism and her wish to make space for many 
leaders in the organisation.  

‘Up to very recently, all decisions were taken in one circular 
meeting once a week and, as you can understand, this is 
quite original in such kind of organisations, like there is no 
managing director… at the same time, people need agency 
to do their work, but however, they also needed to always 
have approval from the team.  At the same time, I was the 
creator, I had the idea originally, I was the one who set it up, 
I was in fact leading it for quite some time, at least for the 
period that I was the holder of the vision, which was also 
until 2018 when we got the start-up grant.  So literally, the 
moment we met Trans Europe Halles, it was also a changing 
moment as we had just become an association.  Being an 
association requires a board, a president, a vice president.  
So, this required hierarchy. And at the same time, we had to 
coordinate this kind of hierarchy with the horizontal structure 
that we were aspiring for. So, for these three years, it has been 
a riddle to crack.’

Chris Keulemans, who had a 
steering role in the SUSP for 
TEH, led many scoping visits 
to centres and created case 
study publications about 
the SUSP centres.  This case 
study is not intended to 
replicate Chris’ publications, 
but has a focus on increasing 
understanding for evaluation 
of FOI’s Capacity Building 
Programme.  Natassa 
Dourida was invited to take 
part in an interview with the 
CBP evaluator to reflect on 
any longer-term changes 
that the SUSP aided for 
Communitism.

Communitism also 
participated in the Bottom-
up Leadership Programme, 
the name given to the 

Leadership Programme 
activities in year 4 of FOI that 
were shaped in response 
to network members’ 
feedback that they wished for 
leadership development that 
focused more on leadership 
within non-hierarchical 
structures and the values of 
commoning.  The Bottom-up 
Leadership Programme was 
an open call for TEH member 
organisations to apply for a 
600 Euro subsidy to host a 
leadership workshop for their 
staff and/or communities.  
The parameters of the open 
call offered some flexibility: 
the workshop could be either 
online or onsite, a half-day or 
full-day workshop, focus on 
a topic related to leadership 
selected by the organisation, 

be led by a coach of their 
choice, a closed workshop 
for staff only or open to 
other community members 
(with or without a fee to 
participate).  Suggestions 
for workshop topics were 
made (resilience & wellbeing; 
leadership during and 
post Covid-19; participatory 
governance; social inclusion; 
sustainable development 
goals; change management) 
or organisations could 
select their own topic.  
Communitism used the 
Bottom-up Leadership 
subsidy towards a 3-day 
leadership retreat. 
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Communitism describe the structure they have developed as a sociographic 
methodology with many circles.  

‘The four circles are: the mission circles involves the board, 
really affiliated with embodying the mission of the association.  
The second circle is the general circle, which brings together 
the working groups that have to do with our building, like the 
physical building and the physical work this requires and this 
could be maintenance, this could be an event planning, this 
could be, if you like, what happens on the ground. And then 
the third circle, we call it marketing and communications 
also involves the social media working group, the writers 
application writing group. And then, last one fourth circle is 
called coordinating circle.  And it is about having a space and 
a moment for all the groups, the communities we are sharing 
the building with.’

Natassa spoke about Communitism’s relationship with the building they 
currently occupy and the realisation that the building and association are not 
one and the same thing.  There is an ambition for the association to support 
other communities to use their model for making use of abandoned buildings.

‘We see the building as the nursery where we train ourselves 
in a collective inhabitation of buildings.  So, it’s always like a 
ground for experimentation, this place, but at the same time, 
it is a sociocultural centre that we do want to make profitable 
and sustainable as a structure…  This is the next step, once the 
sociocultural centre becomes sustainable and the cultural 
commons of the city and it has proven its worth. After that, 
the next step is to expand it as a model where you are training 
communities and you are also like, through your outreach, 
you find buildings and you matchmake communities with 
buildings to develop them.’

Natassa appreciated the guidance and support of the SUSP consultants 
who helped them to unpick the complexity of issues through intelligent 
questioning in a way that was right for them.

‘Participating in the Start-up Programme was very supportive 
and helpful because somehow Irena and Chris were very 
supportive, indicating to us that there is no right or wrong 
way, that we shouldn’t be afraid of our originality.  However, 
they were always posing the questions that we needed to 
answer.’

There were multiple benefits that Natassa attributed to the Start-up Support 
Programme.  Firstly, acquiring an understanding that problems they 
encountered were common amongst grass-roots cultural centres.

‘The programme has helped in several ways.  First of all, I was 
fascinated when we were the first time at the conference 
in Bilbao, I understood that almost every centre shares the 
same, let’s say there’s a pool of problems that may arise and it 
is shared.’

Natassa also found the support she personally received from other people 
in the network to be a comfort. 

