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Abstract 

There is a rapid and double-edged change occurring in cultural policy as responsibility and focus 
shift from the nation state to cities and regions, and as European cultural traditions and norms are 
challenged by unprecedented ethno-racial and cultural diversity. Canada has fallen behind other 
jurisdictions in moving to embrace a more integrated approach to local cultural development 
through a cultural planning approach. The literature review explores this ground demonstrating a 
convergence of interest among reform efforts in three fields: local cultural development planning 
and community development. and museums. The literature review concludes with a framework for 
cultural planning in Canada. 

The hypothesis is that local museums can play important roles in cultural planning. This is tested 
using a fonn of participatory action research involving a primary case study in Peterborough 
Ontario. In 1995 the Peterborough Centennial Museum and Archives (PCMA} assumed broadened 
cultural responsibilities as the Culture and Heritage Division (CHD) of the City of Peterborough. 
The organization took on this extended mandate with no new resources. The research examines the 
organizational and professional change process through three phases of data collection and 
analysis. It includes a comparison of findings in two communities - Kitchener and Aurora. 

The findings suggest that the technocratic traditions and functional orientation of Canadian 
municipalities pose many barriers to the wholesale reconceptualizing of local cultural development 
advocated by the cultural planning approach. Innes ( 1990) argues that planning is about 
conceptualization, problem framing or values clarification. In Peterborough a reconceptualizing of 
culture and community-based cultural planning worked at the macro and meso levels. Participants 
did evolve a broadened vision oflocal cultural planning, and of potential new roles for the museum 
in this new planning context. But these insights did not translate themselves at the micro level into 
relevant practices across the full spectrum of the CHD's mandate, particular to reformed museum 
practices. Nor did they assist in overcoming a variety of personal and interpersonal barriers to the 
cha.'lge process. 

The findings from this research lend weight to Lavine·s ( 1992) warning that museums not 
underestimate the organizational and professional challenge of shifting from functionally oriented 
and collections-driven institutions. to more outward looking institutions focused on ··exchanges 
with communities". But the Peterborough case also suggests a risk in accepting the dichotomy 
drawn by Lavine regarding traditional and reformed museum practice. If local museums are to 
overcome the systemic biases in collecting and interpretative practices necessary to serve 
increasingly diverse communities. a more proactive approach to collecting will be required. 

Overall the research suggests the need for further case studies that probe beneath the veneer of 
organizational change to explore the complexities of the change process. These in-depth 
organizational studies must be understood in the larger context of new planning and governance 
systems needed in complex cultural systems at the local level. 
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1.0 Introduction 

1.1 Context and Overview 

The broad context for ihis research is the wholesale rethinking of cultural policy occurring 

internationally. a rethinking that offers both opportunities and challenges for planning and 

community development. This re-framing of cultural policy is reflected in the work of the World 

Commission on Culture and Development (UNESCO. 1995). The Commission. comparable in 

status to the World Commission on Environment and Development (The Brundtland Commission). 

was established to probe the complex relationship between ··culture and development" - both 

defined in broad terms - in light of dramatic shifts in information and communications technology, 

mass global migration and a host of other macro socio-political and economic trends. 

The Commission calls for cultural policies to be more intersectoral - better co-ordinated with 

education and other social policies. with land use planning. with the design industry and policies 

related to economic development. but notes the huge discrepancy between this framing of cultural 

policy issues and current practice in most jurisdictions. To bring about the necessary reform the 

Commission calls on nations to devolve more responsibilities and authority to the local level. 

Cities and regions are identified as principal --construction sites'" of the new approaches that are 

required. 

Cultural planning is a response to these trends. Canada lags behind other jurisdictions such as the 

United Kingdom (Mulgan and Worpole. 1986: Comedia 1991). Western Europe (Bianchini and 

Parkinson. 1993; Council of Europe. 1996 ), Australia (Bowen. 1997; Brednock. 1997), and the 

United States (Dreeszen. 1994: Panners for Livable Communities, 1995) where cultural planning 

has been embraced as an integrating framework for local cultural development. The roots of this 

problem can be traced to a series of factors. including the dominant role played by the Canadian 

federal government and national cultural policy since the Second World War. 

A number of characteristics define cultural planning as it is being interpreted and practiced 

internationally. Bianchini and Parkinson ( 1993) trace the evolution of cultural policy at the local 
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level from the 1960s to the 1990s in Western Europe. This history demonstrates a steady 

broadening of perspective that culminates in what they term a cultural planning approach: 

[Cultural planning's] central characteristics ... rest on a very broad. anthropological 

definition of 'culture· as ·a way oflife' ... it integrates the arts into other aspects of local 

culture and into the texture and routines of daily life in the city. Its field of action ranges 

from the arts, media. crafts. fashion and design to sports, recreation. architecture and 

townscape, heritage, tourism. eating and entertainment. local history, and the 

characteristics of the city's public realm and social life. its identity and external image. 

Cultural planning can help urban governments identify the city's cultural resources and 

think strategically about their applications. to achieve key objectives in areas as diverse as 

physical planning, townscape design, tourism. industrial development. retailing, place 

marketing. community development. education and training ( 1993. 209). 

A further defining feature of the emerging cultural planning approach is the reconciliation or 

r;integration of economic with social and political goals. The "depoliticizing" of cultural planning 

that occurred in the 1980s, with its focus on economic issues. is to be reversed and a broader set of 

social and political issues and inequities engaged ( Bianchini and Parkinson. 1993 ). 

Dreeszen ( 1994) analyzes cultural plans undertaken in 250 American cities. He describes the field 

as largely practice-driven and little informed by planning theory. The most significant barrier to 

cultural planning in the United States is the hold that traditional definitions of culture, mostly 

European high arts. have on conceptualizations of cultural issues. and the hold that traditional 

views of planning, largely synoptic or rational planning, have on the conceptualization of planning 

(Dreeszen 1994). Friedmann's (1987) typology of four intellectual traditions in planning is used to 

distinguish cultural planning as community development. as organi=ational development. as public 

policy planning, and as planning for equity. Most plans remain locked in the rational tradition of 

organizational development - either strategic planning or marketing strategies - and are unable to 

acknowledge diverse values and multiple sources. and inequities. in power (Dreeszen. 1994 ). 

The most powerful forces of change are equity demands from traditionally marginalized groups: 

'"planning in the equity tradition is more accepting of difference, acknowledges multiple 

perspectives and multiple values, and is more tolerant of ambiguity than is rational comprehensive 

planning in the other traditions" (Dreeszen. 1994, 115). It also directs greater attention to dialogue. 

2 



to networks of interpersonal relations and to trust and alliances critical to effective collaboration. 

These are issues that rational planning models discount through their emphasis on a linear process 

of assessment, goal formulation. implementation and evaluation. Cultural planning must move 

from an organizational development to a community development model. and forge strong links to 

equity planning ( l 994 ). Dreeszen credits a great deal of the leading thought and practice in cultural 

planning to museums. the specific organizational context examined in this dissertation. 

No comparable analysis of local cultural planning exists in Canada. While many individual 

municipalities have completed cultural plans. the field suffers from weak conceptual or definitional 

clarity and from the absence of consistent statistics and cultural indicators needed for comparative 

analysis 1. This dissertation does not attempt this work. The literature review synthesizes the 

international literature and reviews select Canadian experience. It concludes with a framework for 

cultural planning in Canada that maps a preliminary set of assumptions at three levels: a macro 

level - addressing overarching theoretical foundations and political commitments; a meso /e\·el -

addressing questions of governance and capacity building; and a micro few/ - examples of 

strategically important activities or initiatives. 

If cultural planning is to be taken up in Canadian communities·. specific institutional settings are 

needed in which it can be practiced and championed. A premise emerging from the literature 

review is that local museums are one such setting. A body of museum critique known as the .. new 

museology'" is directing musewn purposes outward. away from traditional functional concerns with 

collections and toward greater engagement with the contemporary cultural needs of diverse 

communities. 

The primary research takes the form of a case study in participatory action research in 

Peterborough Ontario. In 1994 the Peterborough Centennial Museum and Archives (PCMA) 

assumed broadened cultural planning responsibilities as the Culture and Heritage Division (CHO) 

of the City of Peterborough. It took on this broadened mandate with no additional human or 

1 
A study completed in 1991 by the Federation of Canadian Municipalities (FCM) illustrates the difficulty 

(FCM, 1991). The study confirmed the substantial involvement of municipalities in local cultural 
development. However. recommendations were weakened by narrow and inconsistent definitions - e.g. the 
exclusion oflibraries. the restriction of"culture" to the performing and visual arts. associating "heritage" 
narrowly with built heritage. The report notes the difficulties posed by inconsistent definitions of what 
constitutes a municipal cultural expenditure. 
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financial resources. The research involves an in-depth examination of the ensuring process of 

organizational and professional change. It seeks to establish a ·•thick description" (Geertz., 1972) 

that does justice to the complexities of this change process. 
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1.2 Chapter Summary 

The research is presented in six parts. 

Part I: Literature Review 

Chapter Two - Backgrou11d Literature 

Establishes the broad research context by examining literature in local cultural development 

planning and community development. and museums. The literature demonstrates a convergence 

of interest among the three fields. 

Chapter Three - A Framework for Cultural Planning in Canada 

The background literature is synthesized in a framework for cultural planning in Canada. Issues are 

mapped at three levels: a macro !el'e! - addressing overarching theoretical foundations and political 

commibnents; a mesa level - addressing questions of governance and capacity building: and a 

nucro !el'e! - examples of strategically important activities or initiatives. 

Part II: Research Design 

Chapter Four - Researc/1 Method 

Begins with the primary research question to emerge from the literature review regarding 

organizational change strategies required in museums to advance cultural planning approaches. The 

overall research orientation, a form of participatory action research. is described followed by an 

overview of core data sources and research tools. The chapter concludes with a detailed description 

of research methods through three phases of data collection. 
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Part Ill: First Phase Data Collection 

Chapter Five - Baseline Data 

Introduces the case study. The chapter begins with a history of the Peterborough Centennnial 

Museum and Archives (PCMA) and its evolution into the Culture and Heritage Division (CHO) of 

the City of Peterborough. It continues with an account of a focus group with core staff and 

volunteers which establishes a broader portrait of issues facing the Division. A core learning team 

is established and interviews conducted with team members. The chapter concludes with a 

summary of findings from the first phase of data collection. 

Part IV: Second Phase Data Collection 

Clrapter Sil: - The learning Forum 

Describes the Leaming Forum. a weekend-long retreat at which the Peterborough team came 

together with teams from five other museums to explore organizational learning and change in 

Canadian museums. The chapter describes the event and the Peterborough team's experience at the 

Forum. 

Chapter Seven - Post-Forum Interaction With Core Learning Team 

Describes a series of interactions with the team in the months after the Learning Forum. These 

include a second set of interviews with team members, a daylong team retreat and planning 

session, and a presentation to the Culture and Heritage Board on the team's work on organizational 

change strategies for the Division. Chapter Seven ends with a summary of findings and analysis. 

Part V: Third Phase Data Collection 

Chapter Eight - Barriers to Change 

Findings to date reveal a series of barriers to organizational change that form the basis of 

secondary research questions. The third phase of data collection begins with a focused literature 
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review on these secondary research questions to sharpen the investigation in the final phase of data 

collection. 

Chapter Nine - Final Data Collection 

Makes use of an organizational learning tool called a Learning History that is used to capture 

research findings to as the basis of a final round of interviews with team members. Findings from 

the Peterborough case are then reviewed in two communities - Kitchener and Aurora. The results 

of the final round of interviews with team members are fed back to the learning team and form the 

basis of a final team meeting and final interview with the Museum Manager. 

Part VI: Summary and Conclusions 

Chapter Ten - Summary of All Researclr Findings 

This chapter summarizes findings in three parts: first conclusions relevant to the research method; 

second. results relevant to emerging cultural planning approaches; and third. conclusions relevant 

to organizational change in local museums. The dissertation concludes with the identification of 

several areas for further research. 
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PART I: LITERATURE REVIEW 

2.0 Background Literature 

2.1 Major Themes: A Convergence of Interests 

The literature review examines themes in three broad areas: local cultural development. planning 

and community development. and museums. All three field face serious challenges to traditional 

sources of authority and legitimacy. A significant source of this challenge in all three fields is the 

cultural critique of postmodemism. Vickers ( 1998) identifies postmodemism as one of .. the four 

posts'' rocking the foundations of all facets of Canadian life and public policy - postmodemism. 

:1ost-positivism. post-structuralism. and post-colonialism. Combined these critiques challenge 

traditional sources of authority and legitimacy in many facets of public policy. 

The condition of postmodern societies is distinguished by the following: 

• Broken geographical boundaries and the dissolution of nation states: 

• An emphasis on transnational and transglobal movement of peoples and their cultures: 

• Growing use of technology in communication: 

• Shifting and fragmenting social values and the challenge to traditional values; 

• The fragmentation of individual identities by different social markers - race. gender. ethnicity. 

sexual orientation and many other influences - so that identity has become temporal and 

shifting and no longer fixed: 

• The takeover of culture and forms of popular culture by imagery and representation: 

• The proliferation of cultural products characterized not by high culture and its aesthetics but by 

the aesthetics of individual expression; 

• The obliteration of the distinction between arts and everyday life: and 

• The erasure of the boundary between high and mass or popular culture (Featherstone. 1988). 

What holds postmodemism and the larger field of cultural studies together is search for a ··new 

story" to challenge modernist views of society built on the theories of the eighteenth century 

Enlightenment (Orr. 1992). It is not "modernism out and postmodernism in"; postmodernism 
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resists dualisms in all their forms. It does not seek to replace so much as envelope modernism in 

larger frameworks of understanding. Postmodernism is about complications, it criticises the 

abstract universalism that has characterized modem Western thought. The postmodern ethos denies 

that the so-called "truths" and ·'knowledge" we have come to accept are as pristine in their 

objectivity and constancy as they traditionally were held to be. Sceptical of the unshakeable 

scientific facts and moral ethics of modernism. posnnodemism explores the disparate, ironic and 

paradoxical: it asks questions and raises doubt regarding time worn suppositions upon which we 

have constructed our society and its institutions. 

Postrnodemism is a core concept in a loosely structured constellation of academic disciplines 

known collectively as cultural studies. Cultural studies emerged in response to the perceived 

limitations of studying culture from any single discipline - anthropology, sociology, literary 

criticism, among others. Traditional academic disciplines were also seen to be isolated from the 

public sphere in which popular culture and other fonns of contemporary cultural production exist. 

Broadly. it can be said that cultural studies refers to the study of cultural practices. of systems of 

representation and communication, and of the relationship between culture and asymmetrical 

power relations in society (Tator. 1998). The past two decades has seen an explosion ofliterature 

in cultural studies but much of this literature has remained inaccessible to practitioners and policy 

makers in the cultural sector. Until recently there has been a reluctance on the part of scholars to 

·•translate" a dense and theoretically difficult field (Teather, 1992). ln the past several years there 

has been a call for cultural studies scholars and critics to apply cultural analysis in specific 

administrative and policy settings (Cunningham. 1993; Bennett. 1998). 

Cultural studies acts to challenge traditional discourses and assumptions regarding the ··neutrality .. 

of artistic and cultural production. It helps probe: 

• how cultural products are produced? 

• bywhom? 

• forwhom? 

• for what means? 

• at what historical moment? 

• with what social. economic and political impact? 

9 



Cultural studies has forced government agencies, support systems and cultural institutions to re­

examine fundamentals (Bennett. 1998). Conventional arguments regarding the public interests 

served by arts and cultural production have lost credibility and must be rethought outside 

conventional frameworks of national identity and cultural sovereignty (Murray. 1998). While 

reformulating fundamental assumptions confronts the cultural sector with a huge challenge it also 

offers a significant opportunity. The implications of the rethinking needed extend beyond the 

interests of the cultural sector to new formuhltions of citizensltip, civil society and social cohesion 

in a world characterized by global migration and diasporic comrnunitie:;. Tator ( 1998) argues that it 

is in arts and cultural production that many of the deeper sltifts underway in society can be seen 

and understood. ··working to transform cultural production to truly reflect the country·s diversity 

can open up new understandings, new constructions of Canadian identity, and new forms of social 

relations. Cultural production that truly reflects our pluralist society can become a source. site and 

inspiration for social change" ( 1998, 17). 

The postmodern critique of cultural policies and practices offers valuable insight into planning and 

community development. Planning faces its own "crisis oflegitimacy," much of it deeply rooted in 

the loss of certainties introduced by postmodemism. The loss of consensus on the validity of 

·•objective" knowledge is one of the three factors that Friedmann ( 1987) argues constitute the 

.. crisis'· in mainstream planning.1 The modernist promise of cumulative behavioral science -

founded in empirical analysis and a value-devoid world - has not significantly improved practice, 

particularly in the ability to predict behavior ( Moore Milroy. 199 l ). 

More pragmatically. the insttwnental and technocratic traditions of local planning, with their focus 

on land use and the eilicient delivery of public services. cannot address the complexities of modern 

urban life. Specifically planning has proven unable to address the needs of cities as cultural 

entities, places where people meet. generate meaning, negotiate and re-negotiate identities. and 

create wealth in the expanding economy of cultural products and services. Planning theory and 

practice have provided little insight into the --soft" domain of values, human spirit. altruism. caring 

and the role of human passions in decision-making. It has tended to undervalue - if not ignore - the 

poetic and affective underpinning of human experience. including the role of metaphor. symbolism 

and forms of creative expression - art, play, dance, music (Cooperrider & Pasmore, 1991 ). Artistic 

, 
- The others are: an inability to respond to the accelerated pace of change. and uncertainty in the face of 
unprecedented events and challenges. 



and cultural expression can provide ways of opening different ways of seeing. knowing and 

constructing the social reality of cities (Sandercock. 1998). 

The postmodern cultural critique of multiple .. voices" and identities challenges core assumptions 

regarding unitary public interests and consensus models of decision-making on which planning 

models traditionally depend. From one perspective this raises fears of fragmentation and the 

disintegration of social cohesion. From another it opens up opportunities for people to express 

their needs and aspirations. Planning has also been hindered by a narrow view of power, one that 

conceived of it as a commodity distributed differentially among groups in society: planning 

decisions required the balance and resolution of conflicting power interests. A more complex view 

of power understands it as dynamic. fluid and c:ulturalZv patterned. The most effective fonns of 

power derive not from overt conflict but rather from internalized expectations and understandings3
. 

Finding ways to reveal these deeper forces that shape decision-making in cities can be a source of 

renewed legitimacy for public planning. 

One premise of this dissertation is that planning can draw lessons from the cultural field. The 

cultural field, equally, has much to learn from planning. specifically its insights into civic 

engagement and community-based planning and decision-making. Cultural policy in Canada was 

forged by an expansionist national welfare state of the post-war period. It was founded on 

assumptions of dependable levels of public subsidy and regulatory intervention. These assumptions 

are now under siege in all jurisdictions. The cultural policy response has been to devolve greater 

responsibility to the local level. and to the commercial and not-for-profit sectors. Cultural planning 

approaches have emerged as a response to these challenges but must be better informed by the 

theory and practice oflocal planning and community development. 

Local government in Canada has not enjoyed the broad taxing and regulatory powers available to 

more senior levels of government. with mixed results. This has limited the capacity of local 

government to act, but it has also made clear that governance is never the sole responsibility of the 

state - a lesson more senior levels of government have found difficult to learn. Local planning and 

decision-making has long assumed that the boundaries between public-, private- and voluntary (or 

Third) sectors are permeable and that collaboration is essential. Nelson (1993) distinguishes 

between governance based on a .. management model" - approaches that are government-driven. 

; 
- What Nietzsche referred to as ··mother culture whispering in our ear." 
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rational, efficient and effective, and a "civics model" - where the approach is pluralist, interactive. 

transactive and equitable. The latter is central to the emerging cultural planning approach. 

Local cultural planning and development can benefit from an understanding of planning as social 

learning linking knowledge to action - Friedmann· s ( 1987) definition of planning. Social learning 

or transactive planning emerged in the 1970s to challenge traditional positivist epistemological 

assumptions. It emphasized planning as a mutual learning process that links community experience 

and planners' skills and knowledge; social and political process replaced positivism and 

instrumental reason as the foundation of planning practice (Friedmann. 1973). Transactive 

planning methods used to broaden engagement and deepen understanding about the complex issues 

facing communities can make imponant contributions to local cultural development. 

Cultural planning provides the meeting place or .. container" within which this convergence of 

interest between local cultural development. and planning and community development. can be 

explored. For this synergy to be realized specific organizational settings are needed in which 

emerging cultural planning approaches can be practiced and championed. Local museums are one 

such institution. Museums. too. face challenges to their legitimacy: What do collections represent? 

What messages do they construct - and for whom? Traditional collecting and interpretive practices 

claimed "objectivity" and ··neutrality" but reflected the cultural interests of one segment of 

Canadian society. generally those citizens of European descent with higher than average income 

and education (Wilhlem. 1998). Rising levels of ethno-racial and cultural diversity in Canada make 

change imperative in museums➔. 

Museums are responding to these challenges. A significant body of museum critique known as the 

new museology has turned museum missions outward away from traditional functional concerns 

with collections and toward larger public interests and purposes. This critique also acknowledges 

the inescapably political nature of museums and their collections (Harrison. 1994 ). The new 

museology sees museums as forums for civic learning in which pressing questions of diversity and 

pluralism in communities can be explored. The literature also demonstrates the challenge facing 

museums in evolving the organizational and professional practices needed to support these new 

roles (Lavine. 1992). As local museums work through fundamental questions of purpose they must 

4 
Jenson (1998) argues that the legitimacy of all public and voluntary institutions is at risk due to the failure 

to address the needs and aspirations of minorities. 
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simultaneously confront declining levels of government funding. changing patterns of leisure and 

consumer behavior. and a host of other pragmatic operational realities. Museums are searching for 

strategies to strengthen networks of local support and to connect in more meaningful ways to 

community need. Emerging cultural planning approaches can help. 

Chapter 2.2 - Local Cultural De,·elopment begins by examining the emerging cultural planning 

approach as it is being analyzed and practiced internationally. The chapter then turns to Canadian 

experience to establish the specific historical context for cultural planning in this country. The 

chapter concludes by synthesizing lessons that can be drawn regarding factors that advance 

("bridges") or inhibit ("barriers") cultural planning in communities. 

Chapter 2.3 - Planning and Communi(v De,·elopment examines community-based planning and 

decision-making. specifically planning·s long history with notions of"community participation" 

and '"civic engagement'·. Recent literature on public dialogue and civil learning is then reviewed. 

The chapter concludes with an examination of the actual tools and practices needed to support 

learning in organizations and larger communities. 

Chapter 2. -I - Museums: Changing Purposes, Changing Practices begins with a broad review of 

themes in Canadian museums. It then examines the more specific context for the research. that of 

community museums in Ontario. A synthesis of themes in the new museology is reviewed. The 

chapter concludes with an examination of organizational change strategies and practices. 

Chapter 3. 0 -A Framework for Cultural Planning in Canada synthesizes insights from the 

preceding three chapters into a set of principles and assumptions for the emerging cultural planning 

approach in Canada. It does this on three levels: the macro level, addressing fundamental 

theoretical assumptions and political commitments: the meso le,·el, addressing questions of 

governance and capacity building; and the micro le1,•el. suggesting specific strategically important 

activities or initiatives. 
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Local Cultural Development 

2.2.1 From Nation State to Cities: From Cultural Policy to Cultural Planning 

There is a rapid and double edged change occurring in cultural policy as responsibility and focus 

shift away from the nation state and toward cities. and as Eurocentric norms and values are 

challenged by mass global migration and unprecedented levels of ethno-racial and cultural 

diversity. 

UNESCO ( 1995) has called for a fundamental rethinking of cultural policy and for nations to 

devolve greater responsibility and authority to the local level. Cultural planning is a response to 

these trends. Canada has fallen behind other jurisdictions in shifting both the language and the 

focus of local cultural development from cultural poli<.J' to the broader paradigm of cultural 

planning. UNESCO's call for cultural policy to embrace an enlarged and integrated view of 

cultural development might suggest that the two terms are becoming indistinguishable. I argue that 

shifting the language to .. planning,. from .. policy" is important for two reasons. First, planning is 

the more familiar language oflocal government in Canada. Second. the legacy of national cultural 

policy remains a powerful force. [fa new page must be turned in our thinking about cultural 

development at the local level. new language may help. 

Nations are called on to devolve more responsibility for cultural policy through a decentralization 

of authority. resources and policy functions. Wbile this is not a new theme in cultural policy. 

pressures to decentralize have grown in recent years. ln part the trend is a reflection of the growing 

real and symbolic significance of cities in cultural terms. a result of the .. larger vertical crisis that 

has struck the old image of the single nation state" (Cacciari, 1998):. 

We are now in the last phase of the decline of ... the great nation states. The concept is 

now behind us, but international communities are still in the distant future. We are still in a 

period in which it is possible to speak about supranational markets. but not about 

supranational culture and political institutions with real supranational power. Those 

symbols which still have an important place in the western imagination. such as cities. have 

gained a new significance in this phase of transition from an certain past to a uncertain 

future. The city is the only symbol which we can really see and experience (Cacciari. 1998. 
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Decentralization is not simply geographic. UNESCO also calls for greater power to be placed in 

the hands of communities with shared identities based on gender. race. ethnicity. country of origin. 

religion and sexual orientation. among others. Modem communications and transportation 

technologies enable these communities to remain com1ected across boundaries of time and space -

diasporic communities. Both geographic and identity based decentralization pose major challenges 

to traditional assumptions regarding national identity. cultural sovereignty. and citizenship in 

Western democracies (Butt et al .. 1997). 

Three aspects of decentralization can be delineated: cu/rural. where decentralization is a normative 

policy objective;/iscal. where decentralization is intended to address disparities in public 

expenditures at local. regional and national levels: and political. where decentralization means the 

diffusion of political and administrative power for decision-making and policy implementation 

(Watanabe. 1996). 

Arguments made in favour of decentralization point to greater responsiveness and capacity to 

respond to changing needs. Centralized models of government generate neither the plurality of 

solutions nor the grassroots political will needed to solve complex community problems. The 

European Union affirmed the principle that decision-making should take place as close to the 

citizen as possible6
. "Applied to cultural policy (this means) that only those decisions or initiatives 

which must be considered at a national level should be the responsibility of a ministry of culture. 

with the rest being devolved to regional and local administration,. (Matarasso and Landry. 1999. 

13). 

Opposing arguments to decentralization are also raised: ··Decentralized control can increase 

inequality between communities. can enhance the power oflocal elites. and can be more 

exploitative than central government: [and can result in] a loss of much-needed central finance" 

(UNESCO. 1995: 267). Centralized control can also deliver more consistent and more efficient 

results in areas where this is needed 7. 

5 Cacciari is a professor of philosophy, and also the mayor of Venice. 
6 

The Maastricht Treaty refers to this as the principle of subsidiarity (Matarasso and Landry. 1999). 

15 



Different jurisdictions have responded in different ways over time to decentralization pressures. 

However. general trends in cultural policy at the local level have been remarkably similar in the 

post-war period. Figure 1 charts these broad trends drawing on literature from the United Kingdom 

(Mulgan and Worpole. 1986: Comedia. 1991 ), Western Europe (Bianchini and Parkinson. 1993: 

Council of Europe, 1996), Australia (Bowen, 1997; Brednock. 1997), and the United States 

(Dreeszen. 1994: Partners for Liveable Communities. 1995) 

7 Matarasso and Landry cite the establishment of trans-European library codes as one example ( 1999). 
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"Arts-for-Jobs Sake" • By the mid 1970s and early 1980s, with countries struggling with • Still fairly traditional - the performing and visual arts, 
the impact of economic restructuring, there was a marked turn to music, publishing and broadcasting - but now including 

Mid 1970s to mid the right and greater attention was paid to large-scale cultural both commercial and non-commercial aspects. 
1980s attractions and tourism development 

• The focus was on the economic impact of the arts, particularly as 
they relate to generating employment and attracting tourists 
throuRh the marketinR ofa city's imaRe. 

C..ultural P11licy and • Beginning in the United States, cultural policy began to be seen • Broadened to include architecture, design and industrial 
Urban Regeneration as an engine for downtown regeneration design, the graphic arts, including advertising 

• Cultural districts were established in which the arts were 
Mid 1970s to early combined with a variety of revenue producing uses (i e. retail, 
1980s otlices) 

• Some arts organizations, especially in the United States, 
benefited from shares of profit generated by commercial 
development which were used to form non-profit-making trusts 
for cultural development. 

C..11/tural Industries • The focus remains principally on the economic significance of • Now expands to include contemporary and popular cultural 
Approaches cultural resources but a shift occurred from a relatively simplistic forms such as electronic music, television, photography and 

and quantitative concern for numbers (i e jobs created) to a fashion 
Early 1980s to mid more dynamic sectoral approach 
1990s • Policy makers began to broaden their focus somewhat from a 

focus on subsidizing production to the broader prodm:1io11 d1a111, 

- the entire process from idea generation and manufacturing, 
through marketinR, distribution and sale or consumption. 
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fl'igure I: From ('ultural Policy to Cultural Planning 
·-

Period Characteristics Definition of Culture 

"Arts/or Arts Sake" - • The ans were valued for their educational and .. civilizing" value • Subsidized cultural production focused for the most part on 

• The focus was on professionalization, building institutionalized nineteenth century pre-electronic fonns of artistic 
1950s to the mid I 960s centres for cultural production, raising standards of artistic expression divorced from the economic domain. 

excellence. 

• Broadened access was sought through public subsidies and . 
interpreted through the prism of the ,lcm0<:m11:a11011 of t·11/t11rc 
- generally interpreted as increased access to the products of one 
1:ulturc, mostly European high art forms 

• Those controlling the emerging cultural policy agenda did not 
1:onsciously seek to tashion a protected and elite culture, the 
ussumption was that the wider community ac11w/~1· wanted what 
the cultural decision-makers he/ie,•ed they wanted 

De,·entn,Jir.ati«ln un,I • Cultural policies turned to the left to address the needs of under- • Still dominated by the "pre-electronic" art forms -
Dem,,crolir.ati,m served and/or minority communities, and were driven more by symphonies, ballet companies, opera companies museums, 

social and political concerns - part of the upswing in democratic and libraries ... but there were effons to open up the 
Late 1960s to mid sentiment throughout the We&tern world doors of established institutions to other cultural traditions. 
1970s • Decenualization of cultural policies took the form of the creation • The beginning of a challenge to existing hierarchies and 

of local cultural infrastructure, and more neighbourhood or distinctions between "high" and "low" (popular and 
community-based activity Cultural policies aimed at "increased contemporary) cultural forms. 
participation" in cultural development, moving people from 
being "mere consumers" to "active producers" of culture 

• Cultural policy was heavily intluenced by urban social 
movements ranging from citizen participation in preserving local 
architectural heritage, environmentalism, fomimsm, youth and 
cthno-racial minorities, among others 

• Cultural policy debates regarding access began to be shaped by 
the more radical concept of cu/111ml dem,x:mq -
acknowledging the existence of many cultural traditions and 
alternative values. 

• ltowever, this was still largely within the liheral scheme of social 
utili1v and "emoowerinJ1. minorities" from the centre 

18 



C11/t11ral Planning • The steady broadening of the scope and the characteristics of • Culture is understood in the broadest sense of a panicular 
Approach local cultural development culminates in the cultural planning way oflife, which expresses certain meanings and values in 

approach. art and learning, and in institutions and ordinary behavior. 
Beginning in the early • "[Cultural planning is] an intellectual and professional discipline • More specifically the focus is on c:11/turc,/ re.wmrc:es, but 
1990s concerned with the process of identifying, developing, managing defined in much broader terms than conventional 

and exploiting a city's cultural resources. The distinctive feature "aesthetic" definitions of artistic and cultural expression. 
of it is precisely the way in which a cultural perspecti,•e becomes • The critique of Euro..;entric norms and definitions - norms 
the defining framework for policy and strategy. Cultural planning that continue to exert a strong, self-reinforcing hold in 
involves a process of monitoring and acting upon the economic, most jurisdictions - now deepens in cultural policy 
cultural, social, educational, environmental, political and discourses. 
symbolic implications of a city's cultural resources in order to • The critique is no longer simply about challenging 
inform the formulation of policies and strategies [ that cut] across traditional definitions of .. excellence" and "quality" but 
the public and private sectors, different institutional concerns and rather the quer.tioning of fundamental notions of how arts 
different professional disciplines" (Comedia, I 99 I) and culture are defined, valued and supported in policy 

terms. 
• The authority of leaders in the cultural sector, and of 

historically advantaged institutions, now begins to be 
challenged more openly. The earlier stance oflinking the 
interests of these institutions and their leadership to a 
general public interest in culture is now seen as partisan 
and self-serving. New formulations of the public interests 
served by arts and cultural production are called for. 

