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                    Category 4: 


Interventions 
 through 
 collective 
 learning  


Group of leaders 
 from different 
 sectors and from 
 the same 
 management team 


The leaders in the fourth 
 category were trained to use the 
 MAET model in group settings 
 with the purpose to be able to 
 conduct interventions in their 
 own organisational practice.  


  


Leaders experienced MAET as 
 a model that could create a 
 more permanent transformation 
 in the organisation when they 
 also used ‘The Audience 
 Wheel’  


Integrator of learning sessions 
 in intersectional groups  


In - between 
 category      
 4 and 5  


Management teams 
 now seemed to 
 become the new 
 basis for 
 transformative 
 learning in the 
 organisation.  


a) Management teams in the 
 organisation started to 
 participate in learning settings 
 and use aesthetic performance 
 and reflection;  


b) Leaders and human resource 
 consultants had to learn to 
 conduct collective sessions in 
 the organisation; 


c) A whole design for 
 transformative learning led to a 
 better impact of transformation 
 of leaders’ organisational 
 practice;  


e) Both leaders and human 
 resource consultants were now 
 able to complete the new 


1) Framing the learning process 
 in co-operation with human 
 resource consultants. 


2) I managed to develop and 
 testify a new learning design 
 that became basis for collecting 
 data. 


   


learning design in a broader 
 organisational context. 


Category 5:  


Interventions 
 based on a 
 whole 
 learning 
 design 


Management team 
 from the same 
 department 


The group of leaders in this 
 category prepared the settings. 


They trained aesthetic 
 performance as a collective and 
 planned the next aesthetic 
 experiment in the organisation 
 based on the MAET model.  


The aesthetic interventions 
 planned in the management 
 team were used as the basis for 
 interventions in the leaders’ 


own organisational practice.       


The learning process included 
 liminal rituals and reflections 
 from ‘The Audience Wheel’.  


The research team and human 
 resource consultants conducted 
 the sessions through a whole 
 learning design based on 
 liminal phases, the MAET 
 model and ‘The Audience 
 Wheel’.  


Co-creator of processes of 
 learning in practice. 


  


Examples of interventive methods and impact of intervention  


The basis for the overview below is leaders’ recording of their use of methods for the 
 interventions in practice and their interpretation of the impact of their interventions. I have 
 chosen the examples in order to illustrate how leaders have experienced both the methods and 
 the impact of interventions.  


My criteria for this selection of examples are that the transformation must have taken place in 
 leaders’ practice and have resulted in changes in leaders’ practice, before the intervention is 
 registered as having a transformative impact. This means that leaders’ intentions of carrying out 
 aesthetic-based interventions were not a sufficient criteria for registration. Furthermore, I have 
 intended to choose examples that are sustainable, which means that the transformation has been 
 clear to the leaders over a longer period of time and also changes have taken place in leaders’ 


habits and behaviour in their daily practice.  


Category 1  Spontaneous individual intervention 
 Example  Schoolmaster (ex. paper 1) 


Individual experience in own context 
 Specification of 


research methods (core 
 concepts and models) 


The leader in the first category used self-organised aesthetic performance 
as intervention during a meeting after the lockout (a situation that included 
all  Danish schools)   


Impact of interventions 
 in leaders’ practice  


Transformation occurred when this leader revisited the situation, where 
 she has used aesthetic performance. This revisitation took place during the 
 individual coaching session with a member of the research team. This 
 leader’s experience with aesthetic performance has not yet been integrated 
 into her practice, as the experience has not yet been processed and made 
 conscious for the leader.  


Category 2  Planned individual intervention  


Example  Teamleader (ex. paper 3) 


1. Individual experience in own context  


2. Combined with self-organised collective learning processes in a group 
 of leaders in own context  


Specification of 
 research methods (core 
 concepts and models) 


The leader in the second category used aesthetic performance in a 
 situation in which the team had problems with stress-related disorders. 