‘So, for me at that period being the leading force in the group, 
it felt really helpful and supportive to be taken out of the 
intensity of everyday life for three days and be with people 
that share my concerns or have been there already.  There 
is some kind of mentorship even through the workshops or 
even when you sit at the cafe and start discussions, you get 
advice from people that have faced similar problematics. So 
this for me, I felt really supported. I felt that we don’t have to 
invent the wheel, you know, that we have a network of one 
hundred and twenty centres where we can ask things, ask 
questions.  And also by all these people examples, there is a 
huge inspiration on how in each country they do problem 
solving.  And then there’s a huge data, like a huge amount 
of data that you can source so you can synthesize your own 
solutions. And this has also been very inspiring.’ 

Another aspect of joining TEH through the SUSP that benefitted Natassa 
was finding a network with shared values. 

‘… the human approach the network shares, because they 
help you get out of this, somehow, I don’t know if it’s systemic, 
capitalistic or I don’t know how one can describe it, but a 
requirement in our everyday works for measurable efficiency. 
And the human aspect of Trans Europe Halles has also helped 
me understand the idea of qualitative efficiency, this idea 
that there is no right and wrong.  This is not only measurable 
things and every solution is an acceptable solution because… 
the network helped me understand that every choice can be 
something that you can present and stand up for and bring it 
to the world as an originality and the world can listen to it.’

Communitism found it beneficial to be associated with the reputation of 
Trans Europe Halles, adding to their credibility and opening doors for new 
collaborations.

‘It helps our credibility locally by being part of that network.  
Whenever we address something locally, we have credibility.  
It’s a thing that Greeks have, it’s a thing that whenever… even 
if you have worked as a waiter in Berlin, you are much more 
credible than having studied in Greece. It’s a Greek thing.  I’m 
acting on it, I’m actually benefiting from it, and it’s going well 
really because also thanks to Trans Europe Halles we have 
gained collaborations with the university, the architecture 
faculty or people come to us exactly because they know Trans 
Europe Halles in Greece, you know, Greek people, they know 
Trans Europe Halles and they are happy to see that there is 
a Greek centre being in Trans Europe Halles and they are 
coming to us for collaborations because of that.’

There have been other more local benefits to Communitism from being part 
of TEH – connections with other cultural centres in Greece have been ignited 
through meetings at international gatherings.  

‘There is also this fantastic coincidence that through the 
network I met of a Greek partner who was from another 
centre and I wouldn’t meet her in Greece – I met her in 
Germany and since then we’ve been working together. So it’s 
the network that works, really.’
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A final aspect of how Natassa has benefitted from participation in the SUSP 
illustrates the effectiveness of what a network such as TEH can achieve – 
through sharing and valuing the knowledge everyone brings to the network.  
Becoming a SUSP not only had several benefits to Communitism, it also 
enabled the network to learn from Communitism.  In year 3 of FOI, Natassa 
was invited to be a coach in the SUSP and support a centre in Azerbaijan, and 
in year 4, Communitism hosted a staff exchange visit for a cultural worker 
from another centre. 
 

‘We are also participating in other capacities, for example, 
last summer, Trans Europe Halles invited me to be a coach 
for a centre in Azerbaijan. So I love how they gave me, they 
recognised my work as someone who can also guide other 
people into the network. So I would like to say that we feel 
that we are equal and that we are empowered by being in the 
network.’

Natassa summarises the network’s ethos of reciprocity and the value of 
being part of an international network.

‘It’s a relationship, you know, it’s a relationship with an 
entity, but also with many, many networks and people, with 
many centres and people. And for me, I have realised, the 
planning at a European scale… by actually working on that 
scale too, we are able to bring knowledge to Greece.  We are 
able to get taught and to teach other people of our reality. 
It’s a relationship and as a relationship, a clear and honest 
relationship, it’s first of all heart-warming and it helps us 
feeling safe, which for me is very important.’

Communitism chose a facilitator to devise the structure and content of their 
3-day retreat in response to the group’s needs and wishes.  Natassa reflected 
on how Communitism had experienced a ‘crisis’ due to moving from being a 
grass-roots organisation to a legal association.  The forming of an association 
required positions (such as a president) which conflicted with Communitism’s 
commitment to a non-hierarchical organisational structure and collective 
decision making.  As the person whose vision initiated Communitism, Natassa 
felt thrust into a hierarchical leadership role by the formation of an association 
which she was not comfortable with, and it led to many difficulties.  She 
wished for there to be space for many leaders within Communitism.  The 
retreat provided a space for people in the group to share the personal dreams 
they had for their contribution to Communitism and to build a collective 
dream.  How leadership could support others to realise their dreams was 
explored.

‘For three days we were having six hours of work engaging 
in the collective brain on an equal basis, which is also 
very important because up until recently, the dream was 
my dream.  So, it was very important to have a ceremony 
somehow, a ritual where we defined the collective dream.  
And then we also spent a good amount of time on defining 
our personal dream within that structure, which is what we 
are going to lead, what we are going to, each one of us is 
going to lead.  How do we combine our dreams and how do 
we also put in line, create a live chain of prioritising each one’s 

Natassa’s story of the Bottom-up Leadership Programme

dream?  Not really prioritising in terms of importance but 
prioritising in terms of time management.  When do we work 
collectively on each other’s dreams as a way of empowering 
the leadership in each one of us?’