• There is an attempt to reintegrate the social and political 
goals of the earlier "decentralization and democratization" 
period with growing recognition of the economic 
significance of cultut al production. 
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A more detailed description of how cultural planning has been viewed and practised in select 

jurisdictions internationally is set out in Appendix A. A number of important common themes 

emerge from this analysis. 

The idea of"cultural planning." emerged in the early l 990's in the United States. Australia and 

Europe out of dissatisfaction with previous cultural policy-led urban regeneration and economic 

development strategies. "Reclaiming" urban centres had been accompanied by gentrification and 

the marginalization of artists and cultural workers (Bianchini. 1997). Previous approaches also 

tended to focus on large-scale tourism promotion and a few ••flagship" cultural attractions as a 

means of marketing a city· s image. Cultural policy-led approaches were seen to adopt too narrow a 

definition of "urban regeneration". focusing too narrowly on economic and physical dimensions 

and failing to integrate them adequately with cultural. symbolic. social. and political aspects of 

cultural development (ibid.). 

Cultural planning had many characteristics that were appealing. Unlike traditional cultural policies 

that continued to be dominated by "aesthetic" definitions of culture. drawn largely from European 

high culture traditions. cultural planning adopted as its basis a broad definition of cultural 

resources. Cultural resources were defined in different ways in different jurisdictions but all moved 

beyond a focus on specific disciplines or art forms to a broader understanding of local cultural 

resources and activities. Bianchini and Santacanerina ( 1997) maps cultural resources in the 

following terms: 

• the arts. media and heritage: 

• the cultures of youth. ethnic minorities. communities of interest and ·neo-tribes ·: 

• local traditions. including archaeology. local dialects and rituals: 

• local and external perceptions of a place, as expressed in jokes. songs, literature, myths, tourist 

guides, media coverage and conventional wisdom: 

• topography, and the qualities of the natural and built environment including public spaces; 

• the diversity and quality of leisure. cultural. drinking. eating and entertainment facilities: 

• the repertoire oflocal products and skills in the crafts, manufacturing and services .. 

Cultural planning did not reject ··the arts'" or aesthetic definitions of culture. but rather saw these 

forms of expression as one dimension - an indispensable dimension - in a larger planning and 
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policy domain. The old paradigm was not rejected, but enveloped in a larger framework of 

understanding and action. 

The second advantage of cultural planning was its territorial rather than sectoral focus; the latter 

has dominated cultural policy discourses. The Canadian cultural sector is generally viewed in the 

following sectoral terms: 

• Film and television: 

• Broadcasting; 

• Live performing arts: 

• Sound recording; 

• Writing and publishing: 

• Heritage; 

• Visual arts and crafts: and 

• Digital media (Foot. 1998) . 

Again cultural planning does not abandon a sectoral approach. but places sectoral issues in the 

context of a larger set of urban development concerns. The overriding goal is how the 

identification. monitormg and utili=ation of cultural resources contribute 10 the integrated 

clew/opment ofplace. Cultural planning ad,.,10wledges the full spectrum of economic. cultural. 

social. educational. environmental. political and symbolic dimensions of cities and civic life 

(Comedia. 199 l ). It also acknowiedges that successful cultural plans must engage efforts across the 

public-, private or commercial. and voluntary sectors. 

Cultural planning approaches promised to place cultural resources at the centre of planning and 

policy-making in cities, and to .. bring cL1lture in from the margins oflocal governance" (Council of 

Europe. 1996). The following passage summarizes many of the claims made for cultural planning: 

two way relationships can be established between these resources and any type of public 

policy - in fields ranging from economic development to housing, health. education. social 

services. tourism. urban planning, architecture, townscape design. and cultural policy itself. 

Cultural planning cuts across the divides between the public-. private- and voluntary 

sectors, different institutional concerns, types of knowledge and professional disciplines. 
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ln addition, cultural planning encourages innovation in cultural production., for example 

through interculturalism. cooperation between artists and scientists and crossovers between 

different cultural fonns .... Cultural planning is not ... ·the planning of culture' - an 

impossible. undesirable and dangerous undertaking - but rather (taking) a cultural 

approach to urban planning and policy ... Cultural planners and policy makers, artists 

and/or cultural managers become ·the gatekeepers· between the sphere of cultural 

production - the world of ideas and of production of meaning - and any area of policy­

making ... (it also improves) the cultural skills of politicians and decision-makers more 

generally (Bianchini and Santacatterina. 1997. 85). 

The literature from other jurisdictions suggests some successes and many disappointments in 

implementing cultural planning approaches. Before examining these lessons, and their possible 

implications for Canada we must establish the historical context in this country. 
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2.2.2 Local Cultural Development in Canada 

National Cultural Policy and the Legacy of Massey-Levesque 

The post-war cultural agenda in Canada has been defined largely by Ottawa and by national 

cultural policy. The most important influence in shaping this agenda was the Royal Commission on 

the Arts, Letters and Sciences. better known as the Massey-Levesque Commission. which tabled its 

report in 1952. The themes of the Commission - nationalism. economic and cultural sovereignty. 

and the ''civilizing" impact of the high arts8
- defined a cultural policy discourse that dominated for 

many decades. For Zemans ( 1996) Massey-Levesque was the last coherent statement of 

government intentions in cultural policy. The vision of the Commission was consistent with what 

Cummings and Katz ( 1987) describe as the two principal purposes common to cultural policy in 

many countries: the establishment or reinforcement of national identity and the promotion of 

national unity: and a policy of"cultural defense:· prompted by the fear of "cultural imperialism .. 

which threatens national sovereignty. 

Massey-Levesque introduced a cultural policy discourse dominated by a "two-tier'' cultural system. 

One tier consisted of the state-subsidized. predominantly Eurocentric. •"civilizing" or ''high" arts 

system. usually linked to lofty goals of national identity and cultural sovereignty. The other 

consisted of the various forms of"popular'' culture. either community-based activity or more 

commercial forms. Popular culture operated in the marketplace or as a voluntary activity: the 

expectation was that it be demand-driven. Cultural policy that addressed the subsidized system 

operated on a supply-side basis: ••jf we build it [or create it], they will come." 

The Commission amplified existing tensions of centres and regions in Canadian cultural policy. 

The centralist vision of the Commission rested on the establishment of major or "flagship" 

organizations - mostly in central Canada and regional capitals - that were charged with circulating 

work to other parts of the country. Canadians outside these centres naturally - and accurately - saw 

this approach as elitist and dominated by a central Canadian aesthetic (Litt. 1991 ). The strategy. 

which was justified as a way to make the best use of limited resources and make artistic 

s The Commission defined culture as "that part of education which enriches the mind and refines the taste. It 
is the development of the intelligence through the arts. letters and sciences" (cited in Tuer. 1992. 26). 
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"excellence" broadly accessible to a sparsely populated country, was responsible for establishing or 

expanding most of the major ans organizations and principal training schools in the country. 

However, it failed miserably to address the need for local cultural expression and development 

(Zemans. 1996 ). A second result of this centralist vision was that the needs of a specific group of 

historically advantaged an forms and cultural institutions assumed control of the cultural policy 

agenda over the interests of newer cultural groups and the needs of an increasingly diverse public. 

Another consequence was that ··aesthetic" objectives that served dominant communities were 

distinguished from "social" objectives that served ·•ethnic'' or ''heritage" communities9
. 

A core concept in cultural policy discourses, initially framed in the late 1960s, is the distinction 

between the democrati:ation q(,11/ture and cultural democra,:i1/(). The democratization of culture 

involves broadening access to the products of one culture. The more radical cullura/ democracy 

involves acknowledging the legitimacy of many cultural traditions. The democratization of cultur::. 

generally interpreted as the promotion and diffusion of European forms of high culture, dominated 

cultural policy in Canada in the post-war period. Immediately following Massey-Levesque the 

focus was on raising standards of artistic excellence and on bringing Canadian artistic expression 

up to internationally recognized standards (Zuzanek. 1987). However. in the late 1960s and early 

1970s, amidst the general upswing of democratic sentiment, there is evidence of genuine effort on 

the pan of the federal government to acknowledge the distinction between the two concepts. and to 

press for the more radical goal of cultural democracy ( 1987). 

By the early 1980s. despite a praiseworthy statement about equity in the final report of the Federal 

Cultural Policy Review Applebawn-Hebert (Applebawn-Hebert) Committee ( 1982), 11 cultural 

democracy had largely disappeared from the policy discourse in the face of economic recession 

and rising neo-conservative ideology. Zuzanek is not kind in his assessment of cultural policy 

making in Canada. 

9 
Cohnstaedt ( l 992) demonstrates that the Canada Council was much slower to dismantle these distinctions 

and implement reform than was the National Endowment for the Arts in the United States. Nearly two 
decades after the Canada Council was established it still maintained responsibility for "mainstream" cultural 
expression that was evaluated on grounds of artistic '"excellence"; funding for the "minority arts" fell to the 
federal department responsible for multiculturalism 
10 

The principle was first articulated by Augustin Gerard, an official in the French Ministry of Culture (cited 
in Langsted (1990). 
11 ·•Toe elimination of discriminatory barriers is an imperative of social policy. Our Committee believes it is 
also an imperative of cultural policy" ( l 982, 9). 
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The debate over the "pros" and --cons" of the programs or democratization and cultural 

democracy was never resolved (or for that matter pursued) at a theoretical level. Rather, in 

typical Canadian fashion, it was abandoned. forgotten, forlorn ... The focus of the 

discussion in the sphere of cultural policy has shifted from ·•participatory" activity to 

.. managerial" strategies; from democratization of the ans audiences to the study of 

economic impacts: from self-expression and subcultures to ·'universal" cultural values and 

cultural heritage. This change happened without being intellectually consumed ... avoiding 

the issue of democratization is a reflection not only upon the inadequacies of past 

programs but as well on the intellectual shallowness of the pragmatic and utilitarian 

approaches adopted by many governments today (Zuzanek. 1987. 13 ). 

The context for Canadian cultural policy was fundamentally altered with the passage of the 

Canadian Constitution Act. 1982. and the Chaner of Rights and Freedoms (Part I of the Canadian 

Constitution Act), which gave constitutional protection to certain fundamental rights (Cohnstaedt. 

l 988). The Constitution strengthened individual rights through the Charter's entrenchment of 

.. Fundamental Freedoms and Equality Rights." It also strengthened group rights by protecting 

Official Languages and Aboriginal Rights and the direction that the Charter be interpreted •'in a 

manner consistent with the preservation and enhancement of the multicultural heritages of all 

Canadians." The overall effect was to strengthen liberal democratic principles over the nationalist 

objectives and British traditions that had dominated much of Canada's cultural policy until that 

time ( 1988 ). This shift from acknowledging the historically-based identities of a small number of 

.. founding peoples," to embracing cultural diversity as a constitutional and broader social norm. is 

fundamental. 

A human rights context for cultural policy is not new. Culture was identified as a fundamental 

human right in the 1948 International Declaration of Human Rights. and was further elaborated in 

the 1966 Covenant on Social, Economic and Cultural Rights 12
. Despite this history, culture as a 

fundamental human right - or cultural rights - has until recently been the least understood and 

developed area of human rights. Recognition of cultural rights is now a growing trend in both the 

human rights and cultural policy communities (Council of Europe. 1997). 

12
The covenant was ratified by Canada in 1976. 
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Daswani ( 1995) offers the following principles as a framework for defining cultural rights in more 

precise terms: 

• Freedom to choose one's own culture, including the freedom to choose not to belong to any 

group: 

• Respect for one·s culture. its integrity and its nature as a dynamic reality. including the rights 

of indigenous people and others with distinct cultures, cultural autonomy and linguistic rights: 

• Equality of access. including financial and physical access: 

• Equality of opportunity for participation by all, both in the creation and enjoyment of 

majority/minority cultures: 

• Freedoms indispensable for creative activity, including freedom of expression and intellectual 

property rights: 

• Participation by all, including representatives of disadvantaged groups,- in theoretical analysis 

of policies. decision-making and practical implementation: and 

• The protection and development of cultures in which to participate. 

The challenge facing all jurisdictions is how principles such as these can be translated into more 

precise policies. There is also a need to define perfonnance measures and cultural indicators to 

assess the degree to which individual cultural institutions. together with the larger cultural systems 

to which they belong, actually succeed in achieving the desired policy outcomes (Delgado. 1998)13
. 

Local Cultural Development in Canada 

The postwar period also saw substantial change in local cultural development in Canada1°'. In 1944 

the Federation of Canadian Artists (FCA) presented a ·•Brief Concerning the Cultural Aspects of 

Canadian Reconstruction" to the Turgeon Special Committee on (Post-war) Reconstruction and 

Re-establishment. The brief called for a strengthened federal role in cultural affairs and. more 

specifically, for a central coordinating mechanism that Massey-Levesque would subsequently 

shape into recommendations to establish the Canada Council. Less well known is the FCA's 

parallel call for decentralized cultural development through the establishment of a network of 

13 Delgado maintains that a great deal of cultural policy in the past has been little more than a rationalization 
for existing administrative and/or funding commitments. 
14 It is a tribute to the power of the Massey-Levesque that a prevailing myth in cultural policy discourses for 
many years was that cultural life in Canada began with the work of the influential commission. 
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community arts centres. This second part of the FCA vision was unfortunately lost in the post-war 

rush to centralization (Tuer, 1992). 

Community centres, each equipped with a theatre, movie projector, art gallery and library, were to 

provide artists with local contexts for exhibitions and community recognition. The centres would 

also engage in ambitious adult art education in order to build an informed local audience for local 

and national cultural activity such as traveling programs and exhibitions from national institutions. 

Here was an integrated vision of cultural development linking local cultural development to a 

viable national culture. The Turgeon Comminee was enthusiastic about the community centre 

concept: 

[It was] the one thing which really captured the Committee's imagination and which 

occupied the larger part of the discussion. especially given its potential as an infrastructure 

that would serve the amateur and the professional; which made federal, provincial and 

municipal governments financially responsible for culture: and which addressed the 

problems created by central Canada's domination. the country's vast size, and its reliance 

on foreign cultural producers. organizers and philanthropists (Tuer. 1992. 34 ). 

While arts and cultural activity in Canadian communities can be traced back many decades15
• it is 

nonetheless true that more formal policies and suppon infrastructures were largely a post-war 

phenomenon. Bailey ( 1978) claims that community arts councils. a key mechanism for supporting 

local arts activity in many jurisdictions. are .. an original Canadian product". The first community 

arts council in North America was established in Vancouver in 1946. Local activity grew through 

the 1950s and 1960s. fueled by the expansion of federal funding. In Ontario in the 1960s and early 

1970s, arts development at the local level remained largely the preserve of local arts councils. It 

was not until the late 1970s and early 1980s that municipalities began to take the arts more 

seriously. This period saw an explosion of activity - arts and cultural facilities were built policies 

and plans adopted and municipal staff positions created (Elvidge. 1996 ). 

The Canadian Conference for the Ans (CC A) held its 1978 annual conference on the theme of 

municipal cultural policy. based on the claim that "local government involvement in the arts [had] 

lagged" (Bailey, 1978. 2). In 1986 the Task Force on the Funding of the Arts in Canada reported 
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that municipalities provided about 6% of total operating revenues of ans organizations. compared 

to the federal government"s 23% and the province·s 28% (1986). The Taskforce viewed municipal 

ans and cultural development as "the most crucial area of Canadian cultural evolution". The CC A's 

I 988 annual conference returned to the theme of municipal cultural policy, evidently believing that 

municipal governments still needed prodding. 

In 1991 the Federation of Canadian Municipalities (FCM) conducted research on municipal 

cultural activity. The study concluded "most municipalities ... have developed policy and support 

mechanisms to assist ans. culture and heritage in their communities" (FCM. }QQ}. 2). The srudy 

confirmed the substantial involvement of municipalities in providing grant support. dedicated 

municipal staff and specialized facilities. Recommendations in the report were weakened by 

narrow and inconsistent definitions - e.g. the exclusion of libraries. the restriction of "culture•· to 

the performing and visual ans. associating "heritage·· narro~ly to built heritage. Most of the 

prooosals for change were exhortations to "work together," and contained little theoretical or 

methodological clarity. 

Cardinal ( 1998) traces the evolution of municipal policy in select communities in Canada from the 

l 950s to the 1990s. comparing Canadian experience to patterns described by Bianchini and 

Parkinson (1993) in Europe16
. She finds evidence of the cultural planning approach in recent 

planning exercises in Vancouver. Greater Vancouver. Calgary. Edmonton. Toronto and Kitchener 

citing the following characteristics: 

• Increased citizen paniciparion and involvement in policy/plan formulation 17
: 

• Greater attention to issues of cultural diversity and pluralism: 

• Broadened definitions of culture: and 

• The use of"community cultural development" as the integrating framework for linking ans. 

heritage and cultural industry activity to broader civic concerns ( 1998 ). 

A serious barrier to cultural issues becoming a more prominent pan of the agenda of local 

government is that they do not fit neatly into existing administrative structures or municipal 

15 Teather (1999) traces local museum development to the late eighteenth century. Tippett (1990) describes a 
rich heritage of local arts and cultural activity in English Canada before Massey-Levesque. 
16 The broad patterns confonn to the phases captured in Figure I. 
17 Although in one community the process involved only 60 local citizens. 
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departments. Local cultural facilities and programs are considered community or human sen•ices in 

many communities. or part of parks and recreation departments in others. In larger communities 

the expanding cultural industries, including cultural tourism, pull culture into the orbit of 

departments responsible for economic de,·elopment. The conservation ofland-based heritage 

resources - including the built environment and cultural landscapes - generally falls to land use 

p/anning18
. 

A further legacy of Massey-Levesque that has acted against more integrated approaches to local 

cultural development is discipline-ha!il!dJimding. This is the distinction between categories of 

cultural activity - music, dance. visual arts. literary arts - which became the norm after the 

establishment of the Canada Council. The persistence of a discipline-based orientation has had 

several significant impacts. First. it acted as a barrier to forms of expression that fell outside 

Western European artistic traditions. and perpetuated the interests of historically advantaged 

institutions. 19 The fracturing of cultural activity along disciplinary lines also undermined a shared 

sense of identity across the cultural sector. undermining the impact of advocacy eff ons and 

reducing the profile of cultural activity in communities. 

Discipline-based traditions are giving way to the more integrated framing of cultural planning 

issues characteristic of cultural planning. The Culture Plan adopted by the former Municipality of 

Metropolitan Toronto signals a broadening approach (Municipality of Metropolitan Toronto. 

1995). Although still couched largely in sectoral terms the plan did address the full spectrum of 

arts. heritage. libraries and cultural industry issues. While it stressed the many contributions made 

by cultural activities to the city's vitality and well-being, it was an economic impact analysis. 

commissioned by the City and completed by Statistics Canada. that earned the plan its political 

legitimacy (Nicholson. 1997). The plan assigned the Culture Office responsibility for monitoring 

cultural issues ''horizontally" across all municipal departments and services. Staff of the Culture 

Office undertook the plan themselves (rather than contracting the process out to external 

consultants) in order to build relationships inside and outside government (ibid.). 

18 The City of Toronto amalgamation is revealing. ln the restructuring the Culture Office was first assigned 
to the Community Services Division. but then quickly transferred to Economic Development. lt was clear 
that for the downtown ~ore - although not for large sections of the rest of the city- legitimacy and "clout" 
lay in economic development (Nicholson. personal interview, 1998). 
19 The Los Angeles City 2000 Plan states that decision-making by art disciplines is inconsistent with public 
interests in a pluralist society for two reasons: it perpetuates historic inequities by favouring established 
disciplines and institutions. and it separates creative expression from its community or cultural context 
(Mulcahy, 1995). 
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A South Etobicoke Cultural Strategic Plan ( 1996) signals a further move away from a sectoral to a 

more strategic mapping of cultural planning issues. Goals and actions were identified in the 

following areas: 

• Community design: 

• Education and instruction; 

• Audience development: 

• Culture and economic development; 

• Cultural facilities and open space: 

• Cultural organizations infrastructure, or coordinating administrative and governance structures; 

• Marketing culture: 

• Funding cultural initiatives, and 

• Tools for updating the strategic plan. 

The Municipal Association of British Columbia ( 1997) sought to lay out a more integrated 

municipal approach to local cultural development and established a number of useful reference 

points. The following range of municipal roles was identified: 

• As Jimder - for example. providing project funding. grants in aid. annual grants: 

• As facilities manager - managing municipally owned facilities, supporting facilities at .. ann • s 

length. or providing indirect support for facility development:· e.g. forgiving of property tax 

or providing zoning exemptions: 

• As enabler or facilitator of cultural activity: and 

• As admcare and supporter. 

Three different types of municipal cultural plans were identified (MABC. 1997): 

• Single issue plans - addressing one cultural issue, such as heritage building conservation: 

• Broader community planning processes - integrating cultural policies or planning statement 

into other city planning documents; and 

• Comprehensive arts and cultural planning- incorporating all elements of local cultural 

development. 
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For more than two decades the Heritage Canada Foundation has worked in heritage-based 

community development strategies. An evaluation of Heritage Canada·s Regional Heritage 

Programme (RHP) in 1996 is a valuable source of insight (Weiler. 1996)2°. Conclusions are set out 

in Figure 2. 

2° Caution is needed in extrapolating conclusions too far because RHP projects took place primarily outside 
large urban centres. 
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Figure 2: Lessons From Regional Heritage Programs (RHP) 

Core Principles 

• Issues are best tackled as inseparable parts 
of the whole. 

• Community solutions work best while 
those imposed from above fall short. 

• Based on a shared vision of heritage as the 
totality of the natural and cultural 
environment including. the living heritage 
of local customs and traditions. 

Program Successes 

• Heightened awareness of heritage and the 
benefits of increased attention to heritage 
co:tservation. 

• Increased co-operation among various 
jurisdictions, organizations and businesses. 

• Strengthened leadership by regional co­
ordinating bodies, especially where the 
project was undertaken with a pre-existing. 
non-profit organization whose primary 
focus was heritage. 

• Modest gains in tourism and small business 
development. 

Guides to .. taking action and keeping track 
of results" 

• Change things gradually and look ahead to 
long-tenn benefits. 

• Build momentum by getting visible results 
right away from some easy-to-do 
initiatives. 

• Be willing to take calculated risks. 
• Improvise by seizing opportunities not 

anticipated in your original plan. 

Lessons about working with communities 

• The process cannot be rigid and must 
remain adaptable to changing 
circumstances. 

• The importance of a skilled facilitator who 
acts as ··a cheerleader. referee. or mediator" 
in mobilizing public participation. 

• The importance of working to ensure 
people know where they fit in, that they are 
clear on procedures. and know their 
perspectives will be heard. 

• The centrality ofreaching community 
consensus that builds long-term 
relationships. 

Program Disappointments 

• Confusion over what RHP was really 
about. 

• Weak monitoring and evaluation of 
projects. 

• The inability of projects to become self­
sufficient after government start-up funding 
ran out. 

Performance Measurement 

• Outcome assessment should include both 
quantitative measures (e.g. numbers of jobs 
created or residents participating) and 
qualitative measures (e.g. probing 
residents' feelings and watching for 
changes in day-to-day community 
behavior). 

• Positive indicators identified include raised 
confidence, increased mutual respect and 
greater hannony. 
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The failure of RHP programs to become self-supporting after stan-up government funding ran out 

speaks to the need for local heritage and cultural groups to broaden and deepen networks of local 

support, drawing on the insights of planning and community development. 

Another source of insight into emerging cultural planning practice in Canada is the Insritut National 

de la Recherche Scientifique in Montreal. an agency that is active in local and neighborhood 

cultural planning (Laperriere. 1995). Local cultural decision-making is described as more . not less 

- complex than at more senior levels of government. As decisions about cultural matters are pushed 

down to where people live and work they become more politically charged and can generate 

intense conflicts: .. local decisions often have a direct. visible and immediate impact ... they leave 

no one indifferent" (Laperriere. 1995. 3). As recognition of the importance oflocal cultural 

development grows. especially in economic terms. ·•[culture] may be becoming too important for 

its own good ... [it is] seen by many government officials as too important to be left in the hands of 

•cultural people'. [The result can be that] the so-called 'cultural needs' of the population are often 

left behind. simply because they are not easy to identify'" ( 1995. 6 ). 

Traditional cultural planning approaches are described as inadequate: '"cultural planners cannot 

simply go on asking for more money and more facilities for culture". "'Linear'' - or rational -

planning models can still be effective for planning specific cultural facilities or events. but only if 

certain conditions are met: 

• A single decision-making authority is involved - i.e. one level of government; 

• A clear and unambiguous need can be recognized - i.e. "'there is no library in district x:·· 

• The objectives are incontestable: 

• The means - money. land permits. etc. are readily available: and 

• The community - i.e. the artists or cultural workers and local residents - know and agree on 

what is desired (1995. 7). 

Situations that meet all these requirements are rare. 

A series of new cultural planning principles and assumptions is offered: 
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• The traditional ·•product-oriented approach," while excellent for tourism and resource 

management is less useful for local residents; a more ··user-oriented'' approach is emerging. 

one initially developed for neighborhood purposes but that can also be applied to visitors and 

tourists who wish to discover "the real" life of the city; 

• Tourists, even international ones, ·•are also local people ... the best way to make them 

appreciate local culture is not to deny all sense of local ism ... make them aware that your own 

local product is the same but different;" 

• Cities and neighborhoods need a ·'signature" to be recognized and that can be provided by 

·'exhibitions. festi\ities. festivals of all kinds;" 

• Small and parochial are not necessarily inseparable: ·-you can be small in size and have an 

international orientation, or big and still be close to the needs of various local communities;" 

• A new breed of cultural facility is needed. the ••in-between building ... [this is] not a medium­

sized building but one able to obtain international recognition while respecting local 

requirements:·· and. 

• A void ·•ghettoizarion" by counterbalancing support for cultural difference or multicultural 

events -"side-by-side diversity··- with a concern for mtercultural events ( 1995. 10-11 ). 

Civic engagement related to issues of diversity and plwalism is one of cultural planning's most 

significant challenges. but also one of its greatest opportunities: 

What role can cultural and artistic activities play at the local level in bringing the different 

ethnic and linguistic communities closer to one another while preserving their distinctiveness. 

but at the same time giving them the confidence to participate in a common cultural project? 

When politicians discuss such issues at the national level. it is easy to make sweeping 

statements. To make such statements operational at the local level is a more challenging task 

(1995. 12). 
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2.2.3 Barriers and Bridges to Cultural Planning Approaches 

The literature on cultural planning in other jurisdictions, together with this examination of 

Canadian experience, suggests a number of lessons regarding the emerging cultural planning 

approach. Appendix B provides a synthesis of key themes drawn from other jurisdictions. 

Broadening Agendas: Opportunities and Dangers 

A significant part of the appeal of cultural planning has been its more holistic vision of local 

cultural development. Many factors are driving a broadening and diversification of cultural 

planning agendas in cities. The first is economic. Cultural products and experiences have become 

increasingly significant sources of wealth creation and employment in an expanding knowledge­

based economy. More specifically, the converging of cultural. information and communications 

industries brought about by digital technology is fundamentally repositioning the arts and culture 

on the agenda in all jurisdictions (Murray, 1998). 

Unprecedented levels of ethno-racial and cultural diversity in cities are a second factor driving a 

broadening of cultural planning issues. Modem transportation and communications systems 

facilitate mass global migration while simultaneously making possible continued links with 

countries of origin - extended diasporic communities around the world. An unprecedented global 

expansion of capital has accompanied the movement of populations. Combined these factors are 

transforming cultural production and consumer practices in radical ways. This process of 

transformation has given rise to what Camel West ( 1993) calls a new cultural politics of difference 

- a process through which different groups transform concepts of cultural representation and. in 

particular, the meaning, limits and function of art. Others are less optimistic about the long-term 

impact of globalization on cultural production::?1
. 

A third factor contributing to a broadening of cultural agendas in cities is growing recognition of 

the cultural dimension of sustainable development. and of the indivisibility of natural and cultural 

environments (UNESCO, 1998). In Australia some of the most progressive work is investigating 

21 Jameson (1998) questions whether we are seeing the liberation of local cultures and identities from 
restricting state and national forms or the consolidation of transnational domination in globalization from 
which it is impossible to de-link. What we celebrate as pluralism in many ways masks vastly unequal relations 
between groups and races. 
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urban development. cultural planning and management in the context of broad frameworks such as 

sustainable development. This work utilizes perf onnance measures and indicators to track urban 

development and links databases into integrated infonnation and decision-making systems, many 

making use of the growing sophistication of Geographic Information Systems (GIS) (Australian 

Housing and Urban Research Institute. 1998). 

The growing significance of cultural planning coincides with the re-emergence of place as essential 

to planning practice. The focus on functional dimensions of cities will not disappear but will be 

crosscut by "re-placing" of the planning profession (Wight. I 9QQ). Despite rising ethno-racial and 

cultural diversity in cities citizens still share: 

a collective home place ... a region-scale place that a majority might invoke in a foreign 

place to describe their home turf . . . although collective home places are billed as the new 

natural places and eco-states as the new political places. they share a common ecological 

denominator. Their combination would create a merger of the political and the natural, 

resulting in a blended political and ecological citizenship (1999. 267) 

Sandercock ( 1998) believes planning will increasingly be called on to address two basic questions, 

both central to cultural planning: ''how might we live with each other in the multicultural cities and 

regions of the next century? And how might we live well and sustainably on the earth ( 1998, 230 )? 

Despite the appeal of these broadened visions of cultural planning and local cultural development. 

the literature also reveals dangers in embracing too large a conceptualization of cultural planning 

issues. Stevenson ( 1992) argues that "if ·culture· is interpreted as ways oflife. urban planning 1s 

already cultural planning" ( 1992, 8). Cultural plans must address more than conventionally 

defined arts activity and "aesthetic'" concerns. but they must be manageable in political and 

administrative terms. Some middle ground must be found that opens up the definition of culture 

that is the "object'' of cultural planning, but bounds the system in manageable terms. 

36 



Whose Planning Agenda? 

Despite the stated intentions in most jurisdictions to broaden the scope of cultural planning., the 

evidence suggests that "aesthetic" or ••fine arts" definitions of culture continue to dominate 

planning agendas. Several factors are cited. The first is the strong hold that a specific set oi 

historically advantaged cultural institutions and interests maintains on the planning and policy­

making agenda. Cultural agendas pretend to be open and inclusive, but in fact remain captured by 

traditional interests. Tysack ( 1997) analyzes the persistence of traditional agendas in Australia 

citing the following factors: 

• Consultants and municipal staff who have a relatively free rein and in practice control the 

amount and quality of community involvement: 

• Local councils that do not establish criteria to determine what constitutes an appropriate policy; 

• Councilors and city staff who talk about wanting equal partnerships across the community in 

formulating policy, but in practice treat community inputs as casual advice: and. 

• Communities who want to be involved in policy-making and implementation. but are 

prevented from doing so by municipal structures that are not sufficiently flexible or resourced 

to accommodate this involvement (Tysack. 1997). 

One part of the solution. Tysack argues, lies in striking a better balance between broad statements 

of policy direction and more focused action plans and strategies: the former can obscure the 

intentions and the interests being served; the latter cannot. 

Other factors that prevent a broadening of the planning agenda: institutional inertia: the existence 

of powerful and well-connected boards of trustees in cultural institutions; the failure of 

professional training and education programs to provide future cultural workers with alternative 

assumptions regarding cultural production; structural barriers in local government decision-making; 

and. the continued hold that zoning and land use issues have on local planning practice (Brednock. 

1997). 
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Values and Norms 

A deeper explanation for the continued power that -aesthetic" definitions of culture have over 

cultural planning is the resilience of European values and norms (Bowen. l 997). Not only the 

language but the entire conceptualization of contemporary cultural policy is bound up in 19th 

century European bourgeois images of the self and of collective - specifically national - identity 

(Betz, 1994). This has several implications. The first relates to the impact that Eurocentrism has on 

what forms of expression we consider "culture" - distinctions between "high art", folk art. kitsch 

and popular culture, and what these fonns of expression represent in the world. The question is less 

how to ··add" culture to the local planning agenda but rather whose culture is currently shaping our 

urban experience? 

ln this context Bianchini and Parkinson (1993) see cultural planning as a means oflinking the 

debate on the future of cities as physical and economic entities, to the future of citizenship and 

local democracy. "Urban cultural policy in the 90s should be driven by a new 'civic' inspiration, ... 

and become one of the key instruments to trigger off a broader politicization process and create 

stronger links between civil and political society' ( l 993, 206 ). The authors are not naive about the 

challenge: 

(The book) examines wider themes concerning cultural policy and the future of cities as 

public realms and political communities .... (this is) linked with the debate on the future of 

citizenship and local democracy in western Europe. Two key problems in this area are the 

increasing social, spatial and cultural segregation of low-income groups in West European 

cities and the need to make ethnic and racial minorities an integral part of the civic network. 