The leader used a creative intervention in the team asking team members 
 to respond to the situation through body figures. Furthermore, the leader 
 was part of a group of colleagues (other leaders from the organisation).      


Impact of interventions 
 in leaders’ practice  


The transformation took place over a longer period, as this leader 
 continuously used the aesthetic performance which she had learned 
 through collective learning sessions with other leaders in a cross sectional 
 group and the research team. However, she also used the reflection as a 
 learning approach in order to handle dilemmas that arose when the 
 aesthetic drama opened up vulnerability to the stressed situation in the 
 team. The reflections gave the leader courage to continue the experiments 
 with the aesthetic processes.   


Category 3  Spontaneous individual intervention and planned group 
 reflection 


Example  Lead tutor at a residential institution for the disabled (ex. paper 2) 
 1. Individual experience in own context  


2. Combined with collective learning processes in a group of leaders, 
 organised by the research team. 


Specification of 
 research methods (core 
 concepts and models) 


The leader in the third category used aesthetic performance: the social 
 drama (the situation in which employees were critical towards a client 
 from the institution) and the aesthetic drama (creative intervention in the 
 employees’ way of treating the client). Furthermore, the leader was a part 
 of a collective learning session with colleagues (other leaders from the 
 institution), which included affective reflections and perspectival 
 reflexivity (The Audience Wheel). The settings were guided by the 
 research team. 


     
 Impact of interventions 
 in leaders’ practice  


The transformation took place over a longer period, as the leader and 
some of the employees changed their practice in relation to the client, 
according to the experiences the leader recounted in the reflection during 
the collective session. The leader had prepared his story about the 
intervention, as an example of a social drama he had worked on in his 
practice as an aesthetic drama. During the collective session, based firstly 


on the affective reflection and secondly on the perspectival reflexivity, 
 this leader changed his approach to practice, as he decided to work on 
 further transformations of his practice. Specifically, the leader realised 
 that he would ask two of the employees, who still did not have a good 
 attitude to the client, to change their behaviour.  


Category 4  Interventions through collective learning 


Example  School leader  


1. Group based experience in own context  


2. Combined with self-organised collective learning processes in new 
 groups of leaders at the school.  


Specification of 
 research methods (core 
 concepts and models) 


The leader in the fourth category used aesthetic performance, based on the 
 MAET model, as a conscious and planned intervention. Furthermore, she 
 was a part of a collective setting with colleagues (other leaders from the 
 school) and with an intersectional group of leaders. The intersectional 
 settings, guided by the research team, comprised affective reflections and 
 perspectival reflexivity (The Audience Wheel). 


     
 Impact of interventions 
 in leaders’ practice  


The transformation of this leader’s practice has been documented through 
 a continuous testing of aesthetic performance in practice combined with 
 reflections as prerequisites for the leader’s transformation. The school 
 leader started with aesthetic interventions in her own group of leaders and, 
 after a while, introduced the MAET model and some other core concepts 
 from the research project, to other colleagues and teachers at the school. 


After the final part of LIP, this leader has continued aesthetic 
 interventions at the school, which have led to new collaborative 
 relationships among the teachers there.   


     


Category 5  Interventions based on a whole learning design 


Example  Management team in a municipality (ex. from thesis) 


1.  Collective learning processes in a management team, conducted by 
 the research team   


2.  Learning processes organised by human resource consultants. 


Specification of 
 research methods (core 
 concepts and models) 


The team of leaders started training in aesthetic performance as a 
 collective (group of 15 leaders) and prepared their interventions in the 
 organisational contexts in pairs of leaders. The aesthetic interventions 
 were planned in the group and the learning sessions took place in the 
 group. During the sessions, the leaders worked on their social drama as an 
 aesthetic drama. They themselves had decided which social drama they 
 would work with. The research team conducted the sessions through 
 liminal rituals, social and aesthetic dramas, and affective reflection and 
 perspectival reflexivity. Leaders in the example used the complete 
 learning design.   


Impact of interventions 
 in leaders’ practice  


Training and rehearsal of aesthetic performance in a permanent 
 management team created the basis for transformation of these leaders’ 


practice.  