This process of understanding how leadership works when there is a collective 
vision and how individuals’ agency to lead their own area of work is enacted 
within a non-hierarchical structure was vitally important to the Communitism 
group.  Natassa viewed the leadership retreat as a pivotal moment for 
developing the groups’ ethos around leadership, but she recognised that it 
was a ‘pit-stop’, a ‘milestone for the evolution of the association’ and that 
Communitism would continue to work with a coach to develop leadership 
further for the benefit of the cultural centre and association.
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How has participation 
in the FOI Capacity 
Building Programme 
activities contributed 
to increased resilience 
and capacity building 
for individual cultural 
workers, cultural centres 
and the Trans Europe 
Halles network?

Natassa’s story of how the 
SUSP helped Communitism 
focuses on how the SUSP 
coaches helped them to 
navigate conflicts between 
the values of non-hierarchical 
horizontal organisational 
structures and the constraints 
of their legal governance 
structure.  The SUSP 
process helped them to 
recognise there is value in 
Communitism’s unique way 
of working and how to retain 
their values within the day-to-
day running of the building.  
Participation in the SUSP has 
contributed to Communitism 
maintaining their vision of 
bringing disused buildings 
into the cultural commons, 

enhancing the capacity of 
communities to develop their 
cultural life.  The Bottom-
up Leadership Programme 
was a further opportunity 
to resolve difficulties that 
were impacting on how 
Communitism members 
worked together.

There have been clear 
benefits to the network 
of first providing support 
to Communitism to work 
through their challenges, 
and then harnessing the 
collective knowledge within 
Communitism for the benefit 
of other cultural centres, 
therefore also strengthening 
the network.  

What are the key points 
of learning or reflection 
about participation 
in the FOI Capacity 
Building Programme 
activities that TEH could 
consider in developing 
future network activity?

Natassa’s case study 
highlights how an ethos of 
reciprocity, and valuing the 
knowledge and experience 
of all, is at the heart of the 
TEH network.  It seems 
important to acknowledge 
and celebrate this ethos and 
keep it at the forefront of 
thinking as the next phase of 
network of activity is planned 
and developed.  

As with other case studies, 
Natassa’s case study also 
links with other evaluation 
evidence gathered for 
the FOI CBP evaluation.  
Communitism has joined TEH 

and as new members, have 
not only received support 
from others, but they have 
also contributed a great 
deal to the network that 
benefits other centres.  One 
of the findings of the CBP 
evaluation is that there is an 
ongoing need to professional 
development for cultural 
workers, of the kind TEH 
provides.  Communitism’s 
development through the 
SUSP in 2018 continued with 
the leadership retreat in 2021.  
Natassa commented that the 
retreat was a ‘pit-stop’ and 
that there is yet more work to 
do in developing leadership 
within their association.  
Capacity building is not a 
time-limited project which 
is ever completed, but the 
ongoing need for professional 
development is created 
by new people joining 
the network, new ways of 
working being developed 
and an ongoing need for 
the intellectual nourishment 

that members get from 
each other.  New member 
organisations joining TEH, 
and new members also 
having knowledge and 
expertise they can bring 
to the network, adds to 
this sense of capacity 
building and professional 
development for cultural 
workers as being a constant 
need.

How does Natassa’s experience contribute to the Case 
Study questions?

24
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L’asilo
Case Study

L’Asilo and the Capacity Building Programme
L’Asilo is an independent centre for artistic, social and cultural 
production, run by an informal community of artists, activists, 
researchers and inhabitants of Naples, Italy, who take care of both 
the facilities and the cultural and artistic programming.  L’Asilo 
featured in a Creative Lenses case study (a 2015 to 2018 project 
with Trans Europe Halles as partners) where they were eloquently 
introduced:

In 2012 a group of artistic activists and researchers occupied a 16th 
century convent in Naples that had been virtually destroyed by an 
earthquake and then renovated with EU funds.  The refurbished 
buildings had remained heavily underutilised for years.  After 
three months of occupation, this action was accepted by the city 
administration as an experiment on commons and civic use.  The 
occupying artists did not want to claim the space for themselves, 
but for the city.  This left them in a grey area legally.  The rules for 
what they were doing had not yet been written and they were in 
a position that had not yet been thought of or covered by law and 
so they realised that they had to work with the administration 
(not against it) to develop recognition for the concept of a cultural 
commons and started writing their own rules.  This resulted in 

the Declaration of Urban Civic and Collective Use.  Four years 
later, this declaration was formally recognised by the city, thus 
giving birth to a new form of institution called “Emerging Urban 
Commons ruled by Civic Use”.  In 2015, following two and a half 
years of continuous work with stakeholders (the local community, 
activists, local authorities), L’Asilo was formally recognised as 
this new type of institution operating under the Declaration of 
Urban Civic and Collective Use.  