The evidence is that the latter will be hard to accomplish. Can cultural policy makers 

encourage immigrant communities and other disadvantaged social groups to demonstrate the 

relevance of their ideas. aspirations. skills and resources to the city's overall development? 

( 1993, 199). 

Cultural studies scholars in Australia have been especially critical of the lack of scrutiny of cultural 

planning assumptions (Barrett-Lennard. 1994 ). Cultural activity in cities is seen as an important 

means of resisting the privatization of public space - both physical space and aesthetic or symbolic 

space. If it is to do so, however. it must contest rather than accept at face value notions of "public 

art", "public access", and "community", among other core concepts. "The rhetoric of community 
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distances its conception of social life from the present by setting up an opposition between the 

desired society and the existing society. By proposing a society with no conflict or alienation it 

provides no useful understanding of the measures necessary for the move from here to there" 

(Garrett 1994, 83). Cultural planning frameworks that simplify complex conditions and power 

relations act to de-politicize urban cultural issues. Hunter ( 1994) is critical of much of the rhetoric 

of the 1970s community arts. urging we be on guard against "the rapaciousness which lurks within 

our most edifying gestures" ( 1994, 21 ). 

From Liberalism and Nationalism ... 

A further reason for the resilience of European norms in liberal democracies that has been analyzed 

by political scientists for some time. is the tension in liberal democracies between demos and 

ethnos, or equity and diversity. Liberal democracies have tended to support individual or civil 

rights and identities emphasizing equality over group rights and identities emphasizing difference. 

Taylor ( 1992) questions the continued legitimacy of this stance as it applies to the public 

institutions and structures of society - education systems. political parties and cultural institutions. 

Cultural studies scholars have sought to probe deeper to understand why there exists such a huge 

gap between the rhetoric of national identity in liberal democratic societies that is inclusive and 

pluralistic - with legislated and institutionalized commitments to equity, and the experience of 

many ethno-racial minorities of an exclusionary and monocultural society. Tator ( 1998) argues that 

liberal democracies contain within them fundamental tensions between democratic ideology - our 

strongly held beliefs in .. tolerance." .. openness•· and "equity'". and systemic structures of 

discrimination. The language of liberalism lulls us into a false sense of complacency and diverts 

attention from systemic discrimination. They theorize this phenomenon as "democratic racism." 

Cultural and multicultural policy in Canada and other Western democracies must be viewed as part 

of the larger Western project of nation-building, a project that establishes structures. desires. 

narrative forms. and classifying and differentiating practices essential to Western modernity 

(Mackey, 1996). Mackey argues we must understand this project as a teleology. one based on 

Western notions of progress. liberty, equality. reason and human rights. and entailing the 

·•continuous physical and moral improvement of entire governable populations through flexible 

strategies"' (Asad. 1993, 12, cited in Mackey, 1996). In this view government policies such as 

multiculturalism in Canada are strategies to manage, institutionalize, differentiate, and normalize 
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diversity. They do this by proposing that Canadian identity, with its stated committnents to 

tolerance, diversity and equity. is a unified entity, part of the larger Western project of progress and 

emancipation. The project gains its authority and reinforces its power not by claiming to be cultural 

- as in the unique characteristics and project of a specific cultural or ethnic group - but by claiming 

to be universal and rational (1996, 305). This is the source of Western cultural power: that it is 

unconscious and dominates through culturally unmarked and supposedly universal notions of 

rationality, progress and equality. More critical perspectives and analytical frameworks are needed 

to challenge these assumptions . 

... To a Re-Imagining of Cities 

Hawkins and Gibson ( 1994) believe cultural planning offers alternatives to models of urban 

planning which perpetuate the myth of planning as a value-free, technical process responsible for 

managing the urban environment. They call for cultural planning to facilitate both cultural and 

economic diversity, countering visions of cultural standardization and economic concentration. A 

strong emphasis is placed on sustaining culturally diverse spaces within the urban fabric. Many of 

the most interesting spaces are "unplanned" ones that have grown up in response to the needs of 

diverse communities - ethnic enclaves and parts of the city inhabited by gay and lesbian 

communities, for example. Young ( 1990) also articulates a vision of cities based on heterogeneity 

rather than unity. She describes the city having four characteristics: social differentiation without 

exclusion; variety through multiuse differentiation of public space: eroticism through opportunities 

to encounter the "other" in ways that challenge routine: and. public space open to all in ways that 

do not demand transcending difference ( 1990). 

Arts and cultural activity in cities can challenge dominant assumptions and identities. and can 

provide channels for opening-up possibilities for urban reform (Sandercock, 1998). Planning has 

traditionally paid little attention to the work of artists and other cultural workers who use myths. 

stories and metaphors to challenge conventional narratives (Mandelbaum, 199 l ). Mandelbaum 

describes the importance of .. alternative histories•· that challenge accepted historical narratives and 

thus portray a world that is complex and contingent. offering opportunities for the less powerful to 

have influence (ibid.). 

Writers concerned with questions of marginality, identity, difference and justice - Canadian writers 

such as Thompson Highway, George Elliot Clarke, Dionne Brand. Marlene Nourbese Philip, Joy 
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Kogawa - are important sources of insight. All share a commitment to moving beyond 

postmodemism as a dismantling critique to finding in it seeds of a different kind of furure. As 

many are writers of colour it is also significant that they seek to move beyond the narrowness of 

racial pride and separate identity, to theories and practices: 

... built on a politics of hope. a concern for economic and social justice and equality, a 

new moral vision or consciousness. and 'an epistemology of multiplicity' ... in their work 

the conditions of postmodemity are a way of being and knowing. acting and loving that 

provides us. as planners. with a way forward in the face of uncertamty and in spite of the 

death of the grand theories about social change (Sandercock. 1995, 78). 

Social Justice and Economic Development 

A defining feature of the emerging cultural planning approach in many jurisdictions is the 

reconciliation or reintegration of economic with social and political goals. The "depoliticizing" of 

cultural planning that occurred in the l 980's. with its focus on economic issues. is to be reversed 

and a broader set of social and political issues and inequities engaged (Bianchini and Parkinson. 

1993 ). Aitken-Rose ( l 998) proposes a cultural planning framework constructed around three goals: 

employment. solidarity (or civil society). and cultural identity. 

The cultural strategies pursued by the Greater London Council (GLC) in the late 1980s are models 

to study. Noteworthy is the degree to which plans combined rigorous economic analysis with clear 

social justice goals addressing the independence of cultural producers and the interests of minority 

communities. Much of the GLC agenda must be understood in the context of"Post-Fordist" ~ 

cultural production based on the decentralization of cultural production and the fragmenting of 

identity-based .. niche" markets. A strong focus was on distribution strategies based on "diasporic 

networks" of geographically dispersed but culturally linked markets of consumers - strategies that 

link consumers in sufficient numbers to make cultural products commercially viable (Mulgan and 

Worpole, 1986). 

Strategies modeled by the GLC represent efforts to shift from a "push" model of social justice -

strategies engineered by the welfare state. to a "pull" strategy based on the removal of barriers and 

.,., 
- In contrast to "Fordist" - as in Henry- mass cultural production and dissemination. 
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a demonstration of the benefits of more pluralistic cultural production. A Cultural Diversity Action 

Plan produced by the Arts Council of England takes a similar position (1998): 

Originally seen as marginal, with ownership almost entirely vested in ethnic communities, 

cultural diversity is now recognized as a major player in the ongoing dynamic at the heart 

of British cultural life. As such. it needs to feature centrally, not only in arts policy at large, 

but in all the mechanisms that animate culture ... Change needs to be answered by 

consistent institutional change along a broad axis (ACE, 1998, 1 ). 

"Improved Coordinationft 

Cultural planning promises to bring cultural issues ••in from the margins of governance" by 

facilitating more integrated and coordinated action across the public, private and voluntary sectors. 

City governments are called on to move toward more .. horizontal" approaches to planning and 

policy making, connecting cultural issues more effectively with other areas of municipal planning 

and policy-making (Bianchini and Parkinson, 1993). The literature suggests that this .. horizontal 

coordination" has been hard to achieve. A frequent explanation offered is the ·•failure of municipal 

leadership ... decision-makers (who are) not able to make practical action plans linking public, 

private and voluntary sectors" (Biannchini and Parkinson. l 993. 20 l ). This is too simplistic an 

explanation. Other barriers must be acknowledged. 

The call for improved policy coordination and integration occurred in many fields through most of 

the l 980s. Volkerling ( 1998) examines how the holistic framing of cultural policy issues in New 

Zealand was one of the first casualties of the restructuring and downsizing in the public sector that 

followed in the l 990's. 

[While] integration of the cultural. economic and political arenas' continues to be stressed ... 

general non-operational statements of principle exen little practical influence on the shaping 

of government policy or on how appropriation decisions [are made]. It is possible to 

rationalize these outcomes in terms of accepted cultural policy concepts - cultural heritage. 

cultural identity, access. understanding, participation. quality of life and community 

development, for example; but these (concepts) .... hold little sway within the new policy 

environment. Finally, no effective policy coordination mechanism exists to allow integrated 
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planning across the sixteen departments now responsible for such programs (Volkerling. 

1998, 3). 

Many obstacles stand in the way of achieving greater policy coherence and administrative 

coordination. Boston ( 1992) identifies the following factors: 

• Organizational fragmentation; 

• Policy complexity: 

• Resource scarcity; 

• Sectoral interdependence: 

• Conflicting values; 

• Competing interests: 

• Departmental rivalries; 

• Increasing specialization: 

• The sheer scope and scale of government activity; 

• The overload of senior policy makers: and 

• The growing complexity of many policy issues and the increasing interdependence of policy 

problems and their solutions ( 1992. 88). 

Assessment of different government structures and control mechanisms has attractfd some 

academic analysis. Yet "relatively little is known about the impact of these institutional and 

procedural changes on either the process of policy coordination or the quality of administrative 

coordination" ( 1992. 90). Mechanisms to improve coordination can be identified. but "there is no 

easy recipe for success, nor any ready-made technology for coordination" (ibid.). The following 

requirements of policy coordination are offered. based on the New Zealand experience: 

• Strong central coordinating agencies ... adequately resourced and staffed; 

• A clear understanding of advantages and disadvantages of de-coupling policy and service 

delivery; 

• Ensuring that senior officials have incentives for collaboration and serving larger collective 

interest - rather than narrow departmental interests: and 

• A recognition of the danger of assuming that departmental reorganizations can solve policy 

coordination problems - they seldom do ( 1992, I 00). 
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This analysis focused largely on senior levels of government in Parliamentary democracies where 

party discipline and other mechanisms of centralized control exist to enforce coordination. Even 

here coordination has been hard tG achieve. The challenge of coordinating policy at the local level, 

where there are few centralized control mechanisms. is a more plausible explanation for cultural 

planning's failure to establish integrated strategies than a .. failure of municipal leadership". 

Acknowledging not "Integrating" Cultural Planning Issues 

Hawkins and Gibson ( 1994) argue there is no need to "integrate" cultural planning into mainstream 

decision-making in cities because it a/read_v finds itself in the midst of major tensions in cities -

between development and amenity. between public and private ownership and control, between 

local and international culture. 

If there is an area of government in Australia that has been most at the vanguard of cultural 

expression and development over the past IO years it is local government. All over 

Australia councils have been grappling with development applications for large scale 

shopping malls that have massive implications for main streets. tourist resort areas that 

transform local economies and local leisure practices. They have also been building 

massive cultural centres - often reflecting a dangerous combination of money and 

narcissism; they have been licensing street markets . . . and supporting Aboriginal museums 

in order to attract tourists. These are all cultural developments that have phenomenal 

impacts on local economies. urban form and the ordinary cultural practices of residents -

how they shop. what they do in their leisure and so on ( 1994. 220). 

Cultural planning must be based on more realistic and rigorous analysis of the economic and 

political forces at play. It must move beyond "the arts'" into the wider cultural economy . 

. . . . a cultural economy addressing public and private, high and low, home-based and city­

based culture. Cultural planning in Australia needs to move beyond motherhood statements 

about how good culture is for local identity and economies. It needs to reflect a more 

sophisticated understanding of the relationship between political processes and economic 

forces. The implicit emphasis on the aesthetic benefits of culture - good design. heritage 
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streetscapes. public art - makes cultural planning policy blind to the forces shaping cities" 

(l 994. 220). 

Supporting broad community-based planning and decision-making aimed at addressing complex 

urban problems is a core function of urban planning. What insights can be drawn from the planning 

literature that can infonn emerging cultural planning approaches? ln particular what has planning 

learned about strategies to deepen and extend networks of local support? 
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2.3 Planning and Community Development 

2.3.1 From "Community Participation" to "Citizen Engagement": How Far 

Have We Come? 

For the purposes of this dissertation planning will be defined as an integrated process of decision­

making. action and evaluation tied ro place. While planners may draw on insights and tools from 

other disciplines - policy analysis, organizational development, communications theory, systems 

analysis. critical theory - it concerns the application of these related disciplines in territory-bound 

communities. 

The call for more participatory planning methods has a long tradition in the planning literature. 

Public participation in surveys. evaluation and plan making was a cornerstone of the outlook of 

early Anglo-American ·•visionary'" planners such as Patrick Geddes and Lewis Mumford. Geddes 

advocated citizen participation in planning through .. civic exhibitions" on urban and regional 

issues, through surveys, and through alternative plan creation (Alexander, 1994). Mumford saw 

plans as "instruments of communal education" (1938/ l 970). 

The professionalization of the field that occurred during the 1950s and 1960s. and its 

institutionalization as a function of local government. undermined these calls for community 

participation. The professional culture was technocratic. and its concerns viewed as .. apolitical". 

The focus was on the administration of land and on the efficient delivery of municipal services: 

growth and development were generally viewed in positive terms. These perspectives peaked in the 

early 1960s. Calls for increased participation rose rapidly in the late 1960s and 1970s (Grant 

1992). This was a tumultuous period for Canadian planners who found themselves pulled in 

several directions. The first was toward greater citizen participation. part of the upsurge in 

participatory democratic politics. Anti-establishment sentiment in planning was felt in citizen 

opposition to urban renewal. high-rise development and urban expressways. Planners frequently 

found themselves in the middle of three-way disputes among their municipal government 

employers. private developers and concerned citizens. 

The fracturing of public interests confronted planners with a crisis of legitimacy: whose interests 
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were they to serve? and what expertise could they alone bring to serving these interests? "[N]either 

the profession nor the public at large are sure of just what special expertise the community planner 

claims to command, nor are they convinced that (whatever it may be) it is really needed" 

(Richardson, 1966, 3 ). The net effect of the late 1960s community battles was to place planning 

firmly on the political agenda The structure of political-economic power has rarely been so dearly 

exposed. 

The demand for participation declined precipitously again in the late 1970s and early 1980s with 

the onset of the economic recession. The dominant concern for communities in the 1980s was not 

how to involve citizens in community planning. but rather how to keep citizens employed and the 

tax base growing. The restructuring oflocal economies brought on by globalization ensured that 

the ideology of planning tilted right. The radical critique in planning theory (Harvey. 1988: 

Kiernan. 1990), a critique that sought a broader context for planning decisions, withered in the face 

of neo-conservatism and skepticism regarding activist governments. The period saw the rise of 

development strategies that emphasized public-private sector partnerships. Many planners turned 

away from broader contextual issues and returned to functional land use questions. the traditional 

core of the discipline (Dear and Laws. 1987). 

In response to neo-conservatism and public sector retrenchment it was perhaps inevitable that the 

late 1980s and 1990s brought a renewal of interest in citizen participation. The communitarian 

movement was one response. C ommunitarians claim that the modem state had undermined 

capacities in individuals and communities to address problems. There were calls to "rebuild the 

capacity" of communities and "renew civil society" (Bellah. 1985: Etzioni. 1991: Nozick. 1992: 

McKnight, 1994 ). Communitarian advocates pointed to the powerful role that voluntary 

organizations can play in civil society. Bellah ( 1985) cites the role played by churches and family 

and voluntary organizations in the American civil rights movement as evidence of this potential. 

Others are less persuaded: 

[These hopes] seem misguided and highly unlikely to be fulfilled. The example of the 

civil rights movement reveals the difficulty. There is simply no comparison between the 

black church, which produced the movement, and the institutions of the overwhelmingly 

white. middle-class people who are the subject of Bellah's investigation. The black church 

did not first have to be revived to produce the civil rights movement; it was already the 

central institution of social cohesion and transformation for an embattled people whose 
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unceasing travails had only made the black church stronger and more necessary. The 

creation and protection of a community were already at the heart of its meaning; it was not 

a ·community of memory,' but a community of current practice; not a repository of 

abstract ideals to be 'applied.· but a solid way oflife. Bellah's resort to this example is a 

tacit admission that many of the white, middle class institutions in which he places his 

hopes for transformation are socially moribund (Leinberger and Tucker. 1991. 52). 

Pumam' s ( 1993) influential work seemed to lend empirical evidence to communitarian claims. He 

and his colleagues set out to assess factors influencing the effectiveness of regional governments 

established in Italy in the early 1970s. More specifically the study set out to assess two things. 

First. could the way institutions are structured and function affect the quality of political decision­

making? Second, what other factors contributed to the success or failure of these institutions? 

Findings confirmed that institutional structures do affect the quality of governance. However. 

structures alone were not sufficient to ensure success; social and cultural context and history 

profoundly conditioned the effectiveness of institutions. Those governments that succeeded had 

strong traditions of civic engagement that could be traced to the early Middle Ages. These 

traditions were not characterized by social consensus and political harmony. but by civic education 

and .. social capital" - patterns of associationism. moral trust. and co-operation embodied in vibrant 

networks of public-spirited citizens. 

Questions of culture versus structure are not helpful: 

... attitudes and practices constitute a mutually reinforcing equilibrium. Social trust. norms 

of reciprocity, networks of civic engagement and successful co-operation are mutually 

reinforcing. Effective collaborative institutions require interpersonal skills and trust. but 

those skills and that trust are also inculcated and reinforced by organized collaboration. 

Norms and networks of civic engagement contribute to economic prosperity and are in tum 

reinforced by that prosperity .... [We need] to understand how history smooths some paths 

and closes others off ... [ we also] are just beginning the serious study of orgam=ations 

( I 993, I 80, italics added). 

Pumam appeared to have found empirical evidence to support what champions of citizen 

participation have claimed for some time about benefits of broadened participation in decision­

making. These claims include: that decisions would draw on a broader base of knowledge and 
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opinion; that decisions would be supponed and better understood; and, that citizens would be 

educated and transformed through their involvement (Alexander. 1994 ). Cultivating the ability to 

assess public issues would also reinforce understandings of citizenship and community (Orr. 1992; 

Taylor. 1992; Barber. 1984). 

Idealism of this son had long been disputed by those who argued that what passed for participation 

in most communities is the entrenchment of standard. mostly perfunctory advisory processes for 

public involvement. activity that works to actually diffuse more meaningful citizen action (Langton. 

1978). The literature had for some rime made clear the barriers to genuine engagement: 

• The unrepresentative - higher than average - income and education of participants; 

• The tendency for power to be concentrated in the hands of a cadre of professional activists: 

and 

• The strong likelihood that fuller participation would. contrary to the expectations of activists. 

be driven by conservative rather than by progressive reform ( 1978). 

Mccann (1986) argues that strategies employed by many public interest groups paradoxically 

undermine the forms of participation needed for genuine democratic reform. Groups that make no 

demands on their members other than the payment of modest membership fees are one example: 

[Fees provide] middle-class adults with a painless means to remain faithful to their 

liberal idealism without disturbing their conventional roles in the larger corporate 

society ... In shon the public interest group appeal ... has succeeded precisely 

because leaders have acquiesced to the logic of collective inaction and settled for a 

constituency of passive supporters rather than attempting to create more 

democratic forms of purposeful citizen engagement ( l 986, 19 l ). 

Jensen ( 1998) also urges caution regarding claims about civil society solutions to social 

problems23
. Yet it does seem clear that the ·•two cell mental map" of public and private sectors 

must give way to the "three cell map"" that adds the third or voluntary sector (Barber. 1984 ). 

Analysts agree that there will be greater reliance on the voluntary sector but also that our 

knowledge of this sector is still in its infancy (Drucker. 1993; Cooperrider. I 991 ). 
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Part of the explanation for conflicting claims regarding citizen participation flow from two related 

but conflicting forces. The first is the rise in political apathy and cynicism in industrialized 

countries, a product of the ··tegitimation crisis" - the declining faith in the fairness of society's 

institutions and the wisdom of institutional decisions (Orr. 1992). On the other hand citizens are 

also questioning authority, demanding increased accountability. and expressing a desire for a 

greater role in decision-making. 

In the late 1990s the discourse in Canada has shifted from ·•public participation" to "citizen 

engagement". With it has come acknowledgment of the limitations of past models and approaches 

to public participation. These shortcomings include: 

• Exercises restricted to experts and leaders - interest groups - rather than citizens: 

• Exercises that are thinly disguised sales efforts designed to sell the public a favored solution; 

and 

• Exercises that focus on informing the public but do so in ways that overload citizens with 

technical detail and jargon-laden terminology in ways that succeed in frustrating, rather than 

supporting, better decision making (O'Hara, 1998, 5). 

Some evaluations of citizen engagement point to positive short term results. in particular to an 

increase in the amount of deliberation that goes into the choices made by participants (Schneider, 

1997). Yet few evaluations ''have been conducted in a formal. scientifically rigorous manner" 

(ibid., 2). Most processes of engagement are simply unable to provide adequate information, 

facilitate an educational process through moderated face-to-face discussion in small groups. and 

promote a greater understanding of the issues (ibid.). The vast majority makes use of conventional 

rational problem-solving and conflict resolution approaches that discourage any substantial 

reframing of issues or consideration of alternatives. Those who participate are rarely representative 

of the population that will be impacted by a particular decision: little concerted effort is generally 

made to attract marginalized groups and individuals. "In short, based on the available data, there 

appears to be a significant deficit in Canada with respect to the application of conceptual models 

that promote ... dialogue" (l 997, 2. italics added). 

23 
She points to neo-conservatives in the United States who have waged a clever battle to displace the state 
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O'Hara swnmarizes barriers to citizen engagement and its further development in Canada: 

• The increasing demands that citizen engagement places on individuals at the same rime as 

schools cut back on civic education and not all graduates seem equipped with the skills and 

abilities required for the deliberative process: 

• The resistance of vested interests to any change in the relationship .. between the governed and 

the governing,. ... which is critical if governments are to "let go of the process'" and seriously 

engage citizens in a deliberative way; 

• The need to address tensions between representative democracy and citizen engagement, and 

agree on bow to balance calls for ··teadership,. with the demands of citizens for involvement in 

discussions about their future: and 

• The lack of basic infrastructure and funding in Canada to support significant efforts to engage 

citizens. in contrast to the infrastructure and funding provided by non-partisan. non-profit 

foundations and organizations in the United States ( 1998, 33). 

Questions regarding citizen engagement and its potential to strengthen public decision-making and 

problem solving in communities arrive at a critical moment. Jensen ( 1998) believes Canada and 

other Western democracies are at a watershed comparable to the late nineteenth century and the rise 

of the modem state. Few believe that the market holds all the answers to society's needs. But the 

assumption of full employment needed to fuel the activist state also seems unlikely. Even social 

democrats have come to reject the premise that social problems can be solved or social justice 

advanced through "trickle-down" social programs. or through an unquestioned reliance on publicly 

funded institutions. There is no longer acceptance that the mere existence of government programs 

can be equated with advancing a public good (Ehrenreich. 1998. 24 ). 

Panitch ( 1991) believes the solution is neither the nee-conservative dismantling of the state. nor the 

paternalism of the liberal welfare state. 

People remain troubled by 'big government'. But they don't want to be shunted, like ping 

pong balls. back and forth between the power and discrimination of the state and the power 

and discrimination of the market. In other words, the real issue of our time is not about 

privatizing government. but democratizing it. and then using that democratized public 

by evoking the language of civil society and greater reliance on the charitable sector. 
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sector to democratize the private sector. The issue is not less state versus more state, but 

rather a differem kind of state ( I 991. 6. italics added). 

Government's role is increasingly one of guiding, not driving change. This still entails establishing, 

through consultation and dialogue. clear policy intentions and perf onnance standards. Its job in 

many cases is then is to step back and support collaboration in realizing these targets. ln many 

spheres. government will play a much smaller role in achieving common goals: policies and 

program plans will be customized to fit needs. and decisions pushed to the most local level at 

which they can be addressed effectively (Panitch. I 99 I). 

However. the rush to re-invent governance systems along more decentralized lines runs the risk of 

overcorrecting: 

The paralysis of the decision process by excessive participation will eventually result in a 

movement to hand the process back to elites with only broad accountability for results 

according to the then current social values. Eventually. effects on certain social 

expectations will become sutliciently serious so that distrust of the experts will revive and 

there will be a new wave of demands for participation until the frustration of more diffuse 

social interests will again result in reversion to experts (Brooks. 1973 ). 

An '"integrative" approach. one designed to support rather than to replace traditional decision­

making systems. is needed (Dale. 1996). This will require greater clarity regarding those issues that 

are subject to decentralized and/or consensual decision-making, using multistakeholder 

mechanisms such as environmental roundtables. and those that are not. A central challenge will be 

to define in more precise terms the relationship between multistakeholder or multipartite bodies 

and liberal democratic governments ( 1996). More precision will be needed in defining the roles 

and relationships among actors across the public-, private- (or commercial) and voluntary sectors. 
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2.3.2 Planning as Public Dialogue and Civil Learning 

If citizen engagement is to result in better public decisions. the challenge is less "increasing 

participation·· than it is deepening understanding and revealing the values that lie beneath these 

decisions. In this context "public dialogue" is increasingly used in a normative sense to describe the 

thoughtful engagement and cc,nsideration of social issues. It is frequently portrayed as offsetting 

the trappings of modernity - scientific rationality. technocratic jargon and a state-centred approach 

to problem solving. It is built on an epistemology that emphasizes "undistorted'" dialogue and 

experiential social learning as the principal sources of knowledge and education: "the holy grail of 

this quest is no less than the achievement of a true democracy where people participate in public 

affairs equally. sincerely. and thoughtfully'" (Schneider, I 997. I l ). 

Schneider and others urge caution about these idealistic expectations, demonstrating the many 

barriers to engagement and dialogue. Nonetheless it is significant to note that the language that 

recurs in the discourse on citizen engagement and public dialogue is the language of learning -

''thoughtfulness.·· ''deliberation.·· "insight.·· "judgment:'" 

[Public judgement is] a particular form of public opinion that exhibits l) more 

thoughtfulness. more weighing of alternatives. more genuine engagement with the issue. 

more taking into account a wide variety of factors than ordinary public opinion as 

measured in public opinion polls. and 2) more emphasis on the normative. valuing. ethical 

side of questions than on the factual. infonnational side (Y ankelovich, l 99 l ). 

The notion of"deliberative democracy" forms another important part of this discourse (Barber. 

1984 ). To function effectively, deliberative democracy requires spaces and time within the public 

policy or planning process where people can interact with one another: ''[they need opportunities 

to] learn about the views of others that differ from their own in a way that develops a sense of the 

public interest as a reconstruction of [their] own personal and private interests"24 (cited in O"Hara. 

1998, 12). Dahl ( 1992) argues a central challenge of governance in pluralist societies is the 

development of ·•empathetic understanding'" of others who may seem strange and threatening. 

Establishing and sustaining such empathy is especially difficult in countries with hitherto relatively 
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homogeneous populations. 

Many processes of public dialogue and civil learning are weakened by their failure to challenge 

dominant values and identities that underpin decision making (O'Hara. 1998). Grant (1991) argues 

that the planning field remains locked in two of the dominant value clusters or sets in North 

America: the "individualism-democracy" cluster that includes values such as individualism, 

privacy, private ownership and democracy; and the ·"scientism" cluster that contains efficiency, 

technological progress. professional expertise and rationality (Grant, 1991 ). The result is that it is 

difficult to open up deliberations in ways that allow genuine alternatives to be considered. 

The evolution of the healthy communities· movement internationally stands as a symbol of the 

difficulty identifying and sustaining clarity regarding underlying values. The healthy communities' 

movement internationally originated with a clear political ideology that was social-democratic and 

collectivist. Baum ( 1993) analyzes how these values were gradually "co-opted" by economic 

rationalism. individualism and misplaced professionalism as the language of healthy communities 

was taken up by the apparatus of the liberal democratic state (Baum, 1993). A recurring theme in 

this dissertation is the degree to which the easy language of reform acts to disguise rather than 

reveal planning choices. 

[f civil learning is to challenge surface appearances individuals must come to new understandings 

of themselves before they can know and participate in the world in different ways. This spiraling­

out from personal to broader collective learning and change is a theme in the work of many 

analysts. Etzioni ( 199 l) proposes a .. guidance theory" that links individuals. organizations and 

community dimensions of planning with systemic and societal change. Freidmann (1992) describes 

''loops of articulation" that "spiral outward from the household economy to progressively larger 

domains of social practice ... before returning to the micro-economy of local communities where 

households and their immediate concerns become again visible" (1992. 53). A program of 

planning education for First Nations utilizes a spiral model that radiates outward from individual 

healing and intellectual and spiritual engagement to broadened collective problem-solving: a 

process of learning for "critical consciousness, collective action and common meaning" (De Mello 

et. al., 1994 ). 

2
~ Barber ( 1984, 20) cites John Stuart Mill: "it is hardly possible to overrate the value ... of placing human 

beings in contact with persons dissimilar to themselves, and with modes of thought and action unlike those 
with which they are familiar." 
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These perspectives owe a debt to Freire's ( 1970) model of conscientisation and popular education 

that begins with personal experience. builds outwards toward critical consciousness of the deeper 

structures of inequality these experiences illustrate, and culminates in collective action as an 

outcome of praxis, a process of reflection. action. and further reflection. Translating Freire into a 

North American context is problematic because sources of inequity are often more subtle and 

hidden on this continent than in the developing world, and classlessness and individualism remain 

powerful myths (Labonte, 1990). Public dialogue and civil learning today must acknowledge the 

inequities in power that make .. rational dialogue" impossible (Orr, 1992). 

Strong local organizations are needed that provide institutional structures to suppon both civil 

learning and action. However. the social learning vision of planmng as a socially transforming 

process has not been realized, nor has it delivered a "learning society" (Friedmann, 1987). One 

factor may well be inadequate organizational infrastructure to suppon civic engagement. 

2.3.3 Organizational and Whole System Learning 

The need to participate in decision-making ''is not the need of the individual but of the ·organized 

individual' ... cities are complexes of organized individuals. who have an ever-increasing need, 

also for reasons to do with their jobs, to panicipate in the decision-making process" (Cacciari. 

1998, 76 ). Analysts argue those traditional institutional structures and systems must give way to 

new forms of organization. 

There is a difference between 'refortl'ljng' our local institutions and ·transforming· them . 

. . . Unless we ·rethink' and 'retool' all our local institutions to be compatible with a 

constantly changing, interconnected and increasingly complex society. we will slam into 

the barrier equivalent to the iceberg that sank the Titanic (trying to make the structure of 

our present institutions efficient rather than birthing new approaches) .... the old ways no 

longer work and are no longer appropriate for the twenty first century society .... our local 

communities will have to become experimental laboratories to test out new ideas, 

continuously building new skills and knowledge to prepare for a time of intense change. 

We will need to develop new capacities - capacities for transformation - and integrate 

them in new ways into the thinking and operations of the institutions of our local 

communities" {Smyre, 1998, 41 ). 
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Guidance and insight regarding the development of these .. capacities for transformation" can be 

found in contemporary management theory. specifically that of organizational learning (Senge, 

1990, 1995; Dixon, 1994). Pedagogy has traditionally concerned itself with the learning needs of 

individuals; organizational learning examines the requirements of col/ec1i,,e learning in 

organizational settings. Dixon ( 1994) defines organizational learning as "'the intentional use of 

learning resources at the individual. group and system level to continuously transform the 

organization in a direction that is increasingly satisfying to its stakeholders" ( 1994, 23 ). 