The impact of transformation from an organisational perspective proved to 
 be stronger for leaders from the same management team than for other 
 types of groups. The human resource consultants, who were trained to 
 conduct learning sessions with aesthetic performance, took over and 
 continued the transformative learning in the organisation. 


Assessed impact of leaders’ interventions  


For each of the 200 aesthetic-based interventions recorded by leaders, I have monitored the 
 interventions in two dimensions: 1) in relation to leaders’ experience with interventive methods; 


and: 2) in relation to leaders’ assessment of the impact of the interventions.  


The registered interventions and their impact derive from fieldnotes from 120 sessions with 
 leaders participating in LIP. In these settings, individual leaders as well as collectives of leaders 
 have used aesthetic based methods and learning methods in their interventions in practice and 
 have registered the impact of these interventions. There can be different registered interventions 
 based on experiences from the same leader. Each of the 200 interventions and the impact of 
 these has been registered. 


The methods are categorised, as unfolded in the section above, on a spectrum ranging from 
 spontaneous individual intervention to collective learning design. The impact is categorised 
 from personal to organisational transformation. As with methods, it is also the leaders' own 
 assessments that are the basis for my categorisation in relation to impact. Fig. 5 explores how 
 interventive methods correspond with the impact of interventions on leaders’ practice.  I have 
 used six different categories of impact based on the leaders’ records and assessments: 


1.  Random impact; 


2.  Personal transformation (occurred in relation to one or a few other persons); 


3.  Personal transformation (occurred in relation to the organisation); 


4.  Personal consciousness without transformation;  


5.  Transformative learning in an organisational context; 


6.  Organisational transformation.  


Fig. 5: A mapping of leaders’ interventions and the impact of these interventions 


The  figure  illustrates  the  correspondence  between  1)  interventive  methods  and  2)  impact  of 
 interventions through bubbles. The size of the bubble relates to the number of times the leaders 
 have  registered  a  specific  intervention  and  the  coherent  impact  of  this  intervention.  In  every 
 recorded  intervention,  it  is  the  leader’s  assessment  that  is  basis  for  my  placement  of  the 
 intervention.   


My analysis of the mapping is that leaders can achieve both personal and organisational impact 
 based  on  aesthetic  performance.  The  aesthetic  performance  conducted  by  individuals  without 
 learning  processes  leads  to  mostly  personal  transformation,  whereas  aesthetic  performance 
 completed through group-based learning processes often lead to organisational transformation.       


That means that, if leaders want personal transformation of practice, which is a transformation at 
 a personal level and in minor contexts and personal consciousness of the social drama without 
 transformation, the individual interventions will be relevant. If there is a need for transformative 
 learning  at  an  organisational  level  and  a  more  extensive  organisational  transformation,  the 
 collective learning design has proved to have the best impact.  


The mapping can then be interpreted as transformative learning in an organisational context being 
more demanding than a personal transformation, because learning in the organisational context 
mostly takes place in a group and is based on a complex learning design.  


The results of my empirical study also document the difference between the individual aesthetic 
 performance and collective aesthetic performance, as individual performance is singular, and less 
 complicated  than  collective  performance,  which  is  based  on  guided,  framed,  planned  learning 
 processes in the organisation.    


Leaders can then transform their practice through aesthetic performance both as individuals and 
 as a collective of leaders. The results they obtain depend on which methods they choose to use. 


The  individual  approach  can  strengthen  the  personal  transformation,  whereas  the  collective 
 approach can strengthen the organisational transformation. 


Because of my use of the abductive approach in my study of leaders’ transformation of practice, 
 I found that aesthetic performance could not in itself ensure a transformation in the organisational 
 context.  The  abductive  based  development  of  the  interventive  methods  and  use  of  theories  of 
 learning opened the way to new findings through my study.  