This gave official recognition to: 
• an informal community 
• its self-regulatory powers 
• and its self-managing and self-governing structure 

As a result, L’Asilo is now an independent production centre, 
providing rehearsal spaces, residencies and a venue for 
performances, open to all. The spaces are equipped for making 
art and include a theatre, library and cinema space with facilities 
for video artists, darkroom, tailors / costume space, ceramic 
workshop, screen-printing facilities, stage craft lab, studios for 
artists, sculptors and musicians, with other supporting amenities 
and resources.

From Models to Manifestos pp.65-66 4

The cooperative model 
developed by L’Asilo 
is commoning, by 
means of open use 
and management. 
Everything is decided in 
public assemblies that 
take place every Monday.  
To make Assemblies’ 
decisions concrete and 
operational, activities 
are organised in public 
thematic groups of 
permanent discussion 
that favour the 
encounter, exchange 
and cooperation of those 
using and taking care of 
the spaces.

Gabriella Riccio took part 
in an interview for a CBP 
case study, speaking about 
how L’Asilo contributed to 
3 strands of the Capacity 
Building Programme: 

• Organisation developmental 
(as one of the Penguin Project 
organisations)

• Start-up Support 
Programme (Gabriella was 
a consultant that supported 
Communitism and Salaam 
Cinema)

• Leadership Programme 
(hosting a Bottom-up 
Leadership workshop)
L’Asilo’s experience 
of developing a novel 
institutional model means 
they have much to contribute 
to the network, and have 
perhaps contributed more to 
the CBP than they benefited 
from receiving.
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Gabriella’s story of the Penguins Project
The Penguin Project was part of the organisational development strand of 
the CBP which was not planned at the outset but grew from the ideas of 
Florian Cope-Ladstätter and Shawn Antoni Wright of Die Bäkerei, Innsbruck.  
The Penguin Project started from Florian and Shawn sharing their ideas at 
the Dresden TEH conference in June 2019 about using metaphors to help 
cultural workers to consider their relationship with their cultural centre.  
TEH co-ordination office staff saw the potential for these ideas to benefit 
the network members and supported a ‘kick-off’ workshop at Die Bäkerei in 
July 2019 for people from 5 cultural centre organisations (including Gabriella 
from L’Asilo).  Following this event, there were workshops at TEH gatherings 
and scoping visits where Shawn and Florian visited cultural centres to work 
with people in their own centres (and later online due to the pandemic).  The 
concept of The Penguin Project is that by developing greater understanding 
of what inspires and energises their work, cultural workers can create more 
sustainable working practices which reduce the likelihood of burn-out.  In 
addition to facilitating the workshops, Shawn and Florian created a poster 
to illustrate the Penguin model, produced a website and authored a book 
to share their ideas more widely.
The ideas that Shawn and Florian brought to the Penguin Project resonated 
with Gabriella and she recognised that the issues Penguins could address 
were issues she saw within L’Asilo.  

‘Florian and Shawn, the very first meeting, they invited this 
consultant who’s been working on a format of case cleaning… 
he has formulated this this six or seven step way to have 
people come out of problem, that is, most of the time, the 
impact of the individuality and the person and the personal 
experience has a big impact on the life of the organisation. 
So the way he created this system to help come out of 
critical moments within the life of the relationship of the 
organization, if it was interesting for me. It was a very good 
collaboration that took into account the organizational and 
the personal factors together. And it was something that was 
also, in a way, happening in L’Asilo. We have… a very large 
participation in different moments of the year, of course, you 
have relationships that are exhausted and burned out and 
drained of energies or misunderstanding or totally different 
visions of what should be done because being so plural, the 
participation.  So, we have yearly plenary assemblies where we 
really actually address exactly those personal problems and 
try to recompose harmony in the centre.’

Gabriella’s interest was sparked by the processes that were discussed within 
the Penguins meetings and she contemplated how they might be adapted 
to be effective for use within L’Asilo.

‘I learned about this case cleaning system and I would have 
liked [for the Penguin Project] to bring this… to L’Asilo’s 
working group on how to care for relationships, because I 
would have loved to see how the two things can merge. The 
case cleaning case clinic system is on the basis of five people 
working [together] and L’Asilo needs to share the experience 
in a larger community. OK, so would’ve been interesting to see 
how the tool could be adapted to a larger group of people.’

This is an example of how an individual is acquiring new knowledge and 
learning through participation in the CBP, and then trying utilise their learning 
to take action in their cultural centre.  

Gabriella was glad to contribute to the Penguins Project as she had a pre-
existing view that cultural sector workers utilising tools of the business sector 
was problematic.  She felt the values of the cultural and creative sector are 
different to the values of the business sector and therefore models from the 
business sector need to be ‘translated’ for culture.  Not just translated in 
terms of finding new vocabulary, however, but translated at a deeper level 
so that tools and models are not transferred to organisations where they jar 
against people’s values.  In addition to this ‘translating’, cultural organisations 
need to be creative to develop new tools that are consistent with people’s 
values.  The Penguins Project provided a mechanism for cultural workers 
to co-create a new tool that harnessed creativity to solving problems within 
organisations and embraced the complexity of cultural centres’ work.  The 
use of metaphor to understand and describe problems was felt to be more 
in keeping with the creative sector (rather than using diagrams as favoured 
by the business sector).   