One facet of organizational learning has to do with establishing more effective systems for 

information sharing and knowledge building within organizations. Huber ( 1991) believes 

organizational learning is composed of at least four different processes: knowledge acquisition. 

information distribution, information interpretation. and organizational learning. The steps of 

generating, integrating, interpreting and acting on information are not new to organizations. But 

typically different parts of the organization conduct each step in the cycle, which meant that 

system-level learning is lost. Consciously designed mechanisms and processes are needed to 

facilitate this system-level learning. 

Dixon ( 1994) describes such a system, proposing a four step organizational learning cycle. The 

first process or step is when individuals in the organization learn. either through interacting with the 

external environment or through experimenting to create new information internally. The second 

step is the integration of the new information into the organization. The third step is the collective 

interpretation of all of the available information related to an issue. The fourth step is taking action 

based on the interpretation. The action generates feedback. and that new information brings us back 

to step one to begin the cycle again. 

On a deeper level building learning organizations can provide contexts in which fundamental shifts 

in how we think and interact can be experienced. changes that relate to bedrock assumptions and 

habits of Western culture as a whole (Senge, 1990a). "Organizations are fractal of society. By 

challenging assumptions in organizations we may provide an experience of alternative ways of 

thinking and acting that people can carry into other aspects of their lives" (Senge, 1990a, IO). 

Kruth ( 1998) makes a similar point: "'it is at the process level where the opportunity lies .. like 

repeating patterns in fractal geometry, human processes and ways of being are evident at different 

levels, from the local to the global" 1998. 32). 
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The practices of organizational learning begin in a fundamentally different understanding of the 

relationship between self - or ego - and "other." They assume that there is no "self' independent of 

the cultural or group practices in which the person happens to grow up. Human identity is 

contingent and fanned dialogically through interactions with others (Taylor. l 992). Organizational 

learning also assumes that conventional ways of thinking and speaking about social reality are 

inadequate for the complexity of present circumstances: ·'Implicitly. our conventional language 

relates to a world of linear relationships, simple, cause and effect. and separate circumstances. be 

they events. individuals. causes. or effects. But that is not the world we live in. Our world does not 

change in the same way our language does .. (Michaels, 1995, 463). 

Three facets of the mechanistic paradigm have become dysfunctional amidst the complexity we 

inhabit today: fragmentation, competition and reactiveness (Senge, 1990). Combined, these habits 

of mind and behaviour separate us from the world we inhabit and force us into an analytical mode 

that assigns primary status to the parts and assumes that they exist independent from the whole. 

"'Worse yet. the analytical model doesn't accept its contingent status. It adopts the face of necessity 

and claims universal validity. Thought creates the world and then says, ·1 dido 't do it" (1990a, 13). 

Many of the serious challenges facing communities are those that are "invisible'" (Higgs. 1988). 

Our dominant worldview forged when threats to survival were immediate, sudden and dramatic, is 

ill equipped to cope with complex issues whose roots lie beneath surface appearances. The 

challenge is to see the pattern and the larger forces that lie beneath surface symptoms. Yet when we 

draw back to create maps of this larger context. the maps themselves become invisible to us. The 

more efficient a model of the world turns out to be, the more it recedes into the background and 

becomes transparent. the more it becomes --reality" itself: 

The danger of success is that the thinking behind it can become entrenched and disregard 

the necessary context of its effectiveness. When a model loses its 'situation· and 

generalizes its validity to universal categories, sooner or later it stalls our capacity to deal 

freshly with the world and each other. The map is not the territory but we can only guide 

ourselves with maps. As cartographers. however, we are far from neutral. Our perceptual 

apparatus. with its biological. personal, and cultural filters. is active~v invofred in the 

construction of these maps. So where is the territory underlying the maps? ... "it is 

interpretation all the way down'. The issue is deeper than recognizing that the map is not 

the territory. We should consider the benefits of acting as though we had no access beyond 
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our culture to such things as a territory. We only have provisional maps permanently open 

to revision and recreation (Senge. 1990a, 19, italics added). 

This raises the inevitable charge of nihilism and relativism25
. However, contexts that reveal their 

own precarious nature. or that invite revision and recreation. are inherently better than those that 

mask these qualities (Senge, 1990). The assumptions that direct our thinking and our acting must 

be continually challenged and revealed. Organizations provide the ··containers·· in which these 

assumptions can be continuously examined. They provide contexts in which members can 

continually learn and experiment. think systematically. question their assumptions and mental 

models, engage in meaningful dialogue, and create visions that energize action. 

Many of the tools and practices of organizational learning operate on the assumption that the 

relationship between words and the world is not linear but circular; we talk about what we see, but 

we also see what we talk about. We invent structures and distinctions through traditions of 

observation and meaning shared by a community (Michaels. 1995). Among the disciplines or 

practices associated with organizational learning are systems thmking, achiel'mg personal mastery. 

surfacing and testing mental models, building shared visions, and team learning (Senge 1990, 

1995). Other tools include identifj•ing system archetypes - recurring patterns of behavior and 

dysfunction - and charting strategic dilemmas - exposing recurring tensions or problematiques in 

the organization·s business or field of operation (Michaels. 1995). 

Michaels extends the boundaries of organizational learning to examine learning in larger human 

systems. specifically on matters of ecological management ( 1995). In so doing he explores the 

forces that inhibit or enable learning at many scales and in many different contexts. Contrary to 

widely held assumptions. most people under most circumstances are not eager to learn. Change in 

organizations therefore requires three things: confirmation of the inadequacy of the current 

situation. anxiety about the consequences of not acting. and the psychological security needed to 

attempt change (Schein, 1992). 

Other requirements of whole system learning include: 

25 Distinctions between absolutism and relativism. or between rationality and irrationality, are clumsy and 
unhelpful, remnants of obsolete Cartesian language (Senge, 1990). 
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• Acknowledging uncertainty and embracing errors; 

• Minimizing the learner's sense of vulnerability; 

• Using facilitators rather than chairpersons; 

• Paying more attention to training in group process skills - acknowledging feelings. learning to 

listen, providing constructive rather than critical feedback; 

• Providing short-term reinforcements and rewards~ 

• Reinforcing learning by becoming teachers, and 

• Using disasters and crises as learning occasions (Michaels. 1995. 4 78-484 ). 

The cognitive aspects of whole system learning have to do with understanding, using and 

evaluating infmmation. Again contrary to widely held assumptions. more information makes 

learning and making decisions harder. not easier. Uncertainty increases when a systems perspective 

is applied because the demonstrable or suspected relationships proliferate. The destabilization of 

"truth" posed by postrnodernism also means that we must learn to perceive "facts" differently, and 

learn to understand them from the ·•rationality" of other interests. 

In the context of these complexities whole system learning requires a new set of images, stories 

and metaphors: 

Coercion aside, we influence each other through the stories we tell. These stories can be in 

the form of technical reports rich in theory and data. that is metaphors that. in this culture. 

imply authority and objectivity. But the stories that apparently have the strongest influence 

are those rich in gut-level metaphors that elicit feelings of fear. hope. security. threat (ibid .. 

1995, 477, italics added). 

Several "schools" of metaphors can assist learning in circumstances of uncertainty and complexity: 

those drawn from biological growth and development - with concepts like nurturing. maturing. 

growth, fulfillment, decline and death; those from the realm of ecology - with concepts of 

interdependence, diversity. resilience. competition and collaboration, carrying capacity. 

vulnerability, cyclicity and continuity; from music - not contradiction but counterpoint, dissonance, 

hannony, mixed voices and instruments. themes and variations. learning-related metaphors 
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embrace all of these - discovery, exploration, adventure, questing, knowledge, insight, new 

experience. risk. vulnerability. error and accomplishment (ibid .. 477)26
. 

There are two kinds of learning: one for a stable world and one for a world of uncertainty 

and change. Leaming appropriate for the former world has to do with learning the right 

answers and learning how to adapt and settle into another mode of being and doing. 

Learning appropriate for our world has to do with learning what are the useful questions to 

ask and learning how to keep on learning since the questions keep changing (ibid., 484). 

This entails that we learn to accept rather than resist difference. Dissension. disagreement, and the 

acknowledgement of difference or contradiction have been integral to planning only in the context 

of processes designed to eliminate them - for example. through conflict resolution. mediation. or 

.. defeating" opponents. Accepting difference has implications for learning and change at a variety 

of scales: 

A valid response may be to generate new knowledge on frameworks and organizational 

arrangements that thrive on and embody discord. contradiction. dissension and 

discontinuity. How can we develop processes and structures capable ofliving with 

incommensurable perspectives, which are so characteristic of the dynamics of global 

civilization? The ultimate question is ... how to interrelate inherently incompatible 

perspectives without producing yet another •frozen· perspective to compete with them in a 

process which again proves unable to transcend itself Paradoxically. embodiment of 

discord may be the foundation from which all global change proceeds and succeeds 

(Cooperrider, 1991, 784). 

Continuous learning and engagement of this kind requires local organizations capable of 

supporting sustained reflection and action. Emerging trends in museums suggest that they have 

important potential roles to play. They can be one part of a new institutional infrastructure needed 

to support emerging cultural planning approaches. 

16 
.. Three meta-stories underlie these schools of metaphors, meta-stories .. that can be told with the same 

basic 'plot': the story of ecological processes, that of formal systems theory, and that of the spiritual 011e11ess 
of all. It is the myth of connectedness. of interdependence. of mutuality. Persons and groups inclined toward 
one of these stories could, through the use of appropriate metaphors, come to understand the other stories 
and thereby learn. perhaps, how to construct a shared perspective appropriate for new ways of ecological 
management" ( 1995. 478). 
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2.4 Museums: Changing Purposes, Changing Practices 

2.4.1 Themes in Canadian Museums 

Thus far the literature review has explored the intersection of two fields: local cultural 

development. and planning and community development. Traditional theory and practice in both is 

challenged by a series of factors ranging from radically changed epistemological assumptions, 

shifting demographic and political realities. and pragmatic maners ofresource constraints. The 

literature review has pointed to a convergence of interest between these two fields. Each has 

insights and strengths that can contribute to renewal in the other. The emerging cultural planning 

approach is the place where this synergy can be explored. 

For this potential to be realized specific institutional settings are needed in which cultural planning 

can be practiced and championed. Local museums are one such institution. 

National Policy 

As in most facets oflife in Canada in the postwar period, museum development was dominated by 

Ottawa and by national policies. The museum field in Canada is composed of a relatively small 

number of major establishments with international reputations27
• and a much larger number of 

smaller community museums. specialized museums and public art galleries. It is estimated there 

are 2400 such institutions in Canada. and over 700 museums in Ontario (Teather, 1999). 

The pre-war period. to the extent that a policy direction can be discerned. was decentralist in spirit 

(Grant, 1991 ). A 1932 study of the state of museums in Canada, which was tellingly funded by the 

Carnegie Corporation and completed by two British experts. placed responsibility for the provision 

of financial suppon for museums on provincial and municipal governments (Miers and Markham. 

1932). A centralist approach was not viewed as feasible due to Canada's vast geographic distances 

and regional cultural differences. Maintaining the national museums was viewed as the appropriate 

focus of federal government efforts. This vision of museum development was reversed in the post-

27 Such as the National Gallery of Canada, the Royal Ontario Museum, the Ontario Science Centre, the Art 
Gallery of Ontario, etc. 
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war period with the expansion of the role of the federal government; the Massey-Levesque 

Commission gave voice to these more centralist assumptions. The number of museums continued 

to expand across Canada through the 1950s, 1960s and 1970s. 28 

lo 1972, Gerard Pelletier. then Secretary of State and the minister responsible for culture in the 

Trudeau government announced the National Museum Policy. The policy recognized government 

as the "contemporary patron of the arts." a role earlier played by the church or by wealthy patrons 

( Grant, 1991 ). Pelletier was strongly influenced by European cultural policy at that time, especially 

the views of French Minister of Culture Andre \falraux. The National Museum Policy was built on 

the principles of democrati=ation - increased access "to the products of cultural activity for all 

taxpayers. not only a select group." and decentrali=ation - "an active battle against vast distances in 

order to make our cultural symbols available to all Canadians ( 1991, 12 )". 

The limits of the concept of the democratization of culture have already been described. There was, 

however, another revealing side to the policy, one that was not immediately evident. Pelletier 

indicated that a prime motivation was to "make the federal presence felt throughout Canada." 

Consultation with the provinces was not on his immediate agenda, for, as he later commented, "we 

never had a ... federal-provincial conference because the pretension of many provinces was that we 

had no role to play" (cited in Grant, 1991, 13). What evolved, paradoxically, was a centralized 

program of decentralization. The democratizing intentwns may have been admirable but. as in 

most facets of post-war public policy, it was the federal government that defined and drove the 

agenda. 

The heady promise of the National Museum Policy was short-lived. The policy was a product of 

the first Trudeau government that had an electoral majority. imaginative and visionary ministers 

like Pelletier, and money to spend. The policy· s long-term impact was undermined by an economic 

downturn by the mid-1970s. the reduction of the government to minority status. and a dawning 

realization of the complexity and difficulty of implementing national cultural programs without the 

cooperation of the provinces. Federal museum policy ebbed and flowed over the next two decades 

as many of the tensions and paradoxes of the 1972 policy were played out. The federal government 

maintained an important, though limited role in local museum development through a number of 

28 Of the over 2000 museums and related institutions in Canada, Teather (1999) estimates that some 80-85% 
were established since 194 5. 
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important national programs.29 Leadership and momentwn shifted to provincial and local levels of 

government. 

Community Museums in Ontario 

The case study that is the focus of this dissertation is a small community museum in Ontario. It is 

therefore useful to understand this more specific context of museum development in Canada. The 

emergence of community museums in Ontario in the decades after the Second World War was a 

product of profoundly anti-modernist sentiment, a defense against the onrush of immigration. 

urbanization. and the disappearance of local institutions and streetscapes (Tivy. 1993 ). Community 

museums grew out of a fear of the loss of local character and nostalgia for an idealized past and the 

values associated with that past. Descendants oflong-standing families played leadership roles: the 

preservation of their personal histories was indistinguishable from efforts to preserve the most 

significant facets of the community's history. 

Community museums in Ontario followed a similar pattern to museum development across Canada 

in the post-war period. Growth and expansion were rapid in the 1960s and 1970s. stimulated by 

increased government spending. first at the federal and subsequently at the provincial level. This 

pace gave way to more controlled growth in the 1980s (Baeker. May. Tivy. 1992). Evidence of the 

shift from federal to provincial leadership can be seen in the 1981 passage of the Community 

Museum Policy for Ontario (Government of Ontario. 1982). a milestone in museum development 

in Canada The policy emphasized museum .. quality" as the principal criterion for funding. 

Implementation of the policy focused on a series of minimum operational standards that were 

phased in over time and became a pre-condition of annual provincial operating grants. Compliance 

with the standards held the added "'carrot" of making museums eligible for project funding for 

exhibition development, facilities improvement, environmental controls for collections. 

computerized collections cataloguing. and other operational needs ( 1992 ). 

Most museum directors and curators viewed the standards in a positive light. Many used them as 

levers to extract funding for facilities and program improvement from museum boards and 

29 Specifically: the Canadian Heritage Information Network (CHIN}, a national computerized collections 
register, the Canadian Conservation Institute (CCI), a research and treatment centre for the conservation of 
museum collections; the Museums Assistance Programmes (MAP), a modest funding program that continued 
to play a leadership role in supporting museum development. 
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municipal councils. Even after implementing the standards many community museums in Ontario 

still operate with minimum levels of human and financial resources. As budgets grew - in many 

cases modestly - provincial-operating support remained static. The result was that operating grants 

from the province came to represent a smaller and smaller percentage of total operating budgets.30 

As provincial contributions to budgets declined. so did provincial policy leverage. Municipal 

governments are currently by far the largest single source of financial support to community 

museums (Doherty, 1996). 

The Community Museums Policy for Ontario acted to reinforce the already conservative 

orientation of community museums. The policy had a predominantly "Protestant" tenor that 

focused attention on the practical aspects of managing and interpreting the physical evidence of the 

past (Tivy. 1994 ). It encouraged more professional standards of operation. but it did little to 

encourage museums to critically examine their collecting or interpretive assumptions. ''Common 

sense and present circumstances" took precedence over more challenging questions related to the 

changing role of community museums in local communities. The policy had its critics. Kurylo 

( 1984) believed the policy lacked any overriding vision about the role and importance of museums 

in local communities. In the absence of such an animating set of purposes, the policy, and the 

accompanying museum standards. were merely ''rearranging deck chairs on the Titanic". 

The focus on higher operating standards as the bedrock policy intention is inseparable from the 

process of professionalization in the field. In 1979. few community museums or public art galleries 

had staff with professional training or formal qualifications in museum work. By 1990, the corps 

of professionally trained workers was expanding, due in part to the Ontario Museum Association's 

Certificate in Basic Museum Studies, which addressed the fundamentals of museum operations, 

along with post-secondary courses and programs in museum studies. arts administration, or 

heritage conservation. A shift began away from a workforce that had previously been locally 

recruited and trained on-the-job (Baeker. May. Tivy. 1993). 

Throughout the 1980s, local museums searched for the more meaningful role in their communities 

called for by Kurylo. Most pursued this by expanding public service through enhanced school 

programs, and by establishing more dynamic and interactive exhibitions. Some began to produce 

exhibits and programs in cooperation with ethno-cultural groups to tell previously unacknowledged 

30 By the mid 1990s on average, less than 15% of museum budgets (Doherty, 1995). 
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facets of the community's history (Tivy, 1993 ). 

Three paradigms characterize collecting and interpretive practices in community museums in 

Ontario. 

I. Rescuing the Past (The Age of Collecting: 19th Century - 1972): This period was characterized 

by antiquarian approaches to collecting. to object-meaning and object-centred display. The 

focus was on .. uniqueness," nostalgia, and connoisseurship. Many museums were managed by 

historical societies with minimal funding. After 1950. gradual increases in government funding 

began, bringing with them the beginning of professionalization in local museums. Main 

interpretil'e theme: the myth of the pioneer. 

2. Controlling the Past (Age of Description/Management: 1973-1985 ): This period was 

characterized by exhibits that made greater use of texts and story-lines or vignettes to 

accompany collections, a move away from a belief that collections could .. speak-for­

themselves.'" The focus was on the professionalization of museum operations - environmental 

controls, computerized inventories and improved classification of collections. and others. 

Increased government funding drove a process of professionalization. accreditation and 

regulation. More museums moved from being managed by historical societies to being 

managed by municipalities. Mam interpreti,•e theme: projessionali=ation and techno/og1cal 

progress. 

3. Revising the Past (Age of Analysis: 1985- present): During this period museums began to be 

influenced by the ·•new"" social history. by broadening definitions of heritage. and by 

postmodern critiques of museum collections and narratives. There was greater concern about 

presenting historical narratives in a larger social and cultural context. Concerns emerged about 

the representativeness of collections. Some deaccessioning of collections31 occurred as did 

growth in attention to contemporary collecting. There was an increased focus on networking 

and collaboration. Main interpretive theme: pluralism, deconstruction and networks (Tivy, 

1993). 

The conservatism and sheer weight of tradition and inertia in local museums meant that traditional 

collecting and interpretive practices were hard to throw off. There were also more pragmatic 

31 
This is the process by which museums systematically remove objects from the collection. Because 

collections are donated to be held in the public trust, this process is subject to careful professional and ethical 
scrutiny. 
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reasons. Collections in most local museums were pre-industrial and focused on material culture -

the proverbial butter churn and family rocker. These objects were significantly easier to collect and 

to present or interpret than intangible forms of heritage such as oral histories, local songs and 

dialect, or community customs. As the 1970s and 1980s progressed more attention was directed to 

shaping storylines in exhibitions, but themes still tended to focus on the early settlement period. 

They "told oflocal success and ingenuity. relying on extracted nostalgic. filiopieristic. and civic 

sentiments from the objects collected and displayed ... museums were places for amusement and 

escape. they validated culture. they educated. they served to maintain stability" (Tivy. 1993. 4 ). 

By the mid- to late- I 980s social historians and museologists began to challenge and deconstruct 

the pioneer myth. and to expose the complexity and the anxieties of the local past - histories that 

did not always have happy endings. Alcohol and temperance, gendt:r roles and women· s suffrage, 

workers and unions. disease. infant mortality, and other themes began to be treated in exhibitions 

and public programs (Tivy, 1994 ). These exhibitions increasingly relied more on oral and 

documentary sources rather than on material collections. However. exhibits aimed at subverting the 

pioneer myth were at best moderately popular with museum visitors, whose motivation was often 

tied to their own desire for escape. 

However, the changing social and cultural context for community museums was impossible to shut 

out: 

As the 1990s progressed some museums began to see that their influence no longer resided 

primarily in the storage areas or exhibit halls but rather in the potential to become outward 

seeking. proactive centres for community cultural and heritage development. With smaller 

and more flexible organizational structures and shorter institutional histories. community 

museums were potentially the site of dynamic experiments in new museum models and 

purposes (Baeker. May. Tivy. 1992. 123). 
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2.4.2 Changing Purposes: Museums for Whom? 

The New Museology 

The broad museum critique known as --new museology" turns museum purposes outward toward 

the service of society and its development. It also challenges core presumptions: What do 

collections represent? What messages do they construct, and for whom? Museums are 

acknowledged to be inherently political. Traditional collections and interpretive practices claimed 

neutrality but in fact reflected the cultural interests and traditions of a small segment of the 

Canadian population (Wilhelm. 1998). 

A good deal of the early new museological critique emerged from academics with an interest in 

musewns but who studied them from external perspectives - anthropology. sociology, cultural 

studies. Many practitioners remained - and continue to remain - sceptical about the relevance of 

this analysis to their day-to-day responsibilities: most found the critique too foreign and jargon­

laden to make much sense in the context of their working lives. A valuable point of entry to the 

new theorizing is provided by examining a series of recurring questions or ·•problematiques" that 

can be found in the musewn literature, and in debates about organizational and professional 

practice, for a century or more: 

• What is a museum? debates about the essence of the institution and its purposes: 

• Are museums about objects or ideas'.) debates about whether museums are defined 

fundamentally by the collections they hold or by the knowledge represented in and accessible 

through these collections: 

• Who owns the museum? questions of cultural democracy and about whose history and culture 

the museum should represent: and 

• Customer service or public service? the economics of museums and the relationship between 

market forces and public interests (Teather, 1992). 

A second means of understanding the new museology, and for connecting these ideas to broader 

cultural critiques, is Sherman and Rogoff' s ( 1994) framing of four broad concepts that together 

encompass museums' most important relationships. The first is the notion of objects and systems 

for naming and c/assijying these collections. The second is the relationship benreen these objects 
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and classification systems and an externally constructed discursive field, such as the .. nation,,. the 

·•community," or the larger "'culture" which the objects are said to signify or symbolize. By 

representing these larger communities of people or of values, the museum participates in the 

construction of these concepts, and the historical shifts they undergo. The museum does this in the 

name of the third concept, that of lhe public or audience it claims to serve, and in terms of the 

public domain in wluch it claims to operate. How the audience or public receires the displays and 

meanings that are offered in tum constitutes a fourth aspect of museum discourse and practice 

( 1994, xi). 

A Deepening Critique 

It is useful to differentiate among several stages through which the new museology has evolved. 

Banner ( 1994) draws parallels between feminist scholarship and museum critiques over twenty 

years: 

[In feminist scholarship the] first phase involved an emphasis on documenting both 

discrimination and liberation. The second phase was one of identifying separate female 

traditions and cultures. The third stage, which has emerged in the last several years, has 

been both more integrative and oppositional. as feminist scholars have moved to question 

the theoretical bases of all the disciplines and to include men much more directly as a 

subject of study under the rubric of ·gender' (I 994. 40). 

If these phases are mapped onto an evolving museum critique. the first phase might be dated to the 

late I 960s and early 1970s. the period of "democratization and decentralization" in the National 

Museum Policy. During this period, museums, like other ··helping" liberal institutions, were 

acknowledged to represent a set of specific norms and interests in the society. Difference was 

recognized but the critique remained within a liberal scheme of"empowering minority voices" by 

the centre. The context was still an appeal to the social utility of "tolerating" difference and 

"sustaining social cohesion". Wolfe (1992), in a critique of Taylor ( 1992), maintains that the latter 

continues to argue for diversity and pluralism from a liberal premise of social utility and cultural 

enrichment, rather from the fact of society's diversity. 

The second phase of evolution, a continuation of the first, focused on how the unique cultural 

traditions of previously unrepresented groups could be recorded and analyzed. Different standards 
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and interpretive schemes for judging and classifying collections were advocated, schemes that 

challenged traditional distinctions: for example. distinctions between Western European "high art'' 

traditions and less valued ·•craft" or "folk" traditions. In ethnographic museums, Western 

technological society and culture - the ·-we,. - was challenged as the point of reference for 

evaluating non-white, non-Western cultures -·'the other", "they" (Sullivan, 1994 ). But the 

perspective remained essentially revisionist still based on assumptions regarding coherent 

historical narratives that could be intuited from collections and the meaning connected to them 

(Banner, 1994). 

In feminist scholarship, the two early periods of revisionist work gave way to a third stage that 

challenged the entire theoretical and methodological base of all disciplines of study, and proposed 

entirely new systems of understanding. In museums the third phase is characterized by an end to 

the notion of coherent communities and identities represented in material evidence. a perspective 

that challenges all conventionally understood notions of cultural authority and authenticity (Banner, 

I 994 ). Here, all texts are subject to intense and critical scrutiny. scrutiny that assumes a dense, 

complex social context and interpretive frame. Questions are raised regarding the authority of any 

single interpretation of cultural value: all views are contingent. contextual, and subjective. A 

vertical view of ascending historical change is replaced by a more horizontal, interconnected, 

interdependent and pluralist cultural system (Sullivan. 1994 ). 

Here multiple ways of knowing. explaining and being in the world are the expected and accepted 

norm. These perspectives reject the premise that museums can ever be a place of one-way 

communication in which facts. values and skills possessed by the privileged profession inside the 

institution can lay claim to be superior to the facts. values and skills possessed by those outside it. 

They point to an understanding of museum purposes and functions that are fundamentally 

dialogue-based. Here is the museum equivalent of transactive planning in complex cultural 

systems of diverse norms and beliefs. 

Sullivan (1995) examines the role of museums in interpreting diversity. He begins by defining 

museums as "ritual places in which society makes visible what they value•·. In interpreting diversity 

museums should strive to help visitors come to see that "they too are culture bearers. and. in that 

more alike than different from the 'Other' they meet in the museum's exhibits (Sullivan, 1995, 12). 

Visitors should leave sensing that the exotic is merely the unfamiliar. that .. they, too. have cultural 

rituals. heritage, fetishes. art traditions, technology•· ( 1995, 6). Exhibitions must not aim to be 
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comprehensive or definitive but rather must be case studies and thematic. Case studies focus on a 

range of cultural adaptations to diverse environmental settings. including contemporary western 

societies. Thematic case studies ·•could focus on diverse cultural traditions" solutions to common 

human concerns." All of this occurs in the context of promoting understanding of the 

interdependence and interconnectedness of cultural and biological diversity: "the focus should be 

consistently ecological. including both the pragmatic relationship to the environment - economic. 

technological. as well as. deeper ecological relationships - spiritual. aesthetic, mythic. psychic. 

ideological"( 1995, 10). 

At this point in the museum critique we face a dilemma. one which Banner acknowledges in the 

context of feminist scholarship: 

... The problem with [this] position is that any notion of historical agency - of male 

complicity in women· s oppression. or of the notion of women's opposition itself - is 

nearly lost. . . . Once the concept of patriarchy is lost, I fear for the future of women's 

studies, because within language lies an ultimate power - the power of naming and 

identifying. If we are persuaded to modify our terms to achieve greater complexity and 

variety. we will lose the original reformist thrust of our discourse. It is no accident that. in 

a time of conservative reaction to the feminist movement. some of our central terms such 

as ·patriarchy· and "feminism" are under attack (Banner. 1994. 44). 

In relinquishing cultural authority, must the museum also relinquish the ability to ··name'" and 

challenge dominant power relations and systemic structures of discrimination? Sullivan ( 1995) 

believes not. He argues that museums must look for ways of working that honour both the 

authority and point of view of the cultural participant/visitor. and the authority of the professional 

cultural interpreter, documenter or scholar. Institutions must engage visitors in this dilemma. and 

help them '"to understand why these two distinct ways of knowing can sometimes be in conflict and 

yet both be essentially correct" {I 995, 6). Transparency regarding these issues is central to the 

challenge of thinking through how museums of the 21 '1 century can approach the interpretation of 

human diversity. 

Museums must act as "moral educators [who] speak with confidence and competence on such 

ethical issues as gender and race equity" (Sullivan. 1994, 100). 
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As educational institutions [they] are necessarily agents of change, not only changing the 

knowledge. beliefs. attitudes. and feelings of our individual visitors. but also affecting the 

moral ecology of the communities that [they] serve. To the extent that one race or gender 

dominates museums' governance. policies, practices. and collections museums are ... 

racist and sexist institutions. . . . It is not that we do not care but that we lack systematic 

ways to assess and to evaluate our flaws in order to direct cumulative change in our 

activities ( ibid., IO I ). 

Systemic bias in museum operations can take six forms, each of which requires explicit criteria to 

assess its presence and degree: 

1. Invisibility: the omission of certain groups; 

2. Stereotyping: assigning traditional and rigid roles or attributes to a group; 

3. Imbalance selectivity: perpetuating bias by presenting only one interpretation; 

4. Unreality: avoiding controversial issues and/or not qualifying historically biased situation 

based on contemporary values; 

5. Fragmentatwn isolation: separating issues related to minorities from the main body of 

text/exhibits/instructional materials: and 

6. linguistic bias: using discriminatory language - e.g. masculine terms and pronouns (ibid., 

102). 

Galla ( 1993) also argues that museums must embrace more explicit and normative theorizing. For 

him this is what distinguishes post-colonial museum critiques from less definitive and explicit 

postmodern critiques. Explicit critiques must be linked to performance measures or indicators for 

assessing institutional practice. The International Council of Museums (}COM) Policy Statement 

on Museums and Cultural Diversity ( 1998) establishes priorities for museums in reassessing their 

roles in the context of broad principles and commitments to cultural diversity. ''The structure of the 

document reflects these two levels of goals. both in specific areas of museum operation and in the 

broad impact of the museum on its local culture(s). The statement links goals with a set of actions 

and performance indicators with which to assess ... change" (Wilhelm. 1998. 11 ). 
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2.4.3 From Function-Driven to Mission-Driven Organizations 

Many have commented on the huge gap between the analytical frameworks and assumptions of 

new museology and professional and operational realities in museums (Hauenschild, 1988; Galla. 

1993). Galla ( 1993) argues that museums have difficulty practicing cultural democracy: "we are 

still a long way from mainstreaming the ideas in professional practice and training" (1993, 7). ln 

part this gap between new purposes and professional practices has been deliberate. One of the 

failings of the ·'old museology" was its preoccupation with musewn functions and methods (Weil. 

1988). The shift fromjimctiona/ to purpose- or mission-dril'en organizations constitutes a major 

rethinking of who and what musewns are. 

Two decades ago ICOM revised its definition of a museum to reflect this shift. The old definition 

placed the focus on museum functions: "a museum exists to collect. preserve, exhibit ... ". The 

revised definition: "a museum is a non-profitmaking, permanent institution in the sen·ice of society 

and its development that collects. preserves ... " (quoted in Weil, 1988, 35, italics added). The 

Canadian-based International Movement for a New Museology (MTNOM) proposes a still broader 

view: "Many museums collect. conserve. exhibit. but they remain separate from the present 

economic, social and cultural context. avoiding the mission of participating in the development of 

the societies they serve'' (l 988, 36 ). 

At the centre of any evaluation of organizational performance must be a clear understanding of 

organizational purpose (Weil. 1994 ). Weil proposes four criteria as the basis of assessing "quality" 

of museum operations: 

I. Purposi'l:eness: having a clear sense of what purposes external to themselves museums are 

seeking to accomplish: 

2. Capability: commanding the means required to accomplish those purposes; 

3. Effectiveness: being demonstrably able to accomplish those purposes: and, 

4. Efficiency: accomplishing those purposes in a maximally economic way. 

The sequence is deliberate. Competence must be demonstrated in one before moving on to the 

next. Weil proposes a weighting system to signal relative significance: 35 points for 

purposiveness, 30 points for capability, 25 points for effectiveness, and IO points for efficiency. 
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Remedies for weaknesses in fulfilling the first and second criteria require more organizational 

adjustment than do those in the third or founh. 