The result of my study has contributed to a clarification of how leaders’ learning can take place 
 with the purpose to transform their organisational practice.  The impact of interventive methods 
 used  in  collective  sessions  and  in  broader  organisational  contexts  showed  that  the  more 
 complicated interventive methods worked better than simple aesthetic performance at prompting 
 transformation of leaders’ organisational practice. Based on leaders’ interpretation the impact of 
 their  interventive  methods  through  collective  organised  learning  function  better  than  methods 
 based on the individual leader in prompting organisational changes.   


This  result  is  not  surprising  if  I  take  into  account  that  aesthetic  performance  used  in  the 
 organisation presupposes training and a conscious approach to the transformation process. The 
 need  for  integration  of  aesthetic  performance  as  part  of  a  learning  design  based  on  collective 
 sessions has been a continuous theme in my study of leaders’ learning in practice. Although I have 
 carefully registered leaders’ interventions and the impacts of these, I might also have considered 
 that  I  could  expect  that  the  results  of  my  study  were  not  far  from  what  I  found  through  my 
 abductive  based  research  process.  Furthermore,  I  could  not  say  that  all  forms  of  learning  in 
 practice would show the same result as unfolded above, because my research has been based on 
 aesthetic performance, which has probably also affected the result.   


Critical reflection on transformation of leadership practices 


LIP  has  involved  both  the  researchers  and  the  participating  leaders  in  learning  processes  in  a 
 profound way. In this section I will discuss some critical aspects of intervention through aesthetic 
 performance, firstly focused on the ethics of the researcher’s conducting of aesthetic processes 
 and,  secondly,  the  ethics  of  leaders  who  intervene  in  their  own  practice  through  aesthetic 
 performance. 


The ethics of the researcher have had my attention throughout LIP. The interventive methods in 
 my study were always oriented towards making a difference at the very moment when the event 
 was going on, and the sensations had to be processed through reflections and further interventions.  


The interventive methods were created during the research process as events-in-the-making (Lury 
and Wakeford in: Coleman and Ringrose, 2013: 7). That means that I, as researcher, could not 


study  learning  in  practice  from  a  distance,  but  had  to  handle  my  participation  in  the  sessions. 


There was always a risk of encroaching on the autonomy of the leaders when, as a researcher, you 
 participated  in  the  research  process,  whose  contents  and  results  are  unknown,  as  opposed  to 
 conducting a study based on previously known themes. 


The  action  research  approach  preserves  the  researcher’s  twofold  view  of  the  process,  as  both 
 prepared/planned and as open/virtual. The challenge for me was to strike a balance between this 
 double view and clarify to the participants in LIP which role I was playing in the different steps 
 of developing, designing, organising and conducting the interventions. I had to play both roles, 
 participating in the research process and judging what kind of interventive methods would be the 
 most appropriate for leaders to use. This dual role might instil distrust of me as researcher. 


A way to  overcome the  risk of  being unethical  was to  make the research process  clear for the 
 leaders who participated in LIP. I always started the sessions with an overview of the research 
 process, the purpose of what we invited the leaders to do, and a simplification of the methods they 
 were supposed to use. Thus, the use of modelling, training and rehearsal of aesthetic performance 
 in the settings clarified the purpose of leaders’ interventions in their practice. I was aware of the 
 ethics when working with aesthetic performance, because of the potential negative consequences 
 for people involved in the processes. The negative consequences might occur, if the leaders did 
 not acknowledge why they were pursuing aesthetic performance.  


The risk for leaders of not knowing what is going on may cause violation of others' boundaries. 


Especially,  there  is  a  risk  of  seduction  when  people  play  with  their  problems  in  a  joyful 
 atmosphere, which can affect others’ senses and feelings. If we are not aware of this risk, we can 
 overstep others’ boundaries. In LIP I have experienced that transparency about the methods and 
 ongoing and upcoming processes can reduce that risk.   


Leaders  who  participated  in  LIP  were  not  always  motivated  to  continue  their  interventions  in 
 practice. Some leaders did not want to  be involved and we in the research team always let the 
 leaders decide if they would be actively participating in the learning processes or not.By allowing 
 voluntary  participation,  we  ensured  that  they  did  not  feel  overwhelmed  or  forced  to  be 
 experimental in ways they did not want. 