Gabriella’s contribution to the Start-up Support 
Programme
The Start-up Support Programme offers young cultural centres a package of 
bespoke consultation, advice and mentorship alongside support to participate 
in peer-learning with other centres in the network.  Each SUSP organisation 
relationship starts with scoping visits by two consultants who are experienced 
at establishing cultural centres.  The SUSP was steered for TEH by Chris 
Keulemans throughout the 4 years of FOI (see Smart and Fearless for an 
overview of the SUSP).  For each SUSP organisation, Chris invited a second 
consultant to work with him, inviting Gabriella support Communitism in 
Athens in year 1 or FOI, Salaam Cinema in Baku in year 3, and to also contribute 
to selecting SUSP applicants from Italy in year 4.

Taking the role of SUSP consultant enabled Gabriella to share her knowledge 
and experience with cultural centres where her ideas and values around 
alternative ways of supporting the cultural life of communities matched with 
theirs.  She spoke about the process of working with the SUSP organisations.

‘Transferring the practices of commoning and creative 
institutional imagination for those two centres…  So, we 
addressed things like how to work with communities?  How 
can you engage the community in the process of creating 
a common good and share responsibilities?  How does one 
communicate with communities?  How to generally create 
a structure that would not feel institutional, but at the same 
time where everyone can take and share the responsibilities 
and effectively communicate?  How to keep the motivation in 
the team when the work is mainly done voluntarily?  Different 
forms of capacity buildings for the staff, for example, how to 
work with budget or to plan for from short to long term in 
common, because life is a mobile experience, is not a planned 
project with an objective?  How to avoid the format of the 
employee?  How to protect the balance of power in the team?  
How to influence the behaviour of taking initiative because 
people are so acquainted to receiving orders and tasks?  How 
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Gabriella’s story of the Bottom-up Leadership Programme
Responding to the needs of network members and the continuing uncertainty 
of international travel due to the pandemic, Leadership Programme activities 
in year 4 of FOI were re-formulated as the Bottom-up Leadership Programme.  
There was an open call for TEH member organisations to apply for a 600 Euro 
subsidy to host a leadership workshop for their staff and/or communities.  
The parameters of the open call offered some flexibility: the workshop could 
be either online or onsite, a half-day or full-day workshop, focus on a topic 
related to leadership selected by the organisation, be led by a coach of 
their choice, a closed workshop for staff only or open to other community 
members (with or without a fee to participate).  Suggestions for workshop 
topics were made (resilience & wellbeing; leadership during and post Covid-19; 
participatory governance; social inclusion; sustainable development goals; 
change management) or organisations could select their own topic.
Applying for the Bottom-up Leadership subsidy to host a workshop was 
that first time that L’Asilo had responded to open calls to CBP opportunities.  
Gabriella spoke about how the Bottom-up Leadership workshop was the 
first time L’Asilo had been able to benefit from what the Capacity Building 
Programme offered, as previous opportunities were not consistent with 
L’Asilo’s values and commitment to commoning and non-hierarchical ways 
of working.  Before the Bottom-up Leadership Programme, Gabriella felt that 
CBP activities focused on supporting cultural centres to adapt the ‘top-down’ 
models of the business sector.

‘Everything was trying to teach those cultural people to 
reason through mission, vision and objectives – which 
doesn’t really fit because culture is something that moves 
physiologically is an organic activity.’

far the functions can be shared and what should be done 
only for one person?  Those were the issues that, for example, 
opened up.  Those were the questions and the issues for that 
centre addressing to L’Asilo as an experienced older brother.’

Sharing ideas around commoning was one of the main strands of thinking 
Gabriella brought to the SUSP process.  A second strand of thinking was 
about sustainability and alternative understandings of economy, ‘how you 
calculate the value, the economy of gift, circular economy and all those 
different models and to address the institutional framework’.  And thirdly, 
exploring issues of ownership of cultural assets:

‘Ownership, private, public or common and the relationship 
between care for the public good and the common good as 
also a contribution to the development of society, so those 
centers do create a value, but it’s not a value that can be 
calculated in a business model. And they’re a business model 
way, because it’s not monetary contribution, but it is and it’s 
fundamental.’

The Communitism and Salaam Cinema case studies contain much more 
detail about what the organisations achieved through participating in the 
SUSP.  One example of a tangible outcome that she supported was helping 
Communitism to articulate its value system that resulted in writing and 
publishing a manifesto.

This approach was contrary to L’Asilo’s needs, as a ‘rebel community that 
works in a totally self-managed way’.  Gabriella observed a shift in the mindset 
of the TEH co-ordination office over the life of Factories of Imagination to 
accommodate centres in the network ‘who elaborate and live under different 
parameters’.