Managing mission-driven organizations means adopting a whole system perspective. Evaluation 

and assessment of performance becomes ongoing and integrated with the planning and 

management cycles, cycles that involve perspectives drawn from outside as well as inside the 

organization (Baeker. 1998). Continuous change and development are natural features in any 

organization. However, the retention of, and growth in, organizational identity balances the 

acceptance of continuous change in mission-based organizations. One fearure of organizational 

health is internal recognition of where in its life cycle the organization is. It follows from this 

perspective that organizational health cannot be described without paying attention to how 

organizations manage change over time. Organizational health is a journey, not a destination; 

meaningful assessment occurs over rime rather than as isolated snapshots (ibid .. 1998). 

These perspectives represent a wholesale change from an ethos of reactive administration, to more 

dynamic and proactive management directed toward larger public interests. New management 

practice encourages organizations that are more open, democratic. and self-critical; ones that 

encourage risk-taking. learning and continuous evaluation (Jackson. 1992). Janes ( 1995) calls for 

management frameworks for museums that emphasize '"more trust and less control, more diversity 

and less uniformity. more differentiation and less systemization'" (ibid .. 43). Here organizational 

structures are more fluid and adaptable to enhance their ability to respond to instability and change. 

Koke ( 1995) summarizes much of the new museum management theory by contrasting a 

hierarchical approach - focusing on the internal organization and based on an expectation of a 

stable environment. and a collaborative approach - emphasizing the organization· s relationship to 

a dynamic external environment (See Figure 3 ). 
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Figure 3: Internally and Externally Oriented Management Systems 

Adapted from Lynch (1993) 
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External Corporation 
Dynamic Environments 

Collaborative Approach 

Standards of behavior, 
values driven 
Builds mutual trust, support 
and cohesion 
From work unit to its 
members 
Work unit directs its 
members 

Guidelines for work 

To work unit's decision 

Work unit and its cohesion 

Within work unit 

To work unit's ideas 

Among work unit members 

Within work unit 

Flexible, situational 

Work unit 



Building stronger external relations and more meaningful community partnerships requires 

museums to recognize two things (Koke, 1995). First, collaborative approaches and structures must 

represent more than new language for old processes and assumptions; they must be built on deeper 

shifts in assumptions about how knowledge is created and applied in a pluralist and postmodern 

world. Second, collaboration, like charity, must begin at home; museums cannot build new 

mechanisms for community partnerships while retaining antiquated internal organizational 

structure and decision-making processes. 

Lavine ( 1992) urges that museums not underestimate the difficulty of reform, for virtually every 

aspect of musewn work and organizational structure will need to be reconsidered - including the 

allocation of resources. If institutions are to take on new roles and responsibilities. a shift of 

resources and priorities will be required. Museums, like all organizations. have been better at 

taking on new responsibilities than retiring old ones. Traditional collections-driven institutions, 

especially ones with a large number of artifacts to care for, have evolved structures to support those 

needs. If active engagement with communities is to become central to an institution· s work. it will 

not happen by adding these activities at the margins, but by fundamentally reorganizing all areas of 

the museum. 
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3.0 A Framework for Cultural Planning in Canada 

3.1 Introduction 

The literature review suggests that a convergence of interest has emerged among three fields: local 

cultural development. planning and community development and museums. As is the case with 

many "systems" at the end of the century, each of these fields is engaged in a process of self­

examination and renewal. 

Postmodemism shatters illusion of unitary public interests and undermines traditional sources of 

moral and professional authority. All three fields are also being forced to confront the reduced 

power of the post-war welfare state on which they had grown dependent. Each is searching for a 

new balance of public-. private-. and Third-sector responsibilities. and more effective methods and 

strategies to support community-based problem solving and decision-making in communities. 

The balance of the dissertation will focus on organizational change strategies needed in local 

museums if they are to take on increased responsibility in cultural planning. 

Before turning to these issues this chapter synthesizes insights from the literature review into a 

preliminary set of assumptions or points of reference for the emerging cultural planning approach 

in Canada. It does this on three levels (Beaulieu. 1994 ): 

• Macro level - addresses overarching theoretical assumptions and political commitments; 

• Meso le,·el - addressing questions of governance and capacity building; and. 

• Micro level - examples of strategically important activities or initiatives. 
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3.2 Macro Level - Theoretical Assumptions and Political 
Commitments 

a) Mapping Concepts, Boundaries and Dimensions of Cultural Planning 

Core concepts in cultural planning - culture. identity. and diversity - are inherently "slippery'" and 

elusive. Given this reality, a first priority in any planning process must be for specific actors or 

stakeholders. in specific jurisdictions. at a specific moment in time. to clarify for themselves how 

they will define these terms. 

Cultural Planning 

Many different definitions and understandings of cultural planning have been found to exist in 

other jurisdictions. A core characteristic shared by all is the concern with how the identijic:atwn, 

monitoring and utili=ation of cultural resources contribute to the integrated development ofplace. 

It is the focus on place that distinguishes cultural planning from the sectoral approaches favoured 

by cultural policy. 

All definitions of cultural planning include recognition of the need for plans to address the full 

spectrum of economic. cultural. social. educational. environmental. political and symbolic 

dimensions of cities and civic life. All approaches also emphasize planning activity that cuts across 

the divides between the public-. private- and voluntary sectors. different institutional concerns. 

types of knowledge and professional disciplines. The literature has identified many barriers to 

successful implementation of cultural planning approaches. Notwithstanding these difficulties 

Bianchini's ( 1997) framing of the intent of cultural planning approaches remains useful: .. (using 

the approach) cultural planners and policy makers. artists and/or cultural managers become ·the 

gatekeepers' between the sphere of cultural production - the world of ideas and of production of 

meaning- and any area of policy-making'" (1997. 85). 

In embracing a cultural planning approach we must face what has been deemed the "utilitarian 

paradox" in cultural policy and planning (Council of Europe, 1996). Cultural planning invites 

communities to embrace a much wider definition of cultural resources and activities, and to view 

these resources as essential to many dimensions of community development. The paradox is that 
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the more this perspective is embraced the more it advances a utilitarian or instrumental view of 

culture. a perspective that is deeply at odds with liberal humanist assumptions about the inherent 

importance and self-justifying value of cultural activity and expression. The literature suggests that 

these assumptions continue to maintain a powerful hold. 

The .. Object" of Cultural Planning: Culture versus Cultural Resources 

Williams ( 1976) describes .. culture" as one of the two or three most complicated words in the 

English language. The World Commission on Culture and Development came to the following 

conclusion: .. Our biggest problem in cultural policy is not ... lack of resources. lack of will. lack of 

coordination or even lack of policy coordination to date. It is rather, a misconstrual or only partial 

formulation and recognition of the policy object itself: culture" (UNESCO. 1995). And more 

concretely: •• ... cultural policy as a field lacks conceptual clarity; it has neither a unified theoretical 

framework. nor enough indicators. based on data gathered on an inter-disciplinary, historical and 

comparative basis. Hence new knowledge is a precondition for progress in policy-making. No 

progress will be made on the latter without progress on the former" (UNESCO. 1998). 

One useful distinction is that between culture defined in broad anthropological or ethnographic 

("E-culture") terms as the unique ways oflife of a community or social group. and the more 

limited ··ans and humanities" r·H-culture") definition relating to specific forms of creative 

expression (Petersen. 1991 ). The World Commission on Culture and Development distinguishes 

two domains in cultural policy related to this distinction: first culture as a system of meaning - the 

signified. and second. culture as the signifier - those symbols and symbolic processes from which 

meaning is derived (UNESCO, 1995). 

Grossberg ( 1993) offers a useful and encompassing definition that emphasizes culture as a 

signifying system through which social order is communicated. reproduced and experienced. 

Distinguishing the two domains of culture is not to suggest that a binary relationship exists between 

the signifier - the text. painting, image, tradition. and the signified - meaning, culture. identity. It is 

certainly not to reify cultural symbols as having a self-proclaimed aura of uniqueness about them. 

The postmodern cultural critique rejects both these assumptions. Rather, it is to claim that these 

symbols, processes, actions, and products are referent to something else - that a tension exists 

between the symbol and a larger context of some kind. 
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Cultural planning must find a mid-ground between defining ··culture" too broadly - as in "ways of 

life", or too narrowly - "the ans". A middle ground suggests that the substantive focus of cultural 

planning be with those symbols and symbolic processes - cultural resources - through which we 

communicate and reproduce larger social realities. While an ultimate end of cultural planning may 

relate to shared systems of meaning, the only means available to us to affect that development is 

through interaction with these symbols and symbolic processes. Matarasso and Landry ( 1998) 

speak of the value of "marking the edges" of cultural policy or planning. 

One of the first tasks in any cultural planning process must therefore be to define the scope and 

range of cultural resources and activities that will be addressed by the plan. Bianchini and 

Santacatterina ( 1997) mapping of cultural resources remains a useful point of reference: i.e .. 

• the arts, media and heritage; 

• the cultures of youth. ethnic minorities. and other communities of interest: 

• local traditions, including archaeology, local dialects and rituals; 

• local and external perceptions of a place. as expressed in jokes. songs. literature. myths. tourist 

guides, media coverage and conventional wisdom; 

• topography. and the qualities of the natural and built environment. including public spaces: 

• the diversity and quality ofleisure, cultural, drinking, eating and entertainment facilities; 

• the repertoire of local products and skills in the crafts. manufacturing and services. 

b) Cultural Rights and Political Interests 

The broad liberal consensus regarding the value of the arts and culture established in most W estem 

democracies in the postwar period is eroding (Matarasso and Landry, 1998). As past claims of 

neutrality and universality are challenged, and as more specific and particularistic \iews of the 

interests served by ans and cultural production gain ground, a broader debate regarding the purpose 

and role of the arts and culture must be engaged. Several analysts have provided useful points of 

reference for this debate. 

Delgado ( 1998) defines cultural policy succinctly as ''the means by which we achieve social goals 

through arts and cultural activity". Bennett (1998) elaborating on this same point. defining cultural 

policy and cultural policy studies as ''the many and diverse ways in which government seeks to 
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influence cultural activity - a historically distinctive set of concerns and relationships through 

which cultural resources are managed in ways that are calculated to regulate ways oflife and the 

relationship between them with a view to, in so doing, acting on the social in a particular manner" 

( 1998, 2. italics added). And more specifically: 

By •acting on the social' l do not mean 'society' ... the concept of the social that is at issue 

is that constituted by the relations between. on the one hand. a hermetically constructed 

realm of national conducts and identities as defined by national polities and the notions of 

citizenship and sovereignty which accompany them. and. on the other. the increasing 

seepage of transnational ways of mapping social relationships - as diasporic communities, 

for example - into these national constructions of the social (I 998. 6). 

Cultural planning must acknowledge the normative nature of decision-making. There are two 

senses in which decisions are nonnative: 

This is not merely to say that nonnative criteria will inevitably intervene in the difficult 

choices that have to be made in allocating resources between competing ends. Cultural 

policies are also nonnative in the more thoroughgoing sense that support for the 

development of particular cultures or ways of life can never be entirely even-handed to the 

extent that it also involves a struggle against other cultures or fonns oflife .... The terms 

·culture· and ·development· it needs to be recalled. were first put together in the context 

of Western programs of cultural assimilation which aspired to manage some ways of life 

out of existence. These are not. then. and cannot be neutral terms: whenever the question 

of culture is in play and whenever it is connected to policy, compellingly vital issues 

concerning how the relationships between different human ways ofliving will be managed 

are always at stake (Bennett, 1998, 9). 

Theorizing a set of public interests served by cultural planning should begin from an assumption of 

culture as a fundamental human right - cultural rights. Cultural rights can in turn be seen as being 

rooted in two concepts: the right to social justice and the right to cultural identity (Bowen. 1997). 

Theorizing both these elements of cultural rights must move beyond traditional liberal fonnulations 

of these concepts. 

Liberal formulations of justice have been limited by a focus on material goods and social position, 
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one that places an emphasis on having over doing (Young, 1990 ). Power and advantage here are 

understood as a substance or commodity. a perspective that ignores more fluid and dynamic fonns 

of oppression; inequities in decision-making systems. in the division of labour, and in culture 

production. Where social group differences exist to privilege some groups over others. social 

justice requires that these differences be explicitly acknowledged and redressed. Cultural 

imperialism is a specific and powerful fonn of oppression. Young points to the political 

significance of efforts by disadvantaged groups to use cultural production as a means of defining a 

positive identity for themselves in opposition to the dominant culture ( 1990). 

Fraser ( 1995) extends this analysis, examining the relationship between redistributive Justice and 

the struggle for recognition. Redistributive justice has been the dominant focus of twentieth­

century struggles for social justice. It focuses on socio-economic inequities, disparities in basic 

physical and material needs - income. property. access to paid work. education. health care and 

leisure time, and more starkly in rates of morbidity and life expectancy. This materialist view of 

inequity has in recent years broadened to encompass the struggle for recognition - .. the 

paradigmatic form of political conflict in the late twentieth century" ( 1995, 68). The struggle is 

rooted in social patterns of representation. interpretation. and communication. Examples include: 

• Cultural domination: being subjected to patterns of interpretation and communication that are 

associated with another culture and are alien and/or hostile to one· s own: 

• Non-recognition: being rendered invisible via the authoritative representational, 

communicative. and interpretive practices of one· s culture: and 

• Disrespect: being routinely maligned or disparaged in stereotypic public cultural 

representations and/or in everyday life interactions ( 1995. 71 ). 

The remedy for cultural injustices is not the redistribution of material advantage, but some form of 

cultural or symbolic change. 

Cultural justice does not require a choice between the two formulations of justice - both are 

essential - but rather managing tensions between them. and establishing strategies for overcoming 

these conflicts. Fraser terms these tensions the .. redistributive-recognition" dilemma. This is rooted 

in the seemingly contradictory goals of abolishing difference and rendering people more equal in 

the case of redistributive justice and promoting group difference in the justice of recognition. Many 

groups in the society are subject to both forms of injustice and require assistance in responding to 
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both; this entails both claiming and denying their specificity. Gender and race are cited as examples 

of''bivalent collectives" in which the two axes of injustice intersect and reinforce each other. 

Fraser distinguishes between strategies of affirmation and transformation. Affirmative remedies 

for injustice are remedies aimed at correcting inequitable outcomes of social arrangements. withow 

disturbing the underlying framework that generates them. Transformative remedies are those aimed 

at correcting inequitable outcomes precisely by restructuring the underlying generative framework. 

The essence of the contrast is end-state outcomes versus the processes that produce them. The 

distinction is nvt gradual versus apocalyptic change ( I QQ5. 82 ). Figure 4 illustrates the distinction. 

Figure 4: Redistributive-Recognition Dilemmas 

Affirmation Transformation 

Redistribution 

Recognition 

the liberal welfare state: socialism 

• surface reallocation of existing • deep restructuring of relations 

goods to existing groups: of production: blurs group 

supports group differentiation; differentiation; can help 

can generate misrecognition. 

mainstream multiculruralism 

• surface reallocations of 

response to existing identities 

of existing groups; supports 

group recognition. 

remedy some forms of 

rnisrecogntion. 

deconstruction 

• deep restructuring of relations 

of recognition: blurs group 

differentiation. 

The differences between gay identity politics and ·•Queer theory'" illustrate the distinction between 

mainstream multiculturalism and deconstruction. Affirmative remedies for homophobia and 

heterosexisrn are characteristic of the former - for example, granting same sex partners the same 

rights and freedoms as heterosexual couples. Queer theory. by contrast, seeks to deconstruct the 

homo-hetero dichotomy. The transformative aim of the latter is not to solidify gay identity, but 

instead to deconstruct the homo-hetero dichotomy so as to destabilize all fixed sexual identities. 

Fraser concludes that ultimately the combination of socialism and deconstruction provides the only 

means of escaping the .. vicious cycle of mutually reinforcing cultural and economic subordination. 

Our best efforts to redress these inequities via the combination of the liberal welfare state plus 

mainstream multiculturalism are generating perverse effects [like backlashes against both]. Only 
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by looking to alternative conceptions of redistribution and recognition can we meet the 

requirements of justice for all" ( I 995. 93 ). 

But caution is needed before moving too quickly to deconstruct existing identities. Groups have 

not had equal access to recognition: they do not engage in cultural or political processes from equal 

positions of strength: 

[Thus the notion] that cultural exchange, indeed culture in general, should be 

conceptualized as a conversation. a conversation in which the previously marginalized are 

invited to participate. But ... from having been constructed as void and lack, and from 

having been forbidden to speak. we are now expected to join in equal conversation ... 

Before new cultural conversations can be engaged past injustices and inequities must be 

addressed (Massey. 1991. 63). 

Posnnodemism denies any notion of essentialism in cultural identity; identity is viewed as 

multiple. contingent and fluid. Yet for some communities it may be precisely those more 

traditionally defined forms of identity - race. ethnicity, gender - that provide the starting point for 

recognition and empowerment. 

While acknowledging the inevitably political nature of cultural policy or planning decisions 

Amendola ( 1997) resists embracing any pre-determined answer to nonnative cultural dilemmas. 

Cultural plans will always involve specific choices and a balancing or equilibrium between 

different .. pulls'': between homogeneity and fragmentation. between moderni:ation and tradition. 

between local ism and cosmopolitanism ( 1998). Young ( 1990) makes a similar point arguing more 

broadly that principles of equity and justice cannot exist independent of the context in which they 

will be applied: they .. must contain substantive premises about social life, which are usually 

derived. explicitly or implicitly, from the actual social conditions in which the theorizing takes 

place" ( 1990. 4 ). While we may have principles to work with. we cannot know the answers in 

advance. While rational discourse is useful, it must be directed toward clarifying the meaning of 

concepts and ideas in specific contexts, not toward building systematic theory. 
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3.3 Meso Level - Governance and Capacity Building 

a) System Governance 

Local Government Roles: Integration and Democratization 

As the scope of issues addressed by local cultural planning expands the demands placed on local 

municipalities will increase. Canadian municipalities vary tremendously in size and sophistication. 

The Municipal Association of British Columbia's (MABC) (1997) mapping of municipal 

responsibilities in local cultural development provides a foundation for understanding this evolving 

role. Local government can act: 

• As funder - providing project funding, grants in aid. annual operating suppon; 

• As facilities manager - either managing municipally owned facilities. supporting facilities at 

.. arm•s length". or providing indirect support for facility development e.g. forgiving of 

property ta" or providing zoning exemptions: 

• As enabler - to be a catalyst or facilitator of local cultural activity: and. 

• As advocate and supporter (MABC. 1997). 

The three types of municipal cultural plans identified are also a useful point of reference (MABC. 

1997): 

• Single issue plans - addressing one cultural issue. such as heritage building conservation; 

• Broader community planning processes - integrating cultural policies or planning statement 

into other city planning documents; for example. Official Plans. Community Services Plans. 

Local Economic Development Strategies: and. 

• Comprehensive cultural planning - plans incorporating all elements of local cultural 

development. 
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The role of local government in arts and cultural development is complicated in Canada by the 

strong commitment to the arm· s length principle in the arts and cultural sector32
. Originally 

intended to keep government out of decisions regarding the merits of individual works of art, the 

principle over time was extended into a rationale for protecting a much wider range of cultural 

decisions from the political process. As the scope of issues addressed by cultural policies and plans 

at all levels of government has expanded. the legitimacy of the principle has been steadily eroded. 

It is difficult to argue that cultural issues are central to the health and well being of communities. 

and then to insist they remain isolated from larger social and political contexts and systems of 

decision-making ... It is difficult to envisage any other area of public life which could demand such 

independence of action .. (Matarasso and Landry. l 998. 6). 

In seeking to clarify the role of local government in cultural planning the perspective and approach 

adopted by the Greater London Council (GLC) provides useful guidance. ln return for financial or 

other forms of intervention the GLC extracted specific policy-based outcomes; for example. 

expectations related to minority interests. employment equity or specific content programming. 

Democratic accountability replaced patronage and subsidy as the central frame of reference 

(Mulgan and Worpole, 1986). The state remained at arm's length from the day-to-day operations of 

cultural institutions and producers, but extracted expectations regarding broader social benefits. 

The challenge of evolving new models oflocal cultural governance is well summarized in what the 

Council of Europe identify as the two pre-requisites for .. bringing culture in from the margins of 

governance,.: the enhancement of the powers of the city administrator vis-a-vis those of the state: 

and the simultaneous coordination and democratization of planning functions and processes 

( l 996 ). The first is needed in order to bring cultural issues .. inside·· local government. and to 

facilitate networks across the various departments of local government. The second is needed to 

ensure that cultural planning goals and directions are more democratically determined and reflect a 

more representative cross-section of community interests and needs. 

3! The principle, imported to Canada by the Massey-Levesque Commission from the British Arts Council, 
became the model for the Canada Council. 
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Linked Policy and Planning Domains 

Mercer and Bennett ( 1998) have identified four linked policy or planning domains that are useful 

in helping to map different facets of local cultural planning and the relationships among various 

stakeholders. See Figure 5. The central point is that inadequate attention has been paid to 

connections and linkages across these four domains. Government policies or plans - the first 

domain - have meaning only if they are translated into policies governing outcomes in specific 

cultural institutions - the second domain. and in the cultural industries - the fourth domain. Cultural 

policies and plans must exist also in relation to a set of social goals or intentions linked to the 

organizations and associations of civil society - the third domain. 

Mercer and Bennett's premise is that government's role must be one of monitoring these linkages 

against a more precisely defined set of policy intentions and outcomes. Planners and policy makers 

"(require) meaningful indices for culture and development that can help set targets at local. national 

and international levels, while cultural managers (must) define goals, market products, and 

demonstrate accountability through performance measurement and evaluation" (Mercer and 

Bennett. 1998, 26 ). The question of the need for more thoughtful and rigorously defined 

performance measures and cultural indicators is taken up below. 
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Figure 5: Linked Policy and Planning Domains 

Policy Domain Focus of Policy Concerns Examples 

The policies ofgovernment The larger public interests Levels of resource allocation: the 
itself - whether at national, served by cultural production requirement that cultural 
state or provincial or local and dissemination, and the institutions comply with access and 
levels. strategies used to achieve these equity objectives; regulation of 

ends. media ownership. among others. 

Policies within cultural The actual cultural outcomes Policies related to education and 
institutions themselves as sought by cultural policy in the outreach programs, access for 
they organize their activities first domain translated into the minority groups, strategies relating 
to take account of public delivery of cultural goods and to attracting cultural tourism, 
interests expressed in public services and the facilitation of among others. 
policy. cultural activities or 

involvement. 

How the fonnal policies of How the individuals and social Needs and aspirations from 
government and of cultural groups that constitute civil specific ethno-racial or cultural 
institutions are shaped and society contribute to and communities related to access and 
influenced by the benefit from cultural equity in cultural institutions; 
organi=ations and production and dissemination. parents· and citizens' groups 
associations of civil society. concerned with moral standards 

and codes of classification for 
television, film and video, among 
others. 

Outcomes related to the The impact of different The contribution of cultural 
quality and quantity of policies and measures on development to local employment 
cultural goods and services patterns of distribution of and wealth creation, to levels of 
or involvement they give cultural good and services, as civic engagement and cohesion, 
rise to, as well as the well as exploring the among others. 
manner of their distribution qualitative dimension of how 
to and across different people experience, interpret 
groups of users and and value the cultures in 
participants. which they participate. 

··users" can be conceived of as 
consumers, audiences, publics 
and communities. 

Adapted from: Mercer and Bennett ( 1998). 
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Performance Measures and Cultural lndicaton 

The call for more rigorously defined performance measures and cultural indicators has been 

identified as a priority in many jurisdictions (Mercer and Bennett. 1998; UNESCO, 1998; Hocky, 

I 997: Dwyer and Frankel. 1997). In the United States Dwyer ( 1999) cites the following reasons 

for the interest in measures and cultural indicators: 

• The desire of many in the arts to gain the public· s support by illuminating the role. 

comprehensibility, and pervasiveness of the arts in society; 

• The belief that modeling the techniques of the business sector - or government's techniques 

based on the business sector approach - will gain attention and recognition for the value of the 

arts and cultural sector of the economy: 

• The belief that optimal decision-making about resource allocation real(v does require data. 

including information about assets and the use of assets. i.e. participation that is comparable 

across communities and over time: 

• Motivation based on the need to build common ground for defining and valuing a very broad 

range of activities as arts and culture in the light of our increasingly diverse culture, i.e. 

indicators as a path into the discussion about broadening cultural participation: and 

• Motivation based on the use of indicators as the ''hook" for more rigorous theory building in 

the field ( 1999). 

More attention to indicators in the cultural field is part of a larger trend of directing greater 

attention to the actual outcomes achieved through public policy and public investment. 

Outcome measurement and social auditing are the way of the future .... Outcome 

measurement shifts the focus from activities to results. from how a program operates to the 

good it accomplishes ... Social auditing, while a term open to differing definitions. is 

generally considered to include some means of accounting for social results of public 

expenditures. It is a concept that acknowledges that social achievements are not measured 

well by either money spent or money saved (Panel on Accountability and Governance in 

the Voluntary Sector, 1998, 26). 

Growing attention to outcome measures and indicators in the cultural field has also been met with 
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concern that these efforts not "fall victim to the neo-conservative ideology that seeks to turn every 

social good into a commodity. Cultural policy and planning cannot remain just an .. adjunct to 

economic policy ... but must instead seek to provide an independent, contestable policy 

perspective'" (Volkerling, I 998, 4 ). 33 In order to resist the drift to market rationality Volkerling 

( 1998) identifies four nodes or dimensions around which cultural policies or plans can be oriented: 

the policies of time. the policies ofplace. the policies of difference, and the policies of 

meaning community. Each dimension is analyzed using contemporary cultural theory. with 

implications drawn for both economic and social policy. 
34 

b) Capacity Building in Local Cultural Development 

Requirements of Healthy Cultural Systems 

The following requirements of healthy cultural institutions and larger cultural systems have been 

identified and serve as useful points of reference in local cultural planning and development 

(summarized from Evans and Jones. 1997): 

• Encourage and reward strength rather than manage weakness: 

• Clarify what constitutes organizational health in mission-driven organizations, across all 

operational areas and in relation to community needs: 

• Reject both "growth" and .. permanence'" as inherently desirable: abandon the mental model 

that associated growth with success and the assumption that once an arts organization came 

into existence it should be in business forever: 

• Celebrate a diversity of forms of cultural expression and embrace a wide range of 

organizational fonns for creating and distributing this work: break out of the straight- jacket of 

the standard "one-size-fits-all not-for-profit model: .. 

• Emphasize organizational identity and resilience rather than equilibrium and stasis as dt!sirable 

organizational goals: 

• Develop the ability for continuous learning within the organization and in relation to its 

environment; 

33 Volkerling argues that this is essential to avoid the way in which social policy in New Zealand has been 
"reduced from a means of ensuring 'participation and belonging in the community' to a mere 'minimum safety 
net' to sustain those who are prevented from participating in the market economy" (ibid., l l ). 
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• Promote generative. not adaptive, learning - merely adapting or reacting to the environment is 

not enough: institutions must be able to generate fundamentally new visions and alternatives: 

• Recognize the existence and validity of discontinuous. as well as incremental. change: 

• Focus on ··gradients of advancement" and critical junctures in organizational life. see 

organizational health measured over time rather than in isolated snapshots; 

• Broaden the range of learning opportunities based on an understanding of the relationships 

among internal parts of the organization. and between the organization and its various 

audiences and communities: and 

• Reconnect .. the arts" to wider community concerns. 

The Cultural Production Chain 

"Supply-side" versus ·'demand-side" cultural plans and strategies are giving way to the notion of a 

cultural "production chain". The production chain has been used to analyze the key stages or 

elements in the overall system of cultural production. distribution and consumption. The aim is to 

identify different kinds of intervention that could be made at various points in the production 

chain. with the goal of making the system work better and deliver better results (Jacobs. 1997). 

The production chain model shifts some of the assumptions about how and why a government 

could become involved in cultural production. The "supply-side" or subsidy/protection model 

assumed that state intervention was essential to ensure production and develop a talent base of 

creators. The production chain assumes that creative expression and cultural audiences interested in 

experiencing/consuming this expression will ex/St in some form or another. and that governments 

can choose to intervene in that system to deliver more and better results and greater public benefit 

than would be otherwise achieved: 

If the chain ( or the 'web'. more accurately) does exist in some form regardless of what role 

government plays. it does make it easier to then ask what role the government should play. 

. . . ln deciding whether there is anything to do the onus of persuasion rests on being able to 

make the compelling case as to how a particular intervention by government would add 

value - economically, socially or culturally - to what would be available otherwise. It 

34 These nodes might also serve as a useful point of reference to guide a multidimensional approach to 
cultural indicators 
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throws a much sharper focus on the intended outcomes of particular actions taken by 

government because (theoretically) it is about deciding to go into the marketplace to add 

value ... " (Jacobs, 1997, 24. italics added) 

The production chain focus on cultural production. distribution and conswnption also helps offset 

the focus on specific art forms or disciplines that has dominated cultural policy making. 

Cultural Information and Research Infrastructures 

Implementing cultural planning approaches requires a strengthened information and knowledge 

base to support decision-making. Existing weaknesses in cultural research and cultural research 

infrastructures internationally can be attributed to a number of factors: 

• The relative immaturity of cultural policy and its lack of conceptual clarity as an 

interdisciplinary area of study and research; 

• The low priority traditionally accorded to research fimding by established cultural policy 

agencies; 

• The lack of research by the crucial agency of local government in cultural policy and 

development which is in part influenced by the national focus of much cultural policy and 

cultural policy research; 

• The lack of resources for systematic research by the agencies of civil society. such as non­

governmental organizations: 

• The weak linkages forged between universities and the broader cultural sectors in the 

development and resourcing of research agendas: and 

• inequalities in international research capacities ( Kleberg. 1998 )35
. 

These weaknesses are being offset by an expanding nwnber of cultural research networks linking 

cultural researchers, public policy makers. and cultural workers and practitioners36
. Emerging 

35
Support for cultural research and cultural research infrastructure has also been undennined by the sector's 

history of defining itself in discipline-specific terms, a tradition that undermined opportunities to tackle 
problems in more strategic terms. The limited research and policy capacity that did exist in the sector has 
been undennined over the past decade by government downsizing. 
36

The Canadian Cultural Research Network (CCRN) held its founding conference in June 1998 in Ottawa. In 
the United States studies of cultural research needs have recently been undertaken with substantial funding 
provided by the Pew Charitable Trust (Dwyer and Frankel, 1997) and the Rockefeller Foundation (Hocky, 
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cultural research networks are being driven not simply by the need for periodic ••stock-taking" but 

rather by the need for new learning-based governance and decision-making systems that enable the 

participation of a wider range of individuals and organizations across the public-, private- and 

voluntary sectors (Rosell, 1999). In this regard Mercer and Bennett ( 1998) argue that strengthening 

cultural research as a basis for decision-making will be as much a matter of new research relations 

as it is new research content. 

1998). Cultural research networks have existed in Europe for more than a decade. Culturelink, established in 
the mid-1980' s, is responsible for undertaking important groundbreaking work in the field. CIRCLE has also 
played an important leadership role, undertaking and/or facilitating a series of major research studies for the 
Council of Europe. At the Intergovernmental Conference on Cultural Policies for Development held in 
Stockholm in 1998 UNESCO was instructed to draft guidelines and provide leadership in coordinating 
international cooperation in cultural research (UNESCO, 1998). 
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3.4 Micro Level - Specific Activities or Initiatives 

On the basis of the literature review a number of specific activities of potential strategic importance 

have been identified relevant to advancing cultural planning approaches in Canada. 

Cultural Mapping 

Cultural mapping is a process that identifies and records an area's indigenous cultural resources for 

the purposes of social. economic and cultural development (UNESCO. 1998). It is a means of 

becoming "more attentive to the complex uses and negotiations of cultural resources . . . which 

characterize the cultural field" (Mercer and Bennett, 1998. 17). Cultural mapping covers tangible 

cultural institutions and resources, but also embraces such intangibles as sense of place and social 

values. ··subjective experiences. varied social values and multiple readings and interpretations can 

be accommodated in cultural maps. as can more utilitarian cultural inventories ... The identified 

values of place and culture can provide the foundation for cultural tourism planning and eco­

tourism strategies, thematic architecture planning and cultural industries development" (ibid.) 