Another ethical issue I have been aware of was my role as a researcher with the final say in the 
analysis (Emerson, Fretz and Shaw 2011). I had to make sure that the leaders knew how I used 
their interpretations of the data from their interventions in practice. I informed the leaders of their 
role as co-researchers, and underlined how dependent I was on their interpretations of how leaders 
can develop methods aimed at learning in practice. In the research process, I wrote several memos 
to the leaders and their organisations in order to keep them updated about my reflections during 
the research process. In spite of trying to make sure that the leaders always knew what was going 
to  happen  and  why,  I  could  not  guarantee  that  there  would  be  situations  without  particular 
attention to the ethical challenges. The ethics cannot be defined for all situations, but are invented 
in each relationship, as researcher and respondent negotiate sense-making through the research 


process (St. Pierre, 1997: 186, in Coleman and Ringrose 2013: 12). This was way it was a strategy 
 for the research process to reflect on observations and interpretations in a varied way, and allow 
 a  diversification  in  the  reflections  from  the  research  team  members,  as  this  always  led  to  a 
 balanced solution. 


I draw on Deleuze’ s approach to the ethics, which is concerned with what we do and say about 
 the existing situation in relation to the potential, when ways out of the existing situation present 
 themselves  (Hickey-Moody  and  Malins  (2007)  in:  Coleman  and  Ringrose  2013:  11).  As 
 researcher, I was aware of what was going on in every event, why we in the research team also 
 reflected on the ethical issues immediately after the event. My experience is that the ethics place 
 demands on the researcher, who is expected to be constantly aware of what is going on (which we 
 were!) e.g. through modelling and designing the basis for interventions. 


The ethics of the leaders should never be underestimated. As mentioned, I emphasised that the 
 leaders’  role  in  LIP  was  to  become  co-researchers,  because  we  needed  their  observations  and 
 interpretations of the interventions as material for the themes which we chose to further develop 
 and integrate into an objectification for the analysis.The appropriateness of involving leaders by 
 placing  them  in  charge  of  research  results  offered  not  only  an  advantage  for  the  process.  The 
 ethical perspective also had to be considered when we involved the leaders the way we did.   


 Leaders  working  with  aesthetic  performance  risk  promoting  interventions  in  uncontrollable 
 issues in the organisation, as aesthetic performance might worsen emotional, political and ethical 
 dynamics in the social dramas. However, as it was always the leaders who had to choose which 
 social drama they would experiment with, not the researcher, the leaders also had an opportunity 
 to work consciously with the ethical questions related to aesthetic performance. The social drama 
 was often what leaders perceived as a minor problem and not severe business-related problems in 
 the organisation. Nevertheless, the choice of social dramas that were bound to converge with the 
 aesthetic drama sometimes proved to be harder to manage than could be expected of the leaders. 


Through the research process, leaders became increasingly aware of how they could actualise the 
 potential in the organisation through aesthetic performance, even when this kind of learning led 
 to  ethical  dilemmas.  The  dilemmas  sometimes  resulted  in  emotional  reactions  to  the  aesthetic 
 performance. What I observed was that leaders’ training and rehearsal of reflective competences 
 and use of a learning design was one of the benefits of aesthetic performance, which made leaders 
 able  to  handle  dilemmas  in  the  organisation  in  an  ethical  way.  The  reason  was  the  awareness 
 leaders obtained when they worked with transformative learning in the form of ‘The Audience 
 Wheel’.  


From the ethical perspective, in this project based on action research, I experienced that concepts 
could not be carried out the same way in every session, although the modelling ensured a certain 
degree of predictability. The experience with the terms of interventive methods is not possible to 
repeat, as there is always a difference in the repetition (Coleman and Ringrose 2013). Even within 
the same session, the concept had to be unfolded differently if the  intervention was to achieve 
relevant results for the participants.  
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