‘There was a shift in the network, a change of direction in the 
office, and it sort of overlaps with L’Asilo joining the network 
and trying to contribute to a different approach to culture.  
So we need specific tools for culture and we need also an 
institutional world to provide different framework for culture.  
Culture should not be trying to fit the tools of a sector that’s 
working on totally different logics and objectives.’

Gabriella viewed this change in how network activities were presented and 
structured as a key outcome of the FOI project.  The value of the Bottom-
up Leadership workshop to L’Asilo was not necessarily what was achieved 
in their centre through a 2-day workshop on participatory governance, but 
the shift in mindset amongst the TEH co-ordination office staff away from 
promoting how ‘top-down’ business practices could be used in the cultural 
sector. 

Beyond the CBP strands – how Gabriella has contributed to 
the network
Elaborating on how the mindset of the TEH co-ordination office has shifted 
over the life of FOI, Gabriella highlights two important points.  Firstly, she 
observes that L’Asilo has contributed to this shift and secondly, that it is 
not only activities that have taken place under the banner of FOI that have 
propelled such a big change in thinking.  

‘… this happens because outside of Factories of Imagination. 
Trans Europe Halles has been involved in a huge project 
Cultural and Creative Spaces and Cities and L’Asilo’s being a 
great contributor to this one, really passing on to the network, 
contributing a lot to the vision of a horizontal, inclusive, 
democratic, innovative way of doing things through common 
practices of commoning. So there you can see that the 
network learned really a lot, even the office in Trans Europe 
Halles and through that learning they started understanding 
that even the way they propose and they offer possibilities 
had to be structured in a different way.’

The conversation between Gabriella and the CBP evaluator for the Case 
Study explored how artificial distinctions between project-based funding 
programmes can be in the reality of a network’s activities.

‘Maybe sometimes structures are just needed for applications 
but in the real forms of life, doesn’t matter where it comes 
from, as long as it works….  The entire movement L’Asilo 
belongs to is based on the cross-borders and not sectorial 
approach to things.  Sometimes structures are needed for 
applications because the system forces that.  But actually, 
what’s important is what happens. And what happens is 
that sometimes organisational development is impacting 
leadership and is impacting  [other] forms of support.’
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Gabriella describes elements of a programme such as the CBP as pieces in a 
‘mosaic’ and by breaking things down into pieces the bigger picture is missed.
A further way that Gabriella has challenged the thinking of others in the 
network is around conceptualisations of capacity building and resilience.  She 
places primacy on mutual learning and less value on bringing in ‘superstar 
artists’.  

‘There is not one who is the beholder of the knowledge that’s 
transferring the knowledge to a subaltern subject.  It’s you are 
constantly learning.  You’re learning also from the people that 
you know.’

She eloquently describes how understandings of the notion of resilience 
can shift.

‘For me, in terms of capacity building, it’s more about 
mutual learning and horizontal transfer of experiences and 
competencies and tools…  As far as we are speaking about 
organisational resilience, this is a key thing: I think that the 
practices of commoning rise from this form of resilience. So 
they are born because the actual system is not providing 
enough institutional frameworks for those practices to exist.  
So those centres have to learn to organise in between the 
cracks of the system and to imagine new solutions and new 
forms…. So the organisational resilience, meaning being able 
to exist and lead and perform activities into the cracks of the 
system also is the spark for institutional imagination and a 
spark for proposing a form of institutional creativity to the 
outside world, saying what we do, the way we do things, does 
not meet a framework in the structure of the way things 
are done nowadays, but this is how we do things. So we 
propose you this way of doing things.  And what happened 
in the case of Naples is that this different way was officially 
acknowledged and recognised by the city so that now we 
have a new category in the statute of the municipality, which 
is the cultural commons, the common goods. So it’s a big 
shift. You don’t only have public property and private property, 
but you also have the common good. This this is a big signal 
of organizational resilience.’

Gabriella views her personal contribution to the network as advancing 
these practices of commoning and ideas that are ‘the spark for institutional 
imagination’. 

How does L’Asilo’s experience contribute to the Case Study 
questions?
How has participation 
in the FOI Capacity 
Building Programme 
activities contributed 
to increased resilience 
and capacity building 
for individual cultural 
workers, cultural centres 
and the Trans Europe 
Halles network?

L’Asilo’s contribution to the 
network, through Gabriella 
sharing her expertise in the 
SUSP and giving time to 
the Penguins development 
process, has contributed 
to resilience and capacity 
building for other cultural 
centres.  
Gabriella’s willingness to 
engage with the network 
when TEH were invested in 
delivering the FOI project 
which appeared contrary 
to her organisation’s values 
and support needs should 
be noted.  Her perseverance 
in actively contributing  

whilst also offering a gentle 
challenge to fundamental 
assumptions behind the 
CBP (that cultural centres 
would benefit from adapting 
models and tools of business) 
is important to recognise.  
It was a notable outcome for 
the network that the shape of 
opportunities the CBP offered 
had changed and were now 
flexible enough that they 
could support leadership 
development within the 
multiplicity of cultural 
centres’ values and ways of 
working.