Many innovative examples of cultural mapping have emerged out of close links with local 

environmental groups and planning related to the conservation of natural and cultural environments 

(Council of Europe. 1996). More specifically plans have begun to advocate more integrated 

approaches to the built environment urban design and placemaking. Some jurisdictions have 

moved to establish cultural strategies that link the identification ofland-based cultural resources 

and community histories and narratives. to contemporary creative expression and new digital forms 

of cultural production (ibid.). Geographic Information Systems (GIS). which allow the recording of 

many .. layers" of information about a place, are being used to support cultural mapping (Australian 

Housing and Urban Research Institute. 1998). Museums have been specifically called upon to play 

leadership roles building stronger links between arts and cultural organizations and activity on the 

one hand, and land use planning and cultural resource management on the other (Dreeszen. 1994 ). 

In developing agendas for cultural mapping Mercer and Bennett ( 1998) call for attention to be paid 

to the following issues. 
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• The fact that traditional understandings of cultural resources and cultural infrastructure act to 

obscure many features of the cultural domain. 

• In developing a broader and more inclusive approach it must be acknowledged that that 

cultural resources "are not just commodities but also sets of relations and systems of 

classification. That is to say we need an active and use-oriented definition of cultural 

resources. accounting for the ways in which people and communities interact with and 

negotiate relationships with them" ( 1998). 

Cultural mapping is an activity that offers opportunities for collaboration among academic 

institutions - which bring knowledge of conceptual frameworks and methodologies. communities -

which bring the necessary local knowledge and networks. with support from both public - and 

private-sectors - which bring the powers and resources for implementation ( 1998. 16 ). 

Focal Practice: Planning Through Cultural Resources 

One of the claims made for cultural planning is that it can provide insights into cities as cultural 

rather than simply functional entities (Bianchini and Parkinson, 1993 ). At a collective or system­

wide level cultural planning is concerned with a more systematic approach to the identification and 

use of cultural resources. But practices are also needed that engage the individual and deepen 

understanding of the cultural dimension of civic life. Here we might say that cultural planning is 

less about the planning of cultural resources than it is planning thro11Rh cultural resources. cultural 

planning as civil learning. 

One of the premises of this dissertation is that museums offer contexts in which the cultural 

dimension of community life can be engaged. The new museology points to a broader engagement 

with the contemporary cultural needs of diverse communities as central to museum purposes. 

Higgs ( 1988) provides a bridge between the museum and broader planning contexts in his analysis 

of the role of culture in community autonomy. The analysis draws heavily on Borgmann' s ( 1984) 

analysis of the ''device paradigm" that characterises the way technology patterns modern life: 

... Devices induce the radical separation of means and ends by shattering traditional 

engagement with things-in-the-world. A 'thing' is something with which we engage not 

only in the object itself but in that thing's environment. A "device,' alternately, is 

composed of machinery and attendant commodities. The modern technological system 
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strives to enhance satisfaction through the provision of commodities, and the devices 

themselves are rendered progressively more pervasive and less conspicuous ( 1988. I 0). 

At the heart of Borgmann's thinking is the notion of focal concern. In order to challenge the fetters 

of the technological paradigm. individuals must involve themselves in engaging activities that 

expose the sharp distinction between focal things and devices. Focal points are needed as a means 

of overcoming the subject-object split and as a means of revealing the complex and abstract forces 

that lie beneath surface realities and conventional language: 

[Focal points] become an entry point into the matrix of social interactions from which all 

other points are accessible ... they present the means for observing abstractions in their 

concrete realizations in the social order. They expand the possibility of understanding the 

operation of society and also of the deeper texture of the specific concepts themselves 

... focal practice is a means of making visible that which is usually invisible. The most 

powerful forces in our lives are the ones that inevitably escape scrutiny and criticism 

( 1988. 27). 

Higgs describes two kinds of focal practice, both of which are relevant to cultural planning. The 

first is the col/ecti\'e practice - community events and specific shared experiences and phenomenon 

that can contribute to an understanding of the deeper context of community life. But equally strong 

attention is paid to mdiridual focal practice. Here. the emphasis is on the commonplace things that 

reside in everyday life . 

. . . the garden. music. and the culture of the table. These are common activities that 

permeate daily life and to assert a powerful orienting role for them is to make a strong 

claim. Traditionally focal things have been regarded as large cultural edifices, the Greek 

temple or the medieval cathedral. These enormous physical structures provided a place for 

[some] people in a community to gather and celebrate ultimate concerns in a structured 

setting. Heidegger viewed technology as the modem force that destroyed the focal 

concerns of past ages. ln order to regain the power previously held by great works of art 

he turns to simple things to uncover their manifold presentation ( 1988. 175). 

Museums can be forums for both individual and collective focal practice. Beneath both lies the 

need for visitors and residents, as Sullivan ( 1995) put it, "(to come to see) that they too are culture 
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bearers., and, in that. more alike than different from the 'Other' they meet in the museum's 

exhibits" ( I 995, 6). Sullivan described a number of exhibit fonns that helped to uncover these 

insights. Another form of exhibit practice relevant to "piercing" surface appearances and 

assumptions to reveal more of the cultural dimension of community life is that of "reflexive 

exhibitions". These are exhibits that use humour. irony, parody and juxtaposition to help cast doubt 

in the mind of the visitor about museum pretensions to knowledge. "truth". and objectivity. In 

deliberately setting out to challenge the museum's traditional authority the exhibit opens up a 

discourse with the visitor through which they are invited to examine their own assumptions about 

power, authority and ideology (Duclos. 1993). These exhibitions seek deliberately to expose the 

filters and biases that have governed the collections and interpretative practices of the museum: 

[This] makes conscious what has been unconscious. explicit what has remained implicit. 

problematic what has been unquestioningly accepted. It does this in order that we might 

critically engage ourselves in a more principled pursuit of self-knowledge. The entire 

museum enterprise should be guided by this notion - of promoting a more critical self­

examination of itself - so that we. as visitors, scholars, students, artists may begin to do the 

same with equal enthusiasm ( 1993, 9). 

Duclos' analysis of reflexive exhibitions draws heavily on the work of Hutcheon ( 1989) who 

analyzes postmodern interpretative practices. Hutcheon argues that in the context of rising political 

and cultural consciousness it is where these Mo mtersect that we may find some of the greatest 

opportunities for transformation. 
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PART II: RESEARCH DESIGN 

4.0 Research Method 

4.1 Primary Research Question 

The literature review began by exploring two fields: local cultural development:, and planning and 

community development. Traditional theory and practice in both is challenged by a series of 

factors ranging from radically changed epistemological assumptions. shifting demographic and 

political realities. and pragmatic matters of resource constraints. I argue that each field has insights 

and strengths needed by the other. The emerging cultural planning approach is a place where this 

synergy can be explored. 

The literature also demonstrates that local museums are potential institutional settings in which new 

cultural planning approaches can be practised and championed. The hypothesis is that museums 

have potentially important roles to play in cultural planning. Realizing this potential will require 

two things. First, a significant reframing of museum purposes linked to new understandings of 

culture and community-based cultural planning. This premise is consistent with the view that 

planning is less about technocratic problem solving than it is about conceptualization. problem 

framing and values clarification (Innes. 1990). 

Second, museums will need to evolve new organizational and professional practices consistent with 

these new purposes. More specifically, museums cannot take on new roles while retaining 

antiquated internal organizational structure and decision-making processes. The literature suggests 

that the principles and practices of organi=ational /eaming can support both the reframing of 

museum and broader cultural planning purposes. and the evolution of organizational and 

professional practices. 

My central research question is: 

How can organizational and professional practices in museums change to address new 

understandings of culture and community-based c11lt11ral planning? 
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4.2 Research Orientation 

The research falls broadly under the tradition of participatory action research. This research rejects 

the observer-observed dualism erected by positivism; the assumed disinterest of the observer is 

rejected. along with the passivity of the participant or practitioner (Denzin and Lincoln. l 994 ). 

Three assumptions underlie participatory action research: 

• Late twentieth century democracies should empower all citizens. not just privileged elites: 

• Liberal social practice can never be morally or politically disinterested; and 

• The managerial separation of conception - research. from execution - practice. is 

psychologically, socially, and economically inefficient ( l 994 ). 

The research assumes there are indivisible links among knowledge. methodology. and human 

interests. It emphasizes individual and group reflection as central both to deepening consciousness 

and serving emancipatory ends. Participatory action research assumes the pursuit of democratic 

forms of communication that. in turn. prefigure social change. These emancipatory intentions exist 

in tension with constructivist or posttnodern traditions that assume that the social world is a 

constructed and interpreted. more than a literal, world, and is always under symbolic construction -

and deconstruction. The constructivist tradition places the focus on the process of the work by 

identifying, among others. the following core issues: 

• The relationship between what is observed - behaviors. rituals. meanings - and the larger 

cultural, historical. and organizational contexts within which the observations are made - the 

substance: 

• The relationships among the observer. the observed. and the setting - the observer: 

• The issue of perspective or points of view. whether the observer's or the 

members' /participants' are used to render an interpretation of the data - the interpretation; 

• The role of the reader in the final product - the audience: and, 

• The issue of representational, rhetorical. or authorial style used by the author to render the 

description and/or interpretation - the style (Altheide and Johnson. 1994, 489). 
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Lather ( 1991) explores the challenges or tensions as well as the possibilities that flow from linking 

constructivist or posttnodem and critical research perspectives. The opportunities rest on the 

following assumptions: 

• The failure ofpositivism: positivism and instrumental reason - our faith in immutable and 

universal laws that explain causality and predict behaviors - cannot address human 

complexity: 

• The i·alue-laden nature of inquiry: knowledge is perspective and culture-bound: ideology is 

thus a central force in human affairs. the medium through which consciousness and 

meaningfulness operate in everyday life: ·'scholarship that makes its own ideological 

assumptions part of its argument arises as a new contender for legitimacy:" 

• The possibilities of critical social science: critical reason provides an alternative to 

instrumental reason by exposing the underlying structures related to historical formation and 

power and providing people with the perspectives and tools they need to challenge inequities: 

• The politics of empowerment: research must empower those involved by analyzing the causes 

of powerlessness and acting - individually and collectively - to change those conditions: 

• The challenges ofpostmodemism: posttnodemism represents "an epochal shift in thinking 

about how we think,,. a shift away from a world found "out there" - objective. knowable and 

factual - towards a ··constructed'' world in which knowledge is contested and partial. the 

interplay oflanguage. power and meaning (1991.3-5). 

Reconciling constructivist and critical research traditions raises a number of significant challenges 

for the researcher. The first is the relationship between theory and data. The contructivist 

worldview assumes that theory follows from data, not vice versa: efforts are made to minimize 

researcher-defined or imposed interpretation. In conventional critical research traditions the 

researcher - "the emancipator'· - starts with a commitment to challenging entrenched power 

relations through a priori critical theory. Lather seeks research methods that enable the researcher 

to navigate between these two seemingly contradictory perspectives. 37 These research methods are 

"rooted in the intersection between people's self-understanding and the researcher's efforts to 

provide a change-enhancing context" ( 1991. 65). Through individual and group reflection and 

critique. participants come to see contradictions and reveal assumptions that had lain hidden or 

submerged. 
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A second tension relates to how one acknowledges the personal needs and intentions of social 

actors - without reducing all accounts or explanations of social reality to these tenns. while 

simultaneously acknowledging the deep structures of power that shape human experience and 

perceptions - without imposing a priori theory. 

Finally, linking the two research traditions requires different approaches to questions of validity in 

research. Four potential sources of validity exist: 

• Triangulation of data sources: ensuring data are drawn from a variety of sources; 

• Testing constn,ct \'alidity: a deliberate and systematized reflection on the theoretical 

foundations and traditions from which constructs in the research emerge; 

• The reconsuleratwn ojjace ra/rdity: achieved through recycling description. emerging 

analysis and conclusions back to participants; and 

• Catalyuc validity: a process by which research is used to re-orienL focus and energize 

participants towards knowing reality differently in order to transform it, a process Freire terms 

··conscientization" ( 1991 ). 

A key issue in participatory action research relates to the role of the researcher. The classic 

typology of naturalistic research roles outlined four modes through which observers may gather 

data moving from greatest to least levels of participation (cited in Adler and Adler. 1994): 

• The complete participant: 

• The participant-as-observer: 

• The observer-as-participant: and 

• The complete observer. 

The trend in qualitative research has been toward greater involvement, even membership. roles. 

Three membership roles now appear to dominate. again moving from greater to lesser levels of 

participation and involvement: 

37 
Sullivan ( 1994) identifies the same tension as central to museums interpreting cultural diversity in the 21 51 

century. 
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• The complete-member-researcher; 

• The active-member-researcher: and 

• The peripheral-member-researcher ( Adler and Adler, 1994 ). 

This research falls into the middle category of active-member-researcher. l sought to establish a 

meaningful level interaction and relationships with participants in the research. This was important 

in order to gain insight into personal and interpersonal dynamics involved in any process of 

organizational change. This shaped the choice of research tools described below. 
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4.3 Core Data Sources 

The Case Study as Research Method 

The research takes the form of a qualitative case study. Three types of qualitative cases can be 

distinguished from the standpoint of the motivation of the researcher (Stake, 1994 ). These are 

offered less as functional models than as heuristic devices that enable the researcher to reflect on 

motivation and perspective: 

• Intrinsic case studies in which research is undertaken because one wants better understanding 

of a particular case: 

• Instrumental case studies in which a particular case is examined to provide insight into an 

issue or the refinement of a theory: and 

• C o/lective case studies in which researchers study a number of cases jointly in order to inquire 

into a broader phenomenon. population or general condition. 

The approach to this case is a mix of inbinsic and instrumental. The danger in instrumental 

approaches to cases is that the researcher's desire to create theory or define causation distracts from 

noting features that are important for understanding the case itself (Stake. l 994, 238). My hope is 

to gain a depth of insight into a single case. The aim is to achieve what Geertz ( 1973) called .. thick 

description." analysis that focuses on the complexities and uniqueness of the primary case study. 

Focusing on one case makes possible relationships of trust with participants. Building relationships 

provides the researcher with access to personal reflections and narratives that can be an important 

source of insight. Analysts of organizational change argue that stronger descriptive narratives and 

personal testimonies related to organizational life are needed as much as, if not more than, rigorous 

theoretical analysis (Van Maanen. 1988: Krug. 1996). 

The use of an individual case study for research is not without risk. In the absence of comparative 

data a shift in the nature of the case may occur without the knowledge of the researcher (Yin. 

1984 ). Questions can also be raised about the transferability of findings and conclusions. In the 

current research there is no pretense that findings will produce ·•models" or .. strategies,. applicable 

in all contexts. Rather, I envision a set of flexible insights and principles that may be adapted in 
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different contexts. Comparisons can nonetheless be useful as a source of insight and as a means of 

testing the relevance of findings. In this case I ''test" the relevance of findings in two communities 

of comparable size and circumstances to that of the primary case. 

The major conceptual responsibilities of a qualitative case researcher are summarized as: 

• Bounding the case. and conceptualizing the object of study; 

• Selecting phenomena, themes or issues - that is. the research questions - to emphasize: 

• Seeking patterns of data to develop the issues; 

• Triangulating key observations and bases for interpretation: 

• Selecting alternative interpretations to pursue; and 

• Developing assertions or generalizations about the case (Stake. l 994. 244 ). 

How the case is reported - or how the story is told - is also an important dimension of case studies. 

Cases can serve as a source of constructivist knowledge generation between researcher and reader. 

Seven presentation styles can be identified: realistic, impressionistic. confessional. criticaJ, formal, 

literary, and jointly told (Van Maanen. l 988). Whichever style is chosen. the researcher must 

make judgments regarding what issues. events, problems, relationships are important and deserving 

of attention in reporting. There are advantages to allowing portions of the case to "tell their own 

story," less mediated by the researcher's analysis. Narratives and testimonies from participants can 

act as catalysts for readers. and can extend their own memories of events and stimulate reflection. 

Participant Obsen-ation 

As noted. the research here falls into the middle ground of active-member-researcher. 

Consequently. the case makes use of participant obsen·alion. The definition of participant 

observation is the source of some controversy, but a distinction is generally drawn between 

participant and non-participant observation. The fonner refers to observation carried out when the 

researcher is playing an established participant role. The distinction between the two is not 

especially helpful. since it may imply that the non-participant observer plays no recognized role. 

The following issues can serve to distinguish levels of participant observation: 
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• Whether the researcher is known to be a researcher by those being studied. or only by some, 

or by none; 

• How much, and what, is known about the research by whom; 

• What sons of activities are and are not engaged in by the researcher in the field. and how this 

locates her or him in relation to the various concepts and group membership used by 

participants; and 

• What the orientation of the researcher is; how completely he or she consciously adopts the 

orientation of insider or outsider (Atkinson and Hammersley. 1994 ). 

In this research: 

• I was always known in the case as a researcher: 

• There was full disclosure regarding all aspects of the research to all participants; 

• I interacted using repeat interviews with key participants. small group meetings. and on-site 

observation38
; and. 

• (As noted) I assumed an orientation of active-member-researcher. 

Consistent with this orientation. specific obsen·a11onal techniques were utilized in the research. All 

interviews and small group meetings were recorded and transcribed. Capturing what was said in 

this way freed me from detailed note-taking and allowed me to focus in meetings on recording 

descriptions and impressions of participants, their interactions. routines, rituals. interpretations 

(Adler and Adler. 1994). 

Repeat interviews provide an opponunity to --reed back'. earlier discussion and to deepen insight 

for both participants and researcher. and can serve as a check of descriptive and interpretive 

validity. Unlike more public forums, individual interviews provide an opponunity for study 

participant to speak about issues frankly and in confidence. Semi-structured interviews were 

infonned by identified research questions but remained flexible and responsive to individuals and 

their concerns. All interviews were infonned by appreciative inquiry. a dialogue and interview 

technique that is described in more detail below. 

38 These research tools are described in more detail below. 
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Small group meetings interspersed with interviews provided a collective context for reflecting, an 

opponunity for researcher and participants to observe, listen and reflect on a range of issues. They 

provided forums to acknowledge differences. to work toward shared understandings, and to build 

useful constructs and theories. Meetings also provided a means of contrasting "public'' positions 

taken by team members with personal views expressed in interviews. 

Triangulation in the research - what participants said, what I observed. and what insights could be 

drawn from relevant literature - was the main source of validation in the research. Reliability was 

tested through the conducting of participant observation repeatedly and systematically over time. 

Stages of Observation and Analysis 

Adler and Adler ( 1994) describe how observation evolves as research proceeds. Initially. 

observations are primarily descriptive. Unfocused and general in scope, they are usually based on 

broad questions and provide a base from which the researcher can branch out in myriad future 

directions. After some time during which the researcher becomes familiar with research settings 

and dynamics. a shift occurs to more focused obsen·ations in which the researcher directs his or 

her attention to a deeper and narrower portion of people. behaviors, times. spaces, feelings, 

structures and/or processes. 

Clearer research questions and problems that require more selected observations emerge from this 

narrowing. At this point researchers focus on establishing and refining the characteristics of and 

relations among the elements they have previously selected as objects of study. Observational data 

gathering continues until researchers reach theoretical saturation (Glazer and Strauss. 1967). This is 

the point at which the generic features of their new findings consistently replicate earlier ones. 

"Overall the stages of observation form a funnel. progressively narrowing and directing 

researchers' attention deeper into the elements of the setting that have emerged as theoretically 

and/or empirically essential" (Adler and Adler. 1994. 381 ). 
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4.4 Detailed Research Methods and Data Sources 

4.4.1 First Phase Data Collection 

a) Selection of Case Study 

l'l selecting a community and an institution with which to work I was guided by the following 

criteria: 

• Proximity to Toronto; 

• Interest on the part of key stakeholders; 

• Access to decision-makers; 

• A community with a diversity of local cultural activity; and 

• A local museum with an interest in assuming broader responsibilities for culture and cultural 

development in the community. 

I considered several communities. One was Kitchener. I learned of an apparently successful 

cultural planning process in Kitchener while completing my doctoral course work at the University 

of Waterloo. The planning process had been conducted using a community visioning exercise. had 

generated considerable support and committnent from both the community and the municipality. 

and had resulted in several very concrete actions that linked larger planning principles to specific 

community projects. The missing element here was a local museum that sought to play a 

broadened role related to local cultural development. Most of the local museums in Kitchener are 

historic house or historic site museums. with quite specific collections and interpretive mandates. 

The second choice was Aurora. This community north of Toronto is undergoing rapid growth. 

Here there was no fonnal, municipally endorsed cultural planning function. However, the local 

historical society had embarked on a process to rethink its mandate in the light of a changing 

community, and a different set of understandings of local culture and heritage issues. The historical 

society managed a small local history museum. I had met one of the board members of the 

historical society at a public hearing during the provincial heritage policy review I conducted for 

the Government of Ontario in the late 1980 • s. I was impressed with this person· s thoughtfulness 

and committnent to understanding local heritage issues in a larger context. 
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The third community I considered was Peterborough. During the same provincial heritage policy 

review, l had met the Manager of the local museum, the Peterborough Centennial Museum and 

Archives (PCMA). He too impressed me as someone with a broad vision of heritage and cultural 

issues at the local level. The PCMA had been granted an expanded mandate from the municipality 

as the Culture and Heritage Division (CHO) of the City of Peterborough. The "catch" was that 

these responsibilities were to be taken up with no additional resources. This would clearly require 

change in organizational activity and orientation. 

Peterborough seemed to provide an opportunity to explore the two-part nature of my research 

question. Here was a local museum trying to take on additional responsibilities and trying to think 

differently about local cultural planning and development. 

b) Document Review 

The document review to establish the early history of the museum included: 

• Two histories of the museum that describe its evolution from the late 19th century to the late 

1980s: 

• Minutes from PCMA board meetings beginning in the early 1990s: 

• Minutes from Culture and Heritage Board (CHB) meetings from 1995 to the present: 

• Founding by-laws and other mandating documents surrounding the establishment of the CHO: 

and 

• A range of municipal planning documents - Corporate Strategic Plans ( 1988, 1995 ). Update of 

the Master Plan for Parks and Recreation ( 19898), Community Economic Development 

Strategy - Peterborough 20/20 ( 1996-7). 

Findings are set out in Chapter 5.1: Snapshot of the Peterborough Case, Chapter 5.2: Ear(v 

History of the Museum, and Chapter 5.3: Formation of the Culture and Heritage Dil'ision. 
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c) Dialogue With Museum Manager 

Two start-up discussions were held with the Manager responsible for the Peterborough Centennial 

Museum and Archives (PCMA) in January 1996. Prior to the first meeting I confirmed in writing 

the overall research design39 and secured his agreement to participate. The interviews took place 

two weeks apart in Peterborough, and each lasted approximately 90 minutes. They were 

unstructured discussions aimed to allow the Manager to identify issues and concerns from his own 

perspective. The interviews helped broaden the context for the case study beyond that provided by 

the document review. These initial discussions evolved in recurring dialogues with the Manager 

that continued, on a monthly basis and mostly by phone, throughout the research. 

Findings also inform Chapter 5.3: Fom1at10n of the Culture and Heritage Dil'ision. 

d) Focus Group and Creation of the Core Learning Team 

Engaging others in the institution began with a focus group in February 1996 attended by full-time 

and part-time staff. student interns. and three board members - a total of fifteen people. The 

Manager organized and facilitated the meeting. He identified the following goals for the meeting: 

• To strengthen involvement; 

• To assess institutional changes; and 

• To review. assess and prioritize divisional goals. 

As a structure for the meeting the Manager used an altered Strengths/Weaknesses/ 

Opportunities/Constraints (SWOC) process. To ··personalize" the process he asked people to 

reflect on the things in the organization that they were most proud of: those they were most 

emba"assed by, those they dreamed about accomplishing. and those they feared the most. 

Based on the meeting and discussions with participants. the Manager confirmed a core learning 

team that consisted of four full-rime staff and three Board members. 

Findings are set out in Chapter 5.4: Focus Group Findings. 

39 
The research design had first been approved by the Office of Human Research. 
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e) Initial Interviews With Learning Team 

Interviews with individual team members were conducted in March 1996. Each interview lasted 45 

minutes to one hour. The interview design drew on appreciative inquiry, an organizational learning 

method that originally emerged as a critique of conventional action research methods (Cooperrider, 

1990). Traditional action research made use of logical positivist assumptions, assumptions that 

lock us into a "rear-view world", and to research methods that tend to (re)create the social realities 

they purpon to be examining ( 1990, 54 ). Appreciative inquiry falls into a more constructivist or 

postmodern paradigm. 

The conventional focus in action research, and the dominant frame of reference in most planning 

and organizational change processes. is on resolvmg problems rather than generating new theory 

and new images of reality. The .. problem with problem-solving" is that it is inherently conservative 

and limiting. lt focuses on deficits rather than on strengths. and its analytical approach promotes a 

fragmented view of the world. ·11te problem is not just that we have methods of problem-solving, 

we've gone further. and said as a root metaphor- ·the world is a problem-to-be-solved"' 

(Cooperrider. 1995, 12). Cooperrider argues that questions arefatefa/. lfwe ask about problems 

we find problems. If we focus on the best of what is. what the life-giving forces are in the 

organization, we can witness a .. heliotropic effect" - the organization evolves toward those images. 

as a plant turns toward the sun. The practices of appreciative inquiry are intended to help focus 

strategic intent and to replace the more rational assumptions of gap analysis, goal formulation, 

feasibility, and so on that characterize traditional strategic planning models. They also value hope 

and emotion, indispensable elements of building commitment and innovation ( 1995). 

There are three parts to appreciative inquiry: 

• Discovering the best of what is; 

• Understanding what creates the best of what is: and 

• Amplifying the things - people, processes, values - that embody the best of what is. 

These were translated into the following set of interview questions. 
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Figure 6: Initial lnteniew Questions 

/. Tell me about yourself- your background. current role. interests. other involvement. 

2. f 'm excued about the potential of the new Dil'isional Structure and Mandate. But first I want to 

begin by gelling some oj~vour thoughts about the museum as ii 1s exists now. 

• What are its strengths? 

• What about it makes you the most proud? When have you felt the most fulfilled. the most 

satisfied? What have been the most exceptional moments? 

• What is the museum"s major contribution to the community? 

3. Let's turn to the fiaure. Can J'OU tell me what ii is about the new Division that makes you the 

most hopeful? The most excite,/:) Where is the most potential Jor change? 

4. Since the mandate of the Dmsion is sen·ing the community I'd like us to talk abour 

Peterborough. 

• What defines the community? What are its characteristics? What makes it unique? 

• What are its strengths? What is it that could be built on? 

• What would you say are its weaknesses or limitations? What issues need addressing? 

5. When we talk about the culwre of Peterborough: 

• What does this word mean to you? 

• What contributions does culture make to community life? 

• Are there some values that you think describe this culture? 

6. I want you to dream a bit for me. 

• What is your vision for the Division? 

• What role do you see it playing 20 years from now? 

• What needs to occur in the next 2-3 years to prepare for this future? 

• What changes in the organization would have the biggest impact in realizing this future? 

7. Can we sum up? What themes haw emerged for you? Is there anything else you'd like to say? 
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f) Creation of the Team .. Story" 

After the interviews, each team member constructed a story expressing their hopes - and concerns -

regarding the Division. The Manager consolidated these into an overall team story. The statements 

serve to benchmark a set of ideas and perspectives. The team story, with appended individual team 

members' stories, is set out in Appendix C. 

Findings from e) and f) are set out in Chapter 5.5: Team !nten·iews and Creation of the Team 

Story. 

4.4.2 Second Phase Data Collection 

a) The Learning Forum 

Background 

The Leaming Forum brought six teams from museums across Canada together in Toronto June 6-

9, 1996. l11e Forum was part of a pilot project of the Canadian Museums Human Resource 

Strategy (1995) which explored organizational learning and change in Canadian museums. I had 

been involved in various capacities over many years with the Canadian Museums Association and 

its work on human resource development:10 The opportunity to involve the Peterborough team in 

the Learning Forum arose as I was beginning my research. It provided the team with access to 

resources and expertise that would not otherwise have been available. The Canadian Museums 

Association retained a consultant with expertise in organizational learning. She was responsible for 

overall design of the Forum. for facilitating the Forum. for teaching or introducing various 

organizational learning disciplines or techniques. and for completing an evaluation of the event. 

Prior to the Leaming Forum. a participant from another museum eloquently expressed their hopes 

for the project: 

40 I chaired the Museum Labour Force Study ( 1989), which was the first comprehensive analysis of the 
museum workforce. 
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I hope this project will encourage museums of all kinds and sizes to seriously reflect on 

what they're doing, how they're doing it, and who they're doing it for. with the hope that 

this will result in enhancing the value of museums within our society. Our work is really 

about providing greater meaning and value to the people we serve. l hope that we 

challenge traditional practices, to keep or modify those which serve our purpose. and to get 

rid of those that don't. I would be pleased if this project encourages this process of 

organi:ational self-reflection. I would be even more encouraged if this project helps 

museums to work together on this and to share our successes and challenges (Janes. 1995a, 

italics added). 

Learning Forum Design 

Museums, like most organizations, exchange information and ideas on specific museum practices -

educational programs. marketing plans. etc. This exchange tends to occur between individuals in 

specific functional areas, such as directors. educators, or marketers. Museums have considerably 

less experience with organizations learning from one another as systems. Organizational learning 

was understood for purposes of the Learning Forum to mean .. the intentional use of learning 

resources at the individual, group and system level to continuously transform the organization in a 

direction that is increasingly satisfying, to its stakeholders" (Dixon. l 994. 56 )."11 

The design of the Forum was based on the following organizational learning principles (Dixon. 

1994). 

Teams/Organizations as the Unit of I.earning: The practices of organizations are not simply the 

sum of members' individual competence: there is also competence and knowledge that is a product 

of the collective. For an organization to learn new system /e,·el competencies, it must ''learn to 

learn" as a collective - as a unit. 

Organizational Assumptions are Limiting: An organization's ability to be effective is limited by 

its assumptions. Groups are often unaware of the assumptions they bold or of the ways those 

assumptions serve to limit their practice. It is often possible for .. outsiders" to identify assumptions 

that a group holds. These assumptions are reflected in: 

41 Nancy Dixon. of The George Washington University, afso served as the consultant to the project. 

112 



• The group's actions; 

• Its interactions: 

• The way they frame the problems they encounter; and 

• The language they choose to describe their dilemmas. 

Thus, it is possible for one group to serve as a mirror for another group, even when the mirroring 

group has not itself experienced the problems the other group is facing. 

Co-Inquiry - Learning across organizations is most effective when all parties are in a learning role. 

When some groups - or individuals - are identified as ''knowledgeable experts" and others are 

labeled as learners in need of assistance. there is a tendency on both sides to hide mistakes and 

ignorance. In co-inquiry, an parties acknowledge that they are blind to their own assumptions and 

are in need of the help of others to see what they cannot see for themselves. Everyone is in need of 

support to face the difficult path of change. 

Collective Intelligence - Organizational learning assumes that the world is knowable by ordinary 

people and that their knowing can be collectively and meaningfully organized in order to address 

the serious organizational issues that they face. When people of good will think together, they can 

create new and powerful solutions that. as individuals. they could not have constructed on their 

own. 

Learning Occurs Over Time - System change happens over long periods of time because learning, 

especially system learning, occurs slowly. 

Collaboration and Alliances - Organizations have much to learn from one another. They must find 

ways to collaborate. especially in a time of scarce resources. Organizations are. in the larger 

scheme of things, all connected. When they seek common ground rather than differences they are 

able to support and sustain each other. 

The agenda for the three-day event required teams to work in four different configurations: 
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• Plenary - all teams meeting together; 

• Museum Teams - teams meeting by themselves to advance their individual work; 

• Paired Teams - two teams meeting together to learn with and from each other; and 

• Mixed Teams - groups who come together based on shared interests. 

Activities at the Leaming Forum reflected the collective learning principles. Figure 7 links 

elements of the Learning Forum design to the principles. Figure 8 provides an overview of the 

Learning Forum agenda 

Additional details on the Forum are set out in Chapter 6.1: Organi=ational Learning Practices. 
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Figure 7: Learning Principles and Learning Forum Design 

Learning Principles Design Elements 

Teams/Organizations as the Unit of • Teams invited to participate rather than 
Learning individuals 

• Activities at the Leaming Forum 
primarily team-based 

• Time for teams to work on own issues 

Organizational Assumptions are • Paired team reflections 
Limiting • Appreciative inquiry 

Co-Inquiry • Paired team reflections 

Collective Intelligence • Community dialogue 

Collaboration and Alliances • Community dialogue to build a support 
system for change 

• Eurythmy 

Learning Occurs Over Time • Three day Forum with follow-up 
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l'HURSDAY FRIDAY SATURDAY SUNDAY 
MORNING 9-9:45 P- Discussion of 9:00-9:30 - Demonstration 9:00-9:45 P- Preparation 

Appreciative Inquiry of Paired Reflection for Continuing to Learn 
9:45-IO:OO PT Notes to self 9:30-10:20 PT- Paired Together 
10:00-1 O: 15 Break Team Reflection- Round I 9:45:10:45 - Individual 
10:15-11:45 PT- Paired 10:20-10:35 - Break interviews on learning 
Interviews I 0:35-11 :30 PT - Pai red I 0:45: 11 :45 - Eurythmy 
11 :45-12:45 - Lunch Team Reflection - Round 2 & Break 

11 :30-12:30 MT - Teams 11:45-12:15 -Team 
Meet Individually Reflection on Learning 
12 :30-1 :JO Lunch 12:15-1:00 Lunch 

AFTERNOON 12:45-1:15 MT- Prepare 1 :30-2:30 P- Decisions on 1 :00-2:00 -Report Out 
feedback on interviews Monitoring Our Learning 2:00 J:00 - Closing Circle 
1:15- 2:15 PT- Provide 2:30-3:30 -Eurythmy & 
themes Break 
2:15-3:15-Break & 3:30-5:30 PT Paired Team 
Eurythmy Reflection - Round I & 2 
3:15-4:15 - MT -Teams 5:30-6:00 - Community 
Meet Individually Dialogue 
4:15-5:00- Community 
Dialogue 

EVENING 6:00-7:00 MIX- Dinner 
7:00-7:30 Introduction of 
people and work 
7:30-7:50 MT 
7:50-8:50 Team Stories 
Postscript 
8:50-9:30 Community 
Dialogue 

Figure 8: Learning Forum Design 
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Peterborough Team's Experience 

The Peterborough team's response to the Leaming Forum is described in two parts. First, the 

substantive insights gained into their task - assessing challenges and chatting strategy for 

implementing the Division's new mandate. Second. the insights gained into team dynamics and 

different ways of thinking and learning together. 

Findings are set out in Chapter 6.J: Pererborough Team Finding, 

b) Post Learning Forum Interactions With Core Learning Team 

Second Interviews with Team Members 

In early July 1996, several weeks after the Leaming Forum. I conducted repeat interviews with 

team members. The purpose of the interviews was to collect feedback on the impact of the 

Leaming Forum. Questions were again framed in the spirit of appreciative inquiry, and encouraged 

team members to imagine positive possibilities. 

Figure 9: Second Interviews with Core Leaming Team 

l. What was the most memorable or exceptional moment for you at the Learmng ForumJ 

2. What new insights did you gain about 1he 1eam 's 1ask? How would you describe the focus of 

the team 's work? 

3. Whal personal insights did you gam about yourself and or your relatiomhip to 1he teamJ 

4. Have there been positi,·e changes in personal interactions and team dynamics as a result of 

the Forum? 

Findings are set out in Chapter i.J: Second lnten·iews with Team Members. 
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c) Team Retreat 

A one-day team retreat or planning session was organized away from work in late July 1996. In an 

effort to encourage more shared leadership. the Manager asked two team members to plan and 

coordinate the retreat. By the end of this retreat. these members hoped that the team would have: 

• A shared vision of the Division: 

• A shared vision of culture and heritage; 

• A critical path. plus a method for recording and evaluating progress; and 

• Exciting ideas. 

A clarification of outcomes and a series of proposals for focusing the work of the team through a 

number of specific tasks emerged out of the meeting. These were divided up and team members 

committed to advancing the work of the team over the summer months. The team decided to report 

on the results of their work to date to the Culture and Heritage Board (CHB) early in the fail. 

Findings are found in Chapter 7.2: Team Retreat. 

d) Presentation to the Culture and Heritage Board 

The team met early in September. approximately two weeks before the Board meeting. to discuss 

strategy and to decide what issues should be addressed in the presentation. 

The team reported to the board on the following issues: 

• An update on the team's work to date: 

• A draft definition of culture and heritage; 

• A proposal regarding the use of appreciative inquiry for engaging more stakeholders: 

• A proposal for a Divisional logo and a special event to build profile; and 

• The results of some initial efforts to administratively distinguish the work of the PCMA and 

CHO. 
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At the meeting the board's extremely hostile reaction to the team's presentation was a surprise to 

everyone, and was a turning point in the research. 

Chapter 7.3: Presentation to the Culture and Heritage Board summarizes findings. 

e) Follow-Up With the Team 

The team met a number of times in the months following the CHB meeting and continued their 

individual work on tasks identified at the team retreat. During the next period of research I did not 

meet with the team as a whole but remained in touch through periodic phone calls to team 

members and the Museum Manager. 

Findings are described in Chapter 7.-1: Follow-Up Team ActMty. 

f) Summary of Second Phase Data Collection and Secondary Research Questions 

Findings from the second phase of data collection identified a series of barriers to change in the 

organization. These were formulated into a series of three more focused research questions. The 

first has to do with barriers to a reframing of museum purposes as they relate to cultural planning. 

The second has to do with leadership need~ and requirements. The third has to do with the 

structures and dynamics of local cultural gm·emance. 

Conclusions are set out in Chapter 7.6: Summary of Second Phase Data Collection. 

4.4.3 Third Phase Data Collection 

a) Literature Review on Barrien to Change 

A focused literature review on these secondary research questions was undertaken to inform the 

final phase of data collection. 

The results of this literature review are set out in Chapter 8. I: Museum Ideologies and Belief 

Patterns, Chapter 8.2: Leadership Theory, and Chapter 8.3: A Systems View of Cultural 

Governance. 
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b) Final Data Collection 

The Learning History 

The next phase of research made use of an organizational tool called a Learning History (Kleiner 

and Roth. 1998). The Leaming History is based on the assumption that people in organizations act 

collectively, but they learn individually. This is the central premise - and frustration - of 

organizational learning. The frustration exists because managers have few tools with which to 

capture institutional experience and disseminate its lessons in ways so that the past can be 

processed and translated into more effective action. A Leaming History is a written narrative of an 

organization's change processes, a modem version of an ancient practice of community 

storytelling. It is presented in two columns. Relevant events are described in the right-hand column, 

as much as possible in the words of individuals in the organization. People are quoted directly, but 

their identity is not provided. The exception in this story is the Manager of the Division whose 

identity was impossible to disguise. 

The left-hand column contains analysis and commentary by the ''learning historian ... a 

knowledgeable outsider - in this case the researcher. The outsider identifies recurring themes in the 

narrative. cites ideas from relevant literature, poses questions about assumptions, and raises issues 

that may lie beneath the surface in the narrative. The Peterborough Story (Appendix D) 

summarizes the organizational change process in the PCMNCHD during the period of the 

research. It provides a tool for capturing data and analysis and feeding it back to the team as a 

means of building shared understandings. The Peterborough Story served as the basis for final 

interviews with team members. 

Final Interviews with Learning Team Members 

Interviews were conducted with the four full-time staff and one of the original three board 

members that fonned the original learning team.42 There were two parts to the intef\'iews: 
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The first part sought responses to the Peterborough Story. People were first asked what part or 

parts of the Peterborough Story had struck them as most important or meaningful. They were then 

asked to reflect on: 

• when the team had been at its best; 

• when the Division had been at its best; and 

• when they as individuals had been at their best. 

ln order not to filter out negative impressions of the process, people were also asked to identify the 

most difficult or frustrating moment, and anything that might have been done to avoid those 

frustrations; and 

The second part of the interview focused on the secondary research issues. 

• The first. addressing questions related to museum and cultural planning purposes. made use of 

Burrell and Morgan's ( 1979) matrix regarding ideological paradigms and belief systems. 

• The second addressing professional practices. used Starhawk • s ( 1987) mapping of leadership 

roles to examine recurring leadership tensions. 

• The third addressing c:ultural gol'ernance structures and dynamics. used Fielding and 

Couture's ( 1998) systems view of local governance. 

The materials used to support questions on these secondary research themes are set out in 

Appendix E. 

Interviews ranged in length from one to two and one-half hour. The following research questions 

were used. 

42 
The other two had left the Board and chose not to participate. 
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Figure 10: Final Interview Questions 

Section I - Response to the Learning History 

Can you reflect in general tenns for me about the issues or themes that emerged in the 

Peterborough Story that seemed the most meaningful or important? 

In the spirit of appreciative inquiry, what is the most positive or inspirational memory you 

have of the process we went through together as a team? 

i. When was the team at its best? 

ii. What, in your mind, is the most important accomplishment of the division over the 

period covered by the story? When was the Division at its best? 

iii. When were you personally at your best? 

The process we went through together was not an entirely positive one. What about it was 

frustrating and what might, in retrospect, have we done differently? 

Section II - Research Themes 

There are three broad areas that the findings of the research focus on related to museums 

and community cultural planning. 

1. New Purposes - this attachment asks you to reflect on four ideological paradigms or 

belief patterns related to museums and cultural development. 

New purposes require new professional practices and new organizational and governance 

structures; thus: 

ii. Leadership Needs and Requirements; and 

iii. Planning and Governance Structures. 

There is one diagram or model for each of these topics. Accompanying each diagram is an 

introductory page that provides a brief description of the model and poses several 

questions. There are obviously no .. righC or --wrong·· answers here. The point of i. and ii. 

in particular is that any organization needs a balance of perspectives. 
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Findings are described in Chapter 9. I: Final Interviews with Leaming Team Members. 

Testing Findings in Two Communities 

Research findings to date were tested in two other community settings. The point of this testing 

was not to ··prove" the validity of findings but. as exploratory research. to test the relevance of 

specific findings from the Peterborough case in communities of comparable size and 

circumstances. Basic criteria for the selection of the other community settings included: 

• Proximity to Toronto; 

• Communities of similar age. size and demographic make-up: and 

• Communities with demonstrated commitments to culture and heritage. 

It was unlikely that l would find communities with identical situations to Peterborough. As a result 

I chose to return to the two communities I had considered for the primary case study. Kitchener 

provided an opportunity to test findings relevant to local cultural planning. In particular it provided 

an opportunity to seek input from another municipal administrator and planner. Aurora provided an 

opportunity to test findings related to the change process in a local community musewn. 

I made contact by phone with individuals in both communities. explained the nature of the 

research. and followed up with a written statement describing the case study and research. A week 

prior to the interview, I forwarded materials containing the key interview questions (Appendix F). 

Each interview lasted approximately 90 minutes. 

Findings are found in Chapter 9.3: Testing Findings in Two Communities. 

Final Interview with Museum Manager 

The final dialogue with the Manager was also unstructured. I asked him to reflect on the team 

meeting and then on the research as a whole. 

Findings are described in Chapter 9 . ./: Final Dialogue with Museum Manager. 
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Final Team Meeting 

A summary of the results of individual interviews was sent to team members prior to the final 

meeting·13
. The only expectation stated was that the meeting was an opportunity to review the 

interview results, discuss the implications for the Division. and bring closure to the research. Three 

full-time staff members attended; the fourth was away dealing with a serious family illness. One of 

the original board members, the same one with whom I had conducted that final interview. 

attended. 

I opened the meeting, in the spirit of appreciative inquiry, by asking people to identify the most 

positive or hopeful facet of the interview results. I invited feedback on any facet of the research 

Findings are described in Chapter 9.5: Final Team Meeting. 

·B These results were incorporated into the final version of the Peterborough Story. 
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PART Ill: FIRST PHASE DATA COLLECTION 

5.0 Baseline Data 

5.1 Snapshot of Peterborough and Case Study 

The following portrait of the community and the case study was composed on the basis of the 

literature review and start-up interviews with the Museum Manager. 

Peterborough·s population is approximately 68.000.-14 The city has an aging population. slightly 

older than the national average: 18-20% of the population is over the age of 60 years compared to 

5-10% nationally. This figure is expected to rise and a good deal of planning is premised on the 

expectation that the city will become a popular retirement community. The population is 

predominantly white Anglo-Saxon. and primarily Protestant in denomination. although there is a 

strong Catholic minority. First Nations in the area include the Iroquois, Mississauga. Huron and the 

Ojibway. 

In 1825 Peter Robinson. the brother of then Attorney General Sir John Beverly Robinson. led early 

settlement in the area and gave the city and county its name. Robinson arranged the mass 

emigration and settlement of2000 poor Irish from County Cork as part of a British Government 

Assistance Program. Lumber was the major l 9th century local industry. By 1892 General Electric 

had started a factory in Peterborough. In 1900 and 1919 respectively the American Cereal 

Company. later known as Quaker Oats. which still operates in the city. and Westclox also opened 

factories. 

The demographics of Peterborough for many years made it a "'typical'" Canadian community used 

extensively in public opinion polling and market testing. Like many communities. it is struggling to 

manage a transition from a dying manufacturing base to new forms of employment and wealth 

creation: there is over 1 million square feet of vacant industrial space in the city. The city is in the 

heart of the Kawartha tourism area and tourism forms an increasingly important source of 

economic development. Peterborough is also home to Trent University and Sir Sandford Fleming 

College. The city also has a strong tradition of progressive planning practice. It was one of the first 

44 
According to the 1991 census. 
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cities in Ontario to establish a Local Roundtable on Environment and Development, as well as one 

of the earliest healthy communities projects in the province. 

The city has a lively local arts and cultural scene. An inventory of local cultural activity completed 

in 1995 identified 134 non-profit arts. heritage and cultural organizations and 185 businesses 

engaged in for profit cultural activity - music sellers, dance studios, video production, art 

suppliers. local media. 

The Peterborough Centennial Museum and Archives (PCMA) is one of these institutions. It is a 

medium-sized municipally owned and operated community museum with an annual audience of 

approximately 35.000. At the rime of the initiation of the research it had a paid staff complement 

of 4.3 full time equivalents (FTE) and approximately 170 volunteers who collectively contribute 

over 12,000 hours annually. Its annual budget is approximately $230,000. Like many small 

museums, the PCMA had suffered major cutbacks. Since 1993 the organization has faced a 33% 

reduction in staff. a 20% reduction in operating budget, and a 74% cut in capital budget. 

The PCMA is highly respected in the museum community. It came to national anention in 1991 for 

its leadership in working with the Curve Lake First Nation to re-bury Native skeletal and related 

grave materials that had been excavated decades before and deposited in the museum. The 

museum's education programs have been recognized by the Ontario Library Association and by the 

Ontario Museum Association. The institution played a leadership role in establishing the Sir 

Sandford Fleming Museum Management and Curatorship Program. an imaginative partnership that 

provides students with valuable work experience. and provides the institution with invaluable 

human resources. 

In 1995 the financial picture for the institution was worsening as a result of municipal downsizing. 

The Manager of the PCMA sought and was granted a new mandate for the organization as the 

Culture and Heritage Division for the city, under which it assumed cultural responsibilities that 

were previously held by the Recreation and Culture Division. The move was in part defensive: the 

Manager feared that the museum would be seen as a .. marginal service,'' vulnerable to elimination 

or budget reductions that would force it to reduce its hours and move to being a part-time 

operation. More positively, the expanded mandate also represented a proactive attempt to expand 

the museum's role and visibility, which were already considerable, in the community. 

126 



I learned of the developments in Peterborough in late 1995 when my research proposal was still 

taking shape. I contacted the Manager of the Culture and Heritage Division in early 1996 to discuss 

the possible use of the PCMA/CHD as my primary case study. The timing coincided with the 

Manager's efforts to draw the staff and board of the Division into a more extensive dialogue about 

the organization's future. 
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5.2 Early History of the Museum 

The PCMA was established in 196 7, part of a national-wide burst of museum development. 

However, its roots are much older. The first mention of a museum in Peterborough was made in 

the context of the formation of a Mechanics Institute in the late 1840s (Doherty, 1995).-'5 The first 

actual museum facility in Peterborough was the Victoria Museum. which was established in honor 

of the Queen's Silver Jubilee and officially dedicated in 1897. 

Over the next fifty years the museum collection changed locations many times. moving through 

long periods of dormancy and neglect, and repeatedly rescued by the strong leadership of a few 

dedicated volunteers. By the early I 960s. pressure was mounting to establish adequate facilities for 

the collection. ln the words of the President of the Peterborough District Historical and Art 

Museum Foundation who owned the collection at this time. a proper building was needed to 

'"display the fine collection of historical articles left by pioneers of this territory" (Doherty, 1995, 

19). 

The new facility opened in 196 7. From the beginning, the PCMA displayed a strong community 

orientation. Its second Director sought to make the museum "an inviting cultural centre ... by 

inviting various community groups to share in museum life" (Wilcox. 1987. 20). Other arts and 

cultural groups were encouraged to make use of the facility: local choirs and string quartets used 

the site, a film series was launched and television programming was used to stimulate community 

interest. From the late 1970s into the 1980s. a strong focus was placed on strengthening 

professional standards, a development that is consistent with the passage of the 1981 Community 

Museum Policy for Ontario. Exhibitions and programs during this period continued to focus 

primarily on the story of early settlement, but efforts were made to broaden this focus. ln 1982. an 

exhibit entitled "Peterborough's Industrial History" traced the story of the city's early industrial 

heritage. In 1989, ··Ordinary Women ... Everyday Lives" examined the challenges oiresearching 

women's history in Peterborough from 1850 to 1940. 

In 1983, the museum's Statement of Intent or mission was: ·•To collect artifacts to illustrate the 

natural history. history. growth and development (including the scientific, educational and other 

~
5 The earliest items in the PCMA collection date from this period. 
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cultural aspects) of the City of Peterborough and of Peterborough County, and of the Trent-Severn 

Waterway." In 1985 the museum suffered a serious blow to its reputation when the then Manager 

resigned amidst controversy regarding deaccessioning, the removal of objects from the collection. 

This incident damaged the institution's reputation locally and in the provincial museum 

community. 

An update of the Master Plan for Parks and Recreation (Marsh, 1989) recommended capital 

expansion for the PCMA and called for the development of a cultural policy for Peterborough. 

Various strategic planning processes through the late 1980s and early 1990s called for upgrading 

of what were seen as inadequate physical facilities. Other operating improvements noted in minutes 

and planning documents included more proactive collecting policies designed to fill "holes" in the 

collection and stronger storylines in exhibitions. The institution continued to struggle with only 

moderate levels of community support. A note in a strategic planning exercise in 1988 illustrates 

this fact: ''there is little community involvement in the museum and little museum involvement in 

the community." Further. "recent efforts to attract a new audience have alienated the traditional 

audience." The institution was called on to become "more of a team player•· with other local 

heritage and cultural groups. and to play a stronger leadership/facilitation role. 

In 1988, soon after the arrival of the current Manager, the Board of Museum Management adopted 

the following mission statement: ''The PCMA shall preserve. present and promote the heritage and 

culture of Peterborough and area and shall also provide other significant heritage programs.·· The 

final clause, "and other significant heritage programs." was controversial. as it signaled a 

movement to extend outside of the facility and out of the more narrowly conceived collections and 

facility-based understanding of the museum. A five-year strategic plan focused on improved 

operating standards and building stronger museum programs. The institution's staff was active - in 

both a professional capacity and as volunteers - in a range of community groups and activities. This 

involvement, together with improved operating policies in the institution. succeeded in rebuilding 

the museum's legitimacy following the deaccessioning incident. 

By the early 1990s fiscal pressures were mounting. Provincial funding remained static and the 

institution found itself increasingly reliant on the municipality for support. This was a problem 

because, in the words of a planning document, the institution saw itselflargely "outside the 

municipal political and administrative orbit." Figure I I and Figure I 2 illustrate the PCMA 

organizational structure and its relation to City Council and the City Administration. 
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Figure 11: PCMA Organizational Chart (1990) 
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Figure 12: City Council and City Administration (1989) 
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A planning exercise in 1992 identified familiar themes: poor facilities, ''lack of recognition at City 

Hall," .. lack of a bridge·· with other local heritage groups, ·•weak communication between board 

and staff. poor staff communication." The institution was seen by staff as ··a victim of our own 

success" - the level of activity had grown was unsustainable given available human and financial 

resources. 

Commitments were made "to improve relations with the mayor and council" and to address 

internal staffing problems: •'inadequate support staff. personality conflicts. unclear reporting 

relationships, the absence of daily and weekly communication. must also be resolved." The 

institution was called upon to broaden its ''leadership in heritage/culture policy and development in 

the community" and achieve greater financial and administrative distance from the City. "In 

becoming an independent entity ... the advantages outweigh disadvantages ... if support from City 

Council continued." 

A new mission statement was ratified based on a call for a ''clearer vision of the institution's 

primary role and function in the community''. It declared: '"As an integral part of the collective 

memory of the community, the PCMA shall preserve. present and promote the heritage and culture 

of Peterborough and area, and also provide other significant heritage programs for the education 

and enjoyment of residents and visitors alike.·· When the proposed mission was brought to the 

Board. the minutes record the Manager stating "while the existing mission statement is a concise 

statement of what we do. it does not adequately reflect why we do it and why we do it is 

important." 

The Culture and Heritage Division was established in December 1994 (additional detail is provided 

below). Between 1995 and 1997. the Division played a leadership role in attempts to purchase a 

nationally significant local photographic collection. More than $250.000 was raised in a relatively 

short period of time, a considerable achievement given that the museum had little previous 

fundraising experience or infrastructure. The Manager felt that the campaign played a significant 

role in raising the profile of the museum and the Division in the larger community, and 

strengthened the network of contacts with other culture and heritage organizations. In 1996. the 

institution secured designation as a Category A institution for the purposes of receiving significant 

132 



national collections such as the local photography collection.46 The Manager's lead role in the 

fundraising campaign caused him to shift many day-to-day responsibilities to other staff. Despite 

already heavy workloads, staff stepped in and took on additional management roles internally, and 

assumed responsibility for some of the Manager's external responsibilities to liaise collaborate 

with local culture and heritage groups. Even before the establishment of the CHO, the Policies and 

Procedures Manual of the PCMA signaled recognition of an institutional responsibility for 

providing leadership in regard to local cultural and heritage issues that lay outside the formal 

mandate of the institution. 

Permanent exhibitions continued to emphasize early settlement themes. However, temporary 

exhibits and programs during this period sought to broaden the range of community issues and 

stories. Many exhibitions remained collections-based, with themes selected primarily on the basis 

of available collections. But other more thematic- or issue-based - exhibitions were also mounted, 

several in partnership with local community groups. Two examples were .. Once Upon a 

Watershed," which celebrated the Otonabee Region Conservation Authority's 35th Anniversary. 

and .. Seasons of Darkness: Celebrations of Light," which explored how different cultures celebrate 

the winter solstice period. 

The repatriation of First Nations burial materials was viewed by the Manager as institutional 

activity ·•at its finest." The process took 33 months and 8 meetings between representatives of the 

museum and the Curve Lake Band to develop a mutually acceptable repatriation process for these 

remains. The museum made casts of the objects for the purposes of future research. The Band 

arranged burial services. The Band credits the repatriation with supporting the re-emergence and 

re-establishment of native cultural traditions. The Chair of the Museum Advisory Board 

commented: .. to give a little is to receive a great deal. Perhaps if, as a society, we were to worry a 

little less about the consequences of such giving. we might find that respect and generosity have a 

way of perpetuating themselves" (Tivy, 1994, 16). 

To accompany the repatriation process. the museum produced a temporary exhibit, ·•Time of 

Healing - Time of Change." in the summer of l 992. Far removed from typical treatments of First 

Nations in local history museums that situate First Nations solely in the context of pre-European 

46 
The designation grants the institution eligibility for federal funding to purchase nationally significant 

collections. 
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settlement. this exhibit looked at the history and contemporary life of four First Nations 

communities in the Peterborough area. The exhibit was developed collaboratively with the local 

band, drew on key concepts of cultural survival and adaptation in the face of oppression. and was 

based on native testimony and writings. It carefully detailed the history of these groups to the 

present. chronicling the impacts of disease, land treaties and the Indian Act legislation. The 

exhibition provided a context for understanding the challenges facing these First Nations groups 

today. ·•Time of Healing-Time of Change" served as the impetus for a community theatrical 

presentation that examined the relationship between Native people and the land. It also provided 

the basis for a curriculum unit for museum education programs developed by the museum in 

conjunction with the local school board (Tivy, 26, 1994). 
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5.3 Formation of the Culture and Heritage Division 

This account of the fonnation of the Culture and Heritage Division (CHO) was composed on the 

basis of the review of minutes of the Board of Museum Management. early minutes ofCHD. and 

interviews with the Museum Manager. 

By late 1994. despite its many achievements. the Manager believed that the museum was seen as .. a 

marginal service. a prime candidate for significant further reduction." He described the 

establishment of CHO as "a strategy to build a protective buffer around the museum, while at the 

same time relating it better to the city· s priorities.,. 

The Manager recognized the need to shift his perspective from the interests of the museum as a 

narrowly defined entity to the interests of the municipality as a whole. Until that time culture and 

heritage issues had received relatively little attention from the municipality. Issues of culture and 

heritage were not addressed in any Official Plan during the 1980s and early 1990s: the sole 

exception to this rule was local architectural conservation as it effected land use planning. 

However. by 1994 municipal interest in culture and heritage was growing due to the city·s interest 

in strengthening local tourism (Mcleod, 1996). Municipal councilors and staff recognized that the 

community· s appeal to seniors as a retirement home. and to tourists as a travel destination. was to a 

considerable extent a product of the unique local character of the region's built heritage and the 

"K-factor.·· or Kawartha factor. These natural and cultural resources were seen as an essential 

component of economic renewal strategies aimed at attracting new residents and businesses. 

Local culture and heritage groups had previously tried to make the case for culture and heritage 

resources as essential components to community development. The influence of these arguments 

was undercut. the Manager believed, by a failure to make the economic case strongly enough and 

by the failure to actively engage the business community. Many in positions of authority at city hall 

saw the local cultural community as a marginal group, part of the "pink brigade" of fringe artists 

and intellectuals, many of whom had links to Trent University. 

Although the catalyst for the new mandate was the need to protect museum resources, the Manager 

also saw compelling reasons for the museum to take on broader cultural planning responsibilities in 

the community. The institution was already "'inside" municipal government. as a line department 

135 



reporting to the Director of Community Services. Two-thirds of community museums in Ontario 

are directly owned and operated by municipalities; on average 70% of their funding comes from 

municipal government. Their status inside government distinguishes these local museums from 

other local cultural institutions such as most art galleries and local libraries. which have strong 

traditions of independent ·•ann's length" boards and governance models. 

The Manager felt that if the PCMA - and other community museums - were to realize their 

potential to play expanded roles. they would first need to overcome ··a failure ofleadership (that 

resulted from) misdirected professionalism ... an insular mindset." The mandate of the CHO had 

been taking shape in the Manager's mind for several years. He had been actively involved in 

museum and heritage issues both provincially and nationally as President of the Ontario Museum 

Association. He participated in the Ontario Heritage Policy Review, and subsequently was a 

member of a Minister's Advisory Committee responsible for drafting proposals for a new Ontario 

Heritage Act. Both the Policy Review and the new legislation sought to extend the municipal role 

in heritage conservation. proposing the establishment of advisory bodies to municipal councils with 

broad heritage planning responsibilities. The organizational structure, resource requirements and 

reporting relationships of these advisory bodies were the subject of considerable discussion. His 

participation in these discussions was one reason that the Manager felt he was able to move quickly 

when the opportunity arose to establish the CHO. A strong relationship with the Director of 

Community Services had also strengthened the Manager's hand during this change process. 

A Culture and Heritage Board (CHB) was to serve as the governing structure for the Division. The 

Manager described the Board as playing a role between the city and the community. with a need to 

work in a ··top-down" or in an authoritative way when necessary. but also able to facilitate 

·•bottom-up'' community input and support. The CHB also needed to work inside municipal 

structures to resolve political and administrative issues that affect culture and heritage, and outside 

to support more community-based cultural development. The Manager was strongly critical of 

municipal leaders. The levers of power were still held by an older generation of politicians and 

administrators who worked in ·•traditional, hierarchical ways" and who had difficulty 

understanding ·•abstract" issues like culture and heritage. A former Director of Planning who had 

taken the lead in an integrated planning process several years before had been replaced by 

•·someone whose idea of a corporate plan was the city budget." As fiscal pressures grew, the 

Manager felt that these traditional ways of thinking reasserted themselves, a situation that increased 

the vulnerability of the museum. 
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Since the Division had been established quickly, little consultation had occurred with the then 

Board of Musewn Management. the basis of the future CHB. There had been little opporrunity for 

the Board to fully digest the implications of the changes. No discussion occurred with staff. The 

Divisional Role, Structure, Responsibilities and Long Term Goals were drafted by the Manager. in 

consultation with the Director of Community Services, and adopted by Council in the form of 

Municipal By-law 95-10. The by-law identified three broad categories of responsibilities. 

The first area was the Division's responsibility for managing and operating the PC.HA. The 

second was "to act as a resource to municipal council and to all municipal departments and 

divisions on culture and heritage matters ... and [to undertake] the development. implementation_ 

and evaluation of plans. policies and programs to guide culture and heritage development in 

Peterborough." In the Manager's mind, this included day-to-day problem solving, and "helping to 

rationalize the delivery of cultural programs and services," among other functions. A third cluster 

of responsibilities related to advancing community-based cultural development. The 

responsibilities identified included: communication and coordination. conserving community 

heritage resources. providing advisory support. encouraging celebrations, recognizing excellence, 

and building community awareness. 

The mandate included a series oflong-tenn goals. These were a mix of general, open-ended goal 

statements - "broadening public recognition of culture and heritage; rationalizing and integrating 

culture and heritage into broader municipal planning" - and more specific activities - ··developing 

[separate] arts and heritage policies: resolving a comprehensive and equitable grants program." 

The CHB consisted of the Board of Museum Management- 5 community representatives and one 

alderman appointtnent, an additional alderman appoinnnent, and organizational representation 

from the Peterborough Historical Society (PHS), the Peterborough Architectural Conservation 

Advisory Committee (PAC AC), the Art Gallery of Peterborough (AGP), and the Peterborough 

Arts Umbrella (PAU). 

No definition of "culture" or "heritage" appeared in the mandate. At the first board meeting after 

the establishment of the Division, the Manager led an exercise aimed at "mapping" all culture and 

heritage organizations on a political spectrum from "left to right." Most contemporary arts 

organizations were located "left'' of centre, local heritage groups were approximately in the middle 

of the spectrum, and "mainstream" cultural institutions such as a Showplace, a new performing arts 
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facility committed to programming commercially popular plays and musicals, sat to the right of 

centre. 

The Manager noted that "multiculturalism has been left out since most multicultural groups already 

deal directly with the Recreation Department. And adding this element would simply complicate 

matters." 

At the first meeting after the new mandate had been confirmed the minutes record the CHB asking 

the Manager ''to infonn the Board exactly what their new role would be". The question conveys a 

sense of frustration and resentment, a feeling that the group had been left out of important 

discussions regarding the future of the institution. This theme recurs throughout the case. 

The challenge for the Division from the Manager's perspective was ·•to determine how the 

institution could realize the potential of the mandate . . . [ and] how to lever change in the staff and 

Board that would make this possible." He acknowledged that "much of the community's 

perception of the institution is tied up with my leadership . . . I have to draw-out other staff and 

Board members to play a more prominent role." 
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5.4 Focus Group Findings 

Full-time and part-time staff, student interns. and three board members attended the focus group - a 

total of fifteen people. The Manager organized and facilitated the meeting that was aimed at 

exploring the challenges and opportunities facing the PCMNCHD in light of its extended 

community mandate. He asked people to reflect on the things in the organization that they were 

most proud of: those they were most embarrassed by, those they dreamed about accomplishing, 

and those they feared the most. 

The following were among the important themes that emerged from the meeting: 

• Complaints about the inadequate facility; 

• Complaints about low levels of community support: 

• Concerns and anxiety about work overload; 

• Board members· confusion about their new roles in the Division: 

• Some guarded excitement about the potential of the Division: 

• Leadership tensions resulting from the strong role played by the Manager that appeared to 

discourage others from participating; 

• Complaints about poor internal communication; and 

• Pride and emotional commitment to the work of the museum. 

It was clear that while there were many hopes and fears there was no shared l'ision of the 

·•business" of the Division. nor any clear sense of how this vision would be operationalized in the 

face of already overextended human and financial resources. 

Two messages figured most prominently. The first had to do with an over-committed staff: 

• .. I'm not sure how much further I can go without falling over the edge." 

• ·•we're tired." 

• .. I can't do what I'm supposed to do now ... how do we let things go. especially things we like. 

in order to take on new tasks?" 
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The second impression, equally as strong, was people's feelings of pride and emotional 

commitment to the work of the museum and to one another. The Manager used a process he 

compared to a Native Healing Circle at the close of the meeting. Strong emotions were expressed, 

tears were shed and there was a close feeling of community in the room. 

Based on the meeting and discussions with participants, the Manager confirmed a core learning 

team that consisted of four full-time staff and three Board members. 
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5.5 Team Interviews and Creation of the Team Story 

Interviews 

Interviews with individual team members lasted 45 minutes to one hour. Interview questions drew 

on appreciative inquiry. a research and organizational change methodology that seeks to reverse the 

normal focus on identifying and resolving problems and focus more on generating new images of 

reality. 

Many of the themes that emerged in the focus group re-emerged in the interviews, but these were 

often expressed in more frank and detailed terms. 

Question I: 

I'm excited about the potential of the new Diwsional Structure and Mandate. But first I want to 

begm by gelling some ofyour tlwughrs about the museum as it is exists now. 

• What are its strengths? 

• What about it makes you the most proud? When have you felt the most fulfilled. the most 

satisfied? What have been the most exceptional moments? 

• What is the museum's major contribution to the community? 

Findings: 

The primary strength of the museum was unanimously felt to be the dedication and commitment of 

staff. However. this emotional commitment to the organization seemed to have both positive and 

negative repercussions. The picture is of an extremely dedicated group of professionals who are 

highly committed to their work. However. this professional dedication seems to be directly linked 

to the second part of the picture, that of an overextended staff. several of who seem perpetually on 

the edge of burnout. 
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• "This is something I've done better than anything in my life." 

• ·•Toe city has such a bargain ... everyone gives 120% ... we're a tight team ... god forbid 

anyone should leave." 

• ··1 need to slow down ... [the pace] is not sustainable ... I need to get more people involved." 

Question 2: 

Let's tum to the future. Can you tell me what it is about the new Division that makes you the most 

hopefal'.J The most excited:) Where is the most potential for change'.) 

Findings: 

There was no shared sense of either the purposes of the new Division nor of the operational 

implications of taking on the new CHO mandate. One person felt that the museum was already 

doing the work of the Division. Uncertainty was expressed about how the museum operation 

related to the Division. There were strong messages about the organization's resources being 

already over-committed, even before the organization took on the new Divisional responsibilities. 

But there were also expressions of excitement and some creative ideas about how the Division 

might work: 

• .. We're doing it already ... it just gives us the seal of approval." 

• ·•How do we let some things go to take on others?" 

• ·•rm not sure where I fit in." 

• ·•1 don't think the museum's business should be so tied up with the Division ... we get too tied 

up at board meetings with the museum and other groups get shortchanged ... we need to 

separate functions ... we need a CHO Administrator." 

• ·•Toe culture and heritage community is like a body without a head ... but the museum can't be 

the head ... we need new decision-making structures ... our minds are so geared to traditional 

structures ... it's hard for people to give up power.'' 

• ··[It should work] like a network with nerve cells ... I hope we're leaders in cultural change ... 

our primary purpose should be to be a voice for the culture and heritage organizations." 

142 



Question 3: 

Since the mandate of the Division is serving the community I'd like us to talk about Peterborough. 

• What defines the community? What are its characteristics? What makes it unique? 

• What are its strengths? What is it that could be built on? 

• What would you say are its weaknesses or limitations? What issues need addressing? 

Findings: 

There were strong messages from every team member about tensions in the community - tensions 

between ·•town and gown" - the city and Trent University - between an .. old guard" oflong­

standing Peterborough families and almost everyone else. and between blue collar and white collar 

workers and their families. There were strong feelings of dissatisfaction with the conservatism of 

the community and the influence wielded by a small faction of .. old families:· There was 

recognition that the museum played a role in reinforcing this conservative community character by 

perpetuating the early settlement narrative. However. there was also recognition that the museum 

was walking a careful line between not alienating its traditional constituency while reaching out to 

other parts of the community: 

• ''I had no idea about small town attitudes before moving here ... the bigotry. prejudice and 

small-mindedness was a shock.·· 

• •• An old guard ... the museum doesn't help with this ... our stories are mostly about the old 

guard ... we need to connect to the current life in Peterborough ... for example Native artists 

. . . I like the idea of the museum as a cultural centre linking arts and heritage. not separating 

them in different institutions.,. 

• "This is a community of contrasts ... ultra conservatives and ultra progressives.,. 

143 



Question 4: 

When we talk about the culture of Peterborough: 

• What does this word mean to you? 

• What contributions does culture make to community life? 

• Are there some values that you think describe this culture? 

Findings: 

No clear or consistent picture of--culture·· or ''heritage,. was evident among the team members. 

There was a general sense that definitions were broadening and a feeling that changes would be 

needed. But there was little clarity. and certainly no shared vision. about what the implications of 

these shifts might be. 

• ·•Toe vision of culture and heritage is broadening ... I think it's partly a generational thing." 

• ·•we need to speak to new interests and needs ... move beyond the traditional history." 

• ''The cultural elite drive the current system and structures ... our challenge is how to build a 

program that better reflects the actual community ... there will be resistance to politicizing 

culture . . . Peterborough needs to be pushed . . . little steps but in the right direction.·· 

Question 5: 

I want you to dream a bit for me. 

• What is your vision for the Division? 

• What role do you see it playing 20 years from now? 

• What needs to occur in the next 2-3 years to prepare for this future? 

• What changes in the organization would have the biggest impact in realizing this future? 

No clear future vision emerged from any of the interviews. It seemed difficult for people to look 

into the future in the face of all the immediate pressures in their daily lives. 
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Tensions related to the leadership style of the Manager, tensions that had emerged in the focus 

group. were reiterated more forcefully in the interviews. There were criticisms that his strength as a 

leader sometimes discouraged participation and involvement by others, and that he did not 

communicate and share information well. The paradox was that the Manager was a superb 

facilitator and communicator in small group meetings, as witnessed during the focus group. It was 

the day-to-day communication and commitment to engaging others in the work of the institution 

that were missed by the staff and the Board. The Manager was aware of these tensions, and 

expressed frustration that he and the organization could not seem to get beyond them: 

• ••If I manage the process I'm accused of being manipulative. lfl don't. things don't get done." 

The Manager also expressed his willingness to face these issues. 

• ··As the primary architect of the Division ... l take considerable pride in the infrastructure that 

exists for the new division but am still concerned about the level of community involvement 

and support. I am also faced with two nagging questions: how long we can sustain our current 

level of activity: and - perhaps most importantly - how much will this infrastructure protect us 

in the next round of municipal cuts expected in 1997? Ironically, my personal vulnerability 

does not stem from either of the above but rather from stepping back and letting go. This is a 

big step but a crucial one. I'm looking forward to this project as a vehicle to both share and test 

that vision.·· 

Creation of the Team Story 

Following the interviews, each team member constructed a story expressing their hopes - and 

concerns - regarding the Division. These contributions were the consolidated by the Manager into 

an overall team story. The statements serve to benchmark a set of ideas and perspectives. The team 

story, with appended individual team members' stories. is set out in Appendix C. 

The following issues and challenges emerged in the team story. 
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• What is the relationship between the institution (PCMA) and the Division? 

• Can the staff and resources of the PCMA actually be the implementation arm of the Division. 

or is the PCMA simply one client organization among other clients of the Division? 

• lf the two are to be integrated how do the broadened Divisional responsibilities relate to the 

more traditional collections and facilities of the institution? How will priorities be determined? 

• How does a broadened view of culture and heritage in the community affect expectations in 

the institution. and in the Division? 

• Is another governance structure needed to more effectively broker partnerships and facilitate 

community-based cultural activity? 

• How can the work of the CHB be re-oriented from its current focus on museum issues to a 

broader planning function for culture and heritage? 

• How can culture and heritage issues be integrated more effectively into municipal planning and 

decision-making? 

• How can capacity be built to realize the potential of both the PCMA and the CHO? 

Ironically, the identification and profiling of these issues fell \ictim to precise~v what appreciative 

inquiry was intended to avoid. Namely, the focus was on identifying problems or barriers standing 

in the way of realizing the potential of the Division. rather than on what that potential was and how 

that potential might be animated. The focus was largely structural and bureaucratic. and reflected to 

some degree the immediate and pressing concerns of the Manager. Escape from the .. world-as-a­

problem" paradigm proved more difficult than initially imagined. 
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5.6 Summary of First Phase Data Collection 

The first phase of data collection sought to establish baseline data relevant to the central research 

question and the two requirements for museums assuming broadened roles in cultural planning. 

• The first relates to museum and broader cultural planning purposes. More specifically it 

sought to determine how culture and heritage issues in the community - the '"objects" of 

cultural planning - were seen and understood. 

• The second relates to the organi=ational and projesswnal practices needed to realize 

broadened cultural planning responsibilities. 

5.6.1 Museum and Cultural Planning Purposes 

a) Fragments But No Whole 

The understanding of community cultural issues in Peterborough is broadening but remains 

fragmented and conflicted. The 1995 inventory of local cultural organizations signaled this 

changing picture. The list reflects a broadening of the constituency beyond traditionally not-for­

protit, ·•pre-electronic" ans and heritage groups. However. the inventory still remains dominated by 

European cultural traditions and practices. 

b) Functions versus Missions 

The lack of clarity about culture and heritage issues in the context of the new Divisional mandate is 

perhaps not surprising. However, there seems to be a deeper, more longstanding identity crisis, one 

present in PCMA before the creation of the Division. The PCMA. like many museums in the late 

1990s, seems to be caught between two images - or two mental maps - of itself. The first is the 

traditional museum paradigm that defines itself in functional tenns - a collections-based institution 

dedicated to communicating a '"neutral" account of the history of the community. The second is a 

resource that serves the contemporary cultural needs of a diverse community. The first is a museum 

about objects, the second a museum about people and about larger public interests. 
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The Community Museum Policy for Ontario (Government of Ontario, I 982 ), with its focus on the 

practical aspects of managing and interpreting material culture. acted to reinforce the earlier 

operating model. The Manager believed that the Policy had served a useful role in the early 1980s 

in leveraging improved operating standards. Now he believed it had become more a shackle than a 

support, and actually discouraged local museums from adopting a larger view of heritage and 

culture issues in communities. 

The transition from an organization oriented and structured on the basis of collections and internal 

museum functions, to one animated by a commitment to serve the contemporary cultural needs of a 

diverse community, is an enormous challenge for the PCMA. as for all museums. 

c) .. Community Orientation" 

A key factor that appears to act against this shift is one of the dominant "stories" people told 

themselves about where they work: namely. that the PCMA is one of the most "community­

oriented'' museums in the province. This is true in terms of the leadership role played by the 

institution in supporting and fostering community partnerships and joint initiatives. However. this 

more general community development role might just as easily have been provided. if the will 

existed. by most other community groups or organizations. The activity did not flow from a 

rethinking of the museum ·s role or relationship to the community, what it would mean for the 

museum to serve the personal and civic needs of a diverse community in Peterborough today in 

new ways. 

d) What Heritage? Whose Culture? 

There is frequent reference made to "growing community support" and ·•reaching out to new 

audiences;" yet little concrete evidence is offered to substantiate these claims. Positive accounts of 

growing relevance and expanded community service are quickly offset by an ack-nowledgrnent that 

"the community has little interest in the museum, and the museum little interest in the community."' 

The history of the institution demonstrates a consistently narrow base of support in the community. 

PCMA had taken significant steps to step outside the focus on early settlement that continues to 

represent the institution's primary identity. The repatriation initiative and the themes of temporary 
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exhibitions - such as the AIDS exhibition - reflect an institution attempting to move into the third 

"Revising the Past" paradigm of collecting and interpretive practices (Tivy, l 995 ). T earn members 

also seem to understand clearly how traditional collecting and interpretive practices perpetuate the 

influence and cultural authority of Peterborough's ·•otd guard." 

However. the organization seems continually drawn back to Tivy's earlier ··Rescuing and 

Controlling the Past" paradigms. Permanent exhibitions and core school programs remain closely 

tied to the ·•pioneer" narrative and early settlement. A telling symbol of this is found in the 

museum brochure. This is arguably one of the most widely used and visible communications tools 

of the organization and it is telling that illustrations are drawn entirely from 19th century collections 

and themes:n The musewn sees itself trying to walk a careful line between not alienating its 

traditional audience and reaching out to new audiences. 

The Manager's observation that the work with First Nations had given him a .. more visceral and 

meaningful" sense of culture than he had experienced before is also revealing. A paradox in 

museums today is that the museum workforce, who continue to be overwhelmingly drawn from the 

dominant culture, is less likely to have as direct an experience of culture as are minority groups 

such as First Nations. For these groups culture remains central to their identity and survival as 

distinct communities. Sullivan's ( 1995) desire to see museums help all visitors. regardless of their 

cultural backgrounds. see that ··they too are culture bearers". each with unique habits and frames of 

reference. might be seen to apply equaily to those working in museums as those visiting them. 

Despite the emergence of the new museology, traditional museum practices and frames of 

reference continue to maintain a strong hold. The implications of this are significant. The premise 

that emerged from the literature review was that local museums could provide forums in which 

pressing issues of culture and diversity in communities could be explored. The evidence suggests 

that the challenges and barriers to museums playing these roles are more significant than was 

imagined. 

4 7 
The history of Peterborough told in the pennanent exhibition also stops in the first decade of the twentieth 

century. 
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5.6.2 Organizational and Professional Practices 

a) The Pro's and Con's of Dedication and Commitment 

The staff is a dedicated group of professionals. However, this dedication appears directly related to 

their state of being constantly overextended perpetually on the edge of burnout. McDaniel and 

Thorne ( 1994) believe the majority of American arts organizations operate at levels of activity 45-

50% above the human and financial resources available to sustain them, a major factor in the 

chronic instability experienced by arts organizations. 

There is either reluctance or an inability on the part of staff in the museum to make choices and 

define priorities. But neither is it clear what process would be used to make choices even if the will 

existed to try. The reputation of the museum and its past performance seem to drive staff to 

continuously reach for higher levels of achievement. 

On one levet the staff seems to be a "tight team" committed to one another. However. complaints 

were made about poor communication, of people working in isolation. and of personality conflicts 

that seem to lie just beneath the surface. 

b) Leadenbip Tensions and Demands 

The organization unquestionably benefits from the Manager·s astute strategic and political 

instincts. His ability to move quickly to establish the Division when the opportunity arose is an 

example of these leadership qualities. He appears to bring museological vision to the PCMA 

having played a lead role in the repatriation process and as a strong advocate of temporary 

exhibitions addressing contemporary themes. Staff credits him with strengthening professional 

standards, and with helping to re-establish the institution's credibility after the deaccessioning 

incident in the 1980s. He gives the organization a high profile in the community, and is steadily 

building credibility within municipal government. 

Offsetting these leadership strengths is the difficulty the Manager has communicating and engaging 

with others in a way that builds shared commitments to action. The Division was established with 

almost no consultation with staff or with members of the Museum Board of Management. In part 
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this was the result of a need to move quickly to capitalize on the opportunity that arose. However, a 

year after the new structure was in place, relatively little attention had been paid to involving others 

in examining how the new Divisional mandate would be interpreted and operationalized. The result 

was a lack of buy-in on the part of those responsible for implementing these new responsibilities. 

The Manager acknowledges his shortcomings in communicating and sharing information -

especially lateral communication, in delegating responsibilities. and in engaging others in decision­

making. These qualities acted against building relationships and feelings of trust in the organization 

and the broader community. But these shortcomings were arguably the flip side of his astute 

problem-solving and strategic insights. These were exactly what were called for at City Hall, where 

traditional hierarchical structures and management styles prevailed. This tension is often 

experienced by middle managers in large bureaucratic agencies who ·•experience the dissonance 

between the hierarchical. rational. positivist forms of bureaucracy. and the hierarchical. ambiguous 

and interactive reality of organizations within, and as part of. a larger social environment'" 

(Labonte. 1990. 66). 

5.6.3 Local Cultural Governance 

The capacity of the PCMA/CHD to take on broadened planning responsibilities rests not just with 

staff but with the structure of the CHB, and with the Division's location within municipal 

government. The Board represents a hybrid governance model: its structure and composition 

positions it with one foot .. inside" and one .. outside" the formal political and administrative 

decision-making channels of the municipality. It is an advisory body only: a final decision on any 

issue rests with city administrators and council. The Board is a mix of political appointments and 

community representatives. Its status prevents the Board from taking vocal advocacy positions that 

might oppose municipal decisions. On the other hand the structure enables it to work to affect 

change inside the system. 

The Manager faces a difficult job trying to raise the profile and broaden understanding of cultural 

issues within municipal government. The conservative and technocratic traditions of local 

government, noted as an obstacle to cultural planning approaches in other jurisdictions, appear to 

bold true for Peterborough. Local government officials seemed to accept the legitimacy of some 

level of support for local cultural facilities - museums, art galleries, and libraries; many of these 
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facilities receive some level of sustaining funding from the city. Local heritage conservation issues. 

especially those dealing with the built environment also seem to be accepted as an inevitable part 

of municipal land use planning. The city's growing interest in cultural tourism as a source oflocal 

economic development has helped to significantly raise the profile of local cultural issues. 

Some in positions of power at the City are not merely indifferent but antagonistic toward some 

elements of the local cultural community. There is acceptance if groups restrict themselves to 

.. safe" or comfortable issues - such as the community's early history. Efforts to engage with more 

contemporary civic issues are more suspect. The resistance on the part of conservative local 

politicians to a politicization of cultural planning. a reality noted in other jurisdictions (Bianchini 

and Parkinson. 1993 ), again seems to hold true in Peterborough. 
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PART IV: SECOND PHASE DATA COLLECTION 

6.0 The Learning Forum 

The Leaming Forum brought six teams from museums across Canada together in Toronto June 6-

9, 1996 to explore organizational learning and change in Canadian museums. 

The agenda for the three-day event required teams to work in four different configurations: 

• Plenary - all teams meeting together: 

• Museum Teams - teams meeting by themselves to advance their individual work; 

• Paired Teams - two teams meeting together to learn with and from each other: and 

• Mixed Teams - groups who come together based on shared interests. 

6.1 Organizational Learning Practices 

During the course of the Forum_ teams made use of a series of organizational learning practices. 

Each practice is described below, followed by a general account of its use at the Forum. Responses 

to the practice from all six teams are then provided. A more focused analysis of the Peterborough 

team's experience follows in the next section. 

Community Dialogue - The purpose of a community dialogue is to understand the perspective that 

others hold. In a typical group discussion panicipants find themselves working hard to win the 

argument or to be as persuasive as possible. Dialogue has a different focus: to create shared 

meaning. Three community dialogues were held. on the first evening, late in the afternoon on the 

second day, and on the morning of the last day. Each took place in plenary session involving the 

group as a whole. Prior to the first community dialogue, the following guidelines were provided: 

• Speak the truth of your experience; 

• Listen with your heart; 

• Slow things down so more may happen; and 

• Notice your inner voices. 
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Thursday e1·ening. The topic of the first dialogue was specified as ·•change in museums" and it 

lasted approximately 20 minutes. A broad range of ideas about change was expressed during the 

dialogue, and there were many periods of silence. The dialogue was followed by ten minutes of 

group reflection. Both in the reflection period and in comments on subsequent days. participants 

said they had felt uncomfortable in the first dialogue and had questioned its worth. Some felt 

awkward speaking personally and "from the heart" with a group of people they had just met. One 

participant said they felt a high level of cynicism about new processes, and were skeptical about 

new jargon that hides .. business as usual" behaviour. Concern was expressed about how the Forum 

would need to balance opportunities for individual teams to focus on the .. nuts and bolts" issues 

they were confronting in their institutions. while also allowing time for organizational learning 

practices aimed at testing new ways of thinking and interacting. 

Saturday ajiemoon. No topic was specified for the second dialogue. One or two comments were 

made at the outset. and these were followed by a request from one participant for information from 

another participant about that museum's practices. The rest of the dialogue rime was spent in this 

kind of exchange. In the reflection period that followed some participants questioned whether a 

dialogue had really occurred. Other participants defended the information exchange. insisting that 

it had been of interest and practical value to them. Some participants felt that not having a specific 

topic had left them unsure of how to proceed. There was a general feeling of dissatisfaction in the 

room. 

Sunday morning. The third community dialogue on the morning of the last day addressed the topic 

of .. community." Guidelines for the dialogue were reiterated. Participants expressed a wide range 

of ideas during the dialogue - from feelings they had about loss of community, to times when 

community had great meaning for them. In the reflection period following the dialogue. it was 

apparent that many people had been deeply moved by what had been expressed. There was a sense 

of closeness and relationship in the room. Comments and written feedback indicated that the 

community dialogues had a strong impact on many - though not all - participants. The dialogues 

seemed to create a sense of community and support that allowed people to be more candid with 

each other and therefore more open to new ideas and support. 

Paired Team Reflection - In paired team reflection. each team has the opportunity to hold up a 

mirror so they can .. see themselves as others see them." Each team holds a regular work session 
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for about 30 minutes while their partner team sits quietly and observes the first team in action. The 

partner team then offers reflections on the ideas expressed. what they had actually observed in the 

team's interaction and. most difficult. what tacit assumptions they could identify that might be 

blocking the team's progress. Finally, the work team responds to the reflection and identifies what 

they found helpful. The two teams then switch roles and repeat the process. The process is one of 

co-inquiry because each team is both a learner and a helper. 

In preparation for the paired reflection sessions, the consultant demonstrated the process with two 

volunteer groups, one of whom had been briefed beforehand. Although the .. observing team'' 

provided the ·•working team" with non-judgmental feedback. the reflections were more about 

obserl'Ob!e group process than they were about the more difficult matter of revealing tacit 

assumptions. Subsequent paired team reflections during the Leaming Forum also focused more on 

group process than on deeper assumptions. There was also a tendency for discussions to move into 

more general information exchange after the initial reflections were offered. In spite of these 

obstacles. most teams found the paired reflections helpful. Many were able to reframe some of 

their issues in beneficial ways. 

Individual Team Work - During the Learning Forum it was important for teams to have time to 

meet by themselves. to advance their own work, to assimilate what they were learning. and to plan 

how to use these ideas when they returned to their institutions. There were three periods set aside 

for the teams to meet. Some teams made additional time available by scheduling meetings over 

meals. For teams that were well launched on their task. the amount of time set aside for individual 

team work was enough. Newer teams still in the process of defining their task expressed frustration 

about not having enough time to actually "get down to work." 

Appreciative Inquiry - For appreciative inquiry, two teams were paired to allow an individual from 

each team to interview an individual from the other team. Each interview lasted an hour and used a 

structured format. Each team then met to develop themes across the interviews that they had 

conducted. Finally, each team met with their paired team to provide feedback on the themes they 

had heard. The teams were asked to give feedback that identified for their partner team the ·•tife­

giving" forces of that team, what gave it '"energy and meaning." Using appreciative inquiry at the 

beginning of the Learning Forum was helpful in that the one-on-one interviews opened up dialogue 

and provided a non-critical way for the teams to have their first in-depth interaction. 
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Several teams noted that the experience oflooking for themes in the interviews had an impact in 

and of itself. As in the paired team reflections, the opportunity to look closely at another musewn 

engendered perspective in a way that had not been anticipated. Appreciative inquiry seemed to be, 

for many participants, the most valuable of the ·•practices" of organizational learning introduced at 

the Leaming Forum. Several teams expressed the intention to use it in their work when they 

returned home. 

Best Practices - Many of the museums represented at the Leaming Forum had outstanding 

successes that would have been helpful and of interest to other institutions. These topics did not 

need to be highly significant events, but could be a new technique that others might find helpful, a 

successful team experience, or a collaboration that went very well - all would qualify for "'best 

practice." Much of this kind of exchange occurred informally over meals, coffee, and other breaks. 

This type of interaction had not been emphasized in the design of the Forwn and its absence was 

noted as a criticism. 

• "The one thing you should have known is that if you put forty musewn people together they 

will want to talk about museums.,. 

Eurythmy - In order for collective learning to occur, a shared sense of community must exist 

among learners. One of the ways in which community can be built is through physical movement. 

Eurythmy, as developed by Rudolf Steiner. is the art of harmonious movement to the sounds of 

speech that incorporates mood. colour. and story. As a group. we can practice concentration. co­

ordination and awareness of others by moving together. 

Given that most of the Leaming F orwn was cognitive, the intent of this exercise was to help build a 

community among the forty participants through a physical medium. Three forty-five minute 

Eurythmy sessions were conducted. The first was held on Friday afternoon. and was attended by 

almost all of the participants. The second session on Saturday was attended by twenty-eight of the 

participants, as was the final session on Sunday. The group leader for Eurythmy was able to 

incorporate several of the concepts from other parts of the Learning Forum into the sessions - e.g. 

breaking down barriers between individuals, learning to trust. and "slowing down to speed-up.,. 

The participants who engaged in the last two Eurythmy sessions seemed to feel that it had 

enhanced their experience of the Leaming Forum. However, many opted out after the first day and 

Eurythmy was the subject of considerable comment and derision. 
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6.2 Peterborough Team Findings 

Feedback was collected at the end of the Leaming Forum at the individual and team level. 

Participants were placed into pairs and were asked to interview each other for forty-five minutes 

using appreciative inquiry. These interviews served two purposes. First it was an opportunity for 

each participant to reflect on the experience they had in the three days and find the meaning in it 

for themselves. Past experience has shown that individuals often go into such interviews unsure of 

what they had learned and that much of the meaning is constructed during the interview experience. 

The interviewer·s interests and questions work to clarify and deepen the experience of the 

interviewee. The second purpose of the interview was to collect the responses to provide a record 

of what people had learned. 

The second set of data was collected as team insights. On the last day of the Forum. teams were 

asked to reflect together on the following questions: 

• What progress has your team made on its task? 

• What insights have you gained about yourself as a team that will help you in the future? 

• What have you learned about learning from other organizations? 

Teams reported on their group reflections to the other teams in a plenary session. As with the 

individual interviews, the purpose of the reflection was to provide rime for the teams to jointly 

construct meaning for themselves about the experience. Thus. both the individual and team 

reflection periods were learning experiences for the participants as well as data collection for the 

research. 

The Forum was a significant and provocative event for the Peterborough team. Some members of 

the team found it frustrating, others profoundly moving; no one was indifferent. The following 

areas of team learning, exi>ressed in the words of team members. mirror the three categories of 

outcomes identified above. 
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a) Progress on the Team's Work 

People gained valuable insights into challenges related to operationalizing the ·•new" mandate of 

the CHO. After two years of the CHD's existence, the Learning Forum was the first focused 

opportunity for staff and board members to discuss issues and challenges that the Division faces: 

• "I wasn ·t interested in the structural issues before but now I understand these are imponant." 

• "We got past the chalk board ... we have a clearer sense of where we want to go." 

• "We've begun to delineate roles." 

• ·•we·ve got to find a concrete project to demonstrate the potential of the Division structure to 

more people." 

Although all team members found the session valuable and productive, the Manager expressed 

disappointment that more progress was not made in advancing the team· s work: 

• "I'm frustrated we didn't get further on our task this weekend." 

The Manager had begun the event with a clearer sense of the Division and of the team· s task than 

the other members of the team. He seemed to underestimate the time required for others to come 

to his level of understanding. Some tension also existed between the Manager's desire to "get on 

with the job" and the time needed for the team to get to know one another and learn how they 

would work together. 

b) Insights About Working Together as a Team 

The team came to know one another better over the three days. More specifically, staff members 

and board members came to know each other better. Team members found this satisfying in and of 

itself. but also felt that it improved the group· s effectiveness. The link between personal 

relationships and team performance seemed to surprise - and please - several team members: 

• "We've built up a lot of trust here this weekend. I feel like we're a team now:· 

• ·•1 hadn't spent to minutes with any of you before ... now I feel I know you." 
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Overall. the team seemed to grasp the intention of the Leaming Forum. which was to model new 

ways of working and learning rather than to problem-solve around specific organizational issues. 

Finding new ways of thinking and working together was seen as a valuable community 

development tool that could be taken back to Peterborough and applied as part of the Division's 

mandate. 

• ''We've learned new ways of working together ... skills we can use in the division ... and in the 

community ... [these] skills can be used with other staff and the board." 

• ··we·ve learned more about ourselves and our process of interacting." 

• "The purpose of the weekend was not to complete the task but to learn how to tackle the task." 

• "The point . . . is how we learn not what infonnation is acquired ... we should have learning 

across organizational boundaries with any organization in the community - banks, other 

community organizations - as well as other museums." 

The team found appreciative inquiry the most useful and potentially relevant organizational 

learning tool. Community dialogue was uncomfortable for some team members, but it was 

meaningful and emotional for others. Paired team rejlectwns caused some powerful. and not 

always comfortable, insights to surface. Feedback from other teams reinforced many of the 

problems identified in the First Phase of Data Collection related to team dynamics. lateral 

communication and leadership style. The fact that these issues were identified so quickly by other 

teams provoked some powerful learning. 

In two separate pairings, the Peterborough team was criticized for its working style. which was 

seen as hyperactive, tolerant of little or no silence. and characterized by people "competing for air 

time:" 

• "There's good energy on the team but the hypemess may be closing down thinking about 

alternatives." 

• "Does there have to be as much anxiety as there is? ... Don't you guys get together much. 

There seems like a lot of catching up to do." 

The Peterborough team commented on what appeared to be the ''calmness" of the working style of 

another team. 
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In one paired team reflection session. the Manager and two other (male) members of the team hotly 

debated issues related to bureaucratic issues of administrative and decision-making structures 

within municipal government. A female member of the observing team commented that the male 

voices on the team were dominating and drowning out a female voice on the Peterborough team 

who was trying to move the discussion in the direction of more positive images of the Division's 

potential: 

• '4The team meeting was really a conversation between two people debating bureaucratic 

procedures.,. 

• .. [The Manager] draws people back to politics and structures ... this must be dealt with but 

you 're letting this drown-out other voices and other issues ... such as the potential for building 

new community partnerships." 

Previous themes reemerged regarding poor communication and a leadership style on the part of the 

Manager that seemed to discourage others from taking on new roles: 

• .. There are team members who seem able and eager to take on additional responsibilities but 

aren't being asked." 

• ·•Need to rotate the leadership from [the Manager] .... but the team is protective of [him]." 

• ·•There is vertical communication between team members and [the Manager] but little 

horizontal communication among team members.·· 

Feedback from one team crystallized many of the difficulties related to the Peterborough team's 

working style. It also drew a connection to the Division's larger role in the community: 

• ·•we (the observing team] work on principles of community development - one is that power 

grows when you give it away; we have to step back and let others in the community take 

ownership ... this seems [an] imponant principle for the Peterborough team itself - it might 

also be a useful principle for thinking about the CHD's role in t.a1e community." 
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The most powerful learning during the Leaming Forum occurred on Sunday morning when the 

team was working on its own. The Manager acknowledged the problem with his leadership style. 

He did so in a way that was the first acknowledgment of vulnerability or self-doubt. 

• .. This weekend has been painful for me ... you've all been very gentle ... rve been an obstacle 

in our process because ... I've been so close to it ... 1 wonder if my leadership style is 

appropriate for the evolution of the organization in the next stage." 

It evoked a strong, immediate and emotional response. People expressed immediate admiration 

and support: 

• ·•we would never have gotten here without [the Manager] ... but your leadership style does 

leave you alone at the top." 

• "It's painful for the creator to let go of their creation." 

• ''One set of skills have gotten us this far, all of us may need a mix of more skills in the future." 

There were tears in many eyes and a tremendous feeling of openness and trust in the room. This 

was reduced when the Manager, in what seemed an effort to reassert control. said one reason he 

was not able to establish closer personal relationships with any of them was because ·•1 might have 

to fire you one day." This reduced. but did not destroy, the sense of trust and community in the 

group. 
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7.0 Post Leaming Forum Interactions with the Leaming Team 

7.1 Second Interviews With Team Members 

The second interviews with team members took place approximately two weeks after the Leaming 

Forum. The interviews sought feedback on the impact of the Leaming Forum on two broad issues: 

the team's understanding of its task- addressing the expanded mandate of the Division; and on 

personal and interpersonal dynamics. Questions were again framed in the spirit of appreciative 

inquiry, encouraging team members to imagine positive possibilities. 

Questions: 

1. What were the most memorable or exceptional moments for you at the Leaming Forum? 

2. What insights did you gain about the team's task? How would you describe the focus of the 

team's work? 

3. What personal insights did you gain about yourself or your relationship to the team? 