What are the key points 
of learning or reflection 
about participation 
in the FOI Capacity 
Building Programme 
activities that TEH could 
consider in developing 
future network activity?

Gabriella’s observations 
on the shift in mindset 
for the TEH co-ordination 
office is vital to recognise 
in the development of 
the network.  This shift 
should be acknowledged 
and celebrated across the 
network.  It is a reminder of 
the importance of making 
space for other perspectives 
that can lead to growth and 
new thinking.  
Again, as with some other 
Case Studies, this Case Study 
captures evidence that aligns 
with other evidence gathered 
for the CBP evaluation 
and contributes to overall 
evaluation conclusions – that 
the professional development 
supported by FOI’s CBP is 
never a time-limited project 
but an ongoing need for 
cultural workers to share 
knowledge and ways of 
working.
Designing the framework 
and content of capacity 
building opportunities so 

they have an inbuilt flexibility 
that enables people working 
in very different contexts to 
all participate, could be an 
ethos that TEH adopts going 
forwards.
Throughout FOI, the CBP 
formative evaluation has 
highlighted the difficulty 
of compartmentalising 
one aspect of network 
activity as enabling 
change for individuals and 
organisations.  How to 
reconcile the complexity 
and interconnectedness of 
what different programmes 
achieve remains a challenge 
for TEH.

33



3534

Kulturfabrik 
Case Study

Kulturfabrik is a multi-artform 
cultural centre in Esch-
sur-Alzette, Luxembourg, 
based an abandoned public 
abattoir that was occupied by 
squatters and then opened 
its doors to the public as 
a cultural centre in 1998.  
Kulturfabrik has become 
an important regional and 
border-crossing cultural 
centre with concert/theatre 
halls, a cinema, gallery, artist 
studios, meeting/workshop 
space, bar and restaurant.  
Around 200 projects each 
year include arts education 
projects.  

Kulturfabrik were involved in 
the Arts Education Platform 
(AEP) strand of Factories of 
Imagination from the start 
of the project with Fred 
Entringer (Kulturfabrik’s 
Educational Programmes 
Co-ordinator) becoming a 
member of the AEP steering 
group.  Fred attended the 
Arts Education Seminars 
in Gothenburg (Year 1 of 
FOI) and Belfast (Year 2).  
Kulturfabrik hosted the third 
Arts Education Seminar in 
early March 2020.  He has 
also contributed time and 
expertise through organising 
the Luxembourg seminar 
and producing a report to 
evaluate and document the 
seminar in Luxembourg.  Fred 
took part in FOI activities 

beyond the Capacity Building 
Programme as a visitor in the 
Staff Exchange Programme in 
2019. 

Kulturfabrik and the Arts Education Platform

In his interview with our evaluator, Fred spoke about how important it was for the AEP 
members to have time to do a mapping of different arts education methodologies and to 
acquire understanding other members’ ways of working and values.  The AEP created a struc-
ture for that sharing and understanding of methodologies to develop, and for the network to 
get a ‘global picture’ of arts education activity across the network.  Taking time to understand 
the realities of different countries and cities was important as members were working in very 
different contexts and with varying levels of funding and support from municipal authorities.  
This mapping started at the first seminar in Gothenburg and it took until the third seminar 
two years later to reach a place where Fred felt there was a concrete understanding of the 
methodologies and ways of working between the network members.  It was only when this 
understanding have developed sufficiently that the AEP were able to realise their ambition to 
undertake collaborative cross-border projects. It had taken 3 years to create the relationships 
and partnerships between organisations to turn the ambition into a plan for tangible work.  
The work the AEP had done in the first 3 years of FOI had enabled the group to develop a plan 
for longer-term sustainability and further collaborative work with the support of Erasmus+ 
funding.  From September 2020 the AEP became TEH’s Arts Education Hub, supported by 
Erasmus+, is a tangible outcome for the work in years 1 to 3 of FOI.    The FOI Capacity Building 
Programme provided a springboard for the AEP to move on to a new level of collaboration 
with the SPOTing Project (Spaces of Transformation in Arts Education) which aims to share 
and test innovative approaches of reaching children and young people with different barriers 
to participating in the arts.

On an individual level, Fred recognises the positive impact of the AEP on his 
professional development.  He appreciated that his situation in Luxembourg 
was ‘privileged’ as a small well-funded country with good political support 
for cultural activities.  Taking part in the AEP had given him a different 
perspective and more understanding of the realities and challenges faced 
by others.  The personal relationships he made with other cultural workers 
through the AEP were also beneficial: 

‘…definitely being part of the platform and have this human 
contact with people for me it was the most valuable thing 
– to go into the seminars, to participate in online meetings, 
participate in the workshops during the conferences, that’s 
brought me a lot of information and inspiration to do my work 
better than I was doing before.’
The human element of personal exchange was the thing Fred 
valued most about the AEP.  
‘I think it’s about being in contact with people.  People who 
are really aware of the situation in their own world.  They 
are asking themselves the good questions and, for me, 
everything is about human contact.  With the platform I think 
we have the feeling we are more than just logos exchanging 
with different interests or just people as a name.  … it’s really 
good to see there is real people like you with real values and 
missions, for me it’s a privilege.’

The AEP had been important for Kulturfabrik as an organisation.  He felt that Kulturfabrik was 
previously focused on working on a regional level and in the city of Esch – not on an interna-
tional level.  Involvement with FOI and TEH had ‘made our bubble bigger’ by bringing a diffe-
rent perspective and had given Kulturfabrik a European visibility.  There were local benefits 
of being part of an international network.  By hosting one of the AEP Seminars, partners and 
practitioners in Esch were able to participate and benefit from the sharing and expertise of 
the network.

Fred’s story of the Arts Education Platform
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The extra-ordinary situation of responding to a global pandemic in 2020 to 2021 has tested 
cultural organisations’ and individuals’ resilience beyond what was conceived at the start of 
the FOI programme.  It is worth considering how the concepts of resilience and capacity buil-
ding align with the situations and responsibilities cultural workers have encountered due to 
COVID-19 (see definitions of resilience and capacity building).
Fred’s reflections on the AEP relevant to capacity building and developing resilience are three-
fold: that making connections with others is vital for individual cultural workers’ professional 
development, the importance of time to develop understanding, that working on a cross-bor-
der international level has local benefits for a cultural centre.

How has participation 
in the FOI Capacity 
Building Programme 
activities contributed 
to increased resilience 
and capacity building 
for individual cultural 
workers, cultural centres 
and the Trans Europe 
Halles network?

The personal connections 
with professionals working 
in similar yet different 
contexts Fred has made 
through participating and 

contributing to the AEP, were 
very valuable to him.  This is 
perhaps more relevant to the 
personal resilience of cultural 
workers than the concepts 
of organisational resilience.  
However, Fred’s inspiration 
gained from learning about 
others’ practice and the 
motivation ‘to do my work 
better than I was doing 
before’ contributes to a 
content and skilled workforce 
necessary for organisations to 
thrive.  
For Kulturfabrik, the benefits 
to organisational resilience 
and capacity building 

that comes from Fred’s 
participation in the AEP and 
from hosting the third AEP 
seminar, are a greater visibility 
at a local level, an increased 
profile at an international 
level, in addition to enabling 
local practitioners to share 
in the benefits of being 
internationally networked.  
This again contributes to a 
thriving organisation – an 
organisation that is aware of 
the wider world and different 
ways of working is in a 
stronger position to respond 
to change, or as Fred says, it 
has ‘made our bubble bigger’.

What are the key points 
of learning or reflection 
about participation 
in the FOI Capacity 
Building Programme 
activities that TEH could 
consider in developing 
future network activity?

The importance of time 
to develop partnerships 
and understanding 
before embarking on 
projects together is vital 
to acknowledge.  With the 
everyday priorities involved 
in keeping public buildings 
open (for cultural centres) 

and organising large-scale 
events such as international 
conferences (for the network), 
maintaining as awareness 
of allocating adequate time 
in network and project 
schedules is crucial.
Fred’s testimony resonates 
with stories others have 
contributed to the body of 
FOI CBP evaluation evidence 
– that learning from peers 
through sharing experiences 
and ways of working, is 
greatly valued by people 
within the network.  TEH 
activities support these 
personal relationships 
between cultural workers 
to develop.  Maintaining 

activities that create places, 
spaces and time for these 
relationships to form should 
continue to be part of the 
network’s core role.
Although only one 
perspective, Fred’s account 
chimes with other people’s 
stories of how CBP activities 
have local benefits to being 
internationally networked 
– particularly for the Start 
Up Support Programme 
organisations.  Taken 
together, these stories can 
be used as evidence in TEH’s 
advocacy work.

How does Fred’s experience contribute to the Case Study 
questions?

36

The case studies add a depth of insight into how the Capacity 
Building Programme activities contribute to the aims of the 
programme for a selection of network members.  The case 
studies include a range of network members’ experience, from 
people who have found the CBP hugely valuable to their work 
to others (in particular the Leadership Programme case study) 
for whom it did not quite meet their needs or expectations.  In 
all cases though, there is useful learning for the network and 
for those who are guiding the next phase of TEH’s work beyond 
Factories of Imagination.  

It is interesting to note that some case studies provide evidence 
which chimes with other sources of evidence gathered for 
the CBP evaluation, therefore strengthening the findings and 
conclusions of the overall evaluation.  The achievements and 
evaluation of the Capacity Building Programme are summarised 
in a Factsheet and a longer evaluation report is available on 
request from the TEH co-ordination office.  

In conclusion…
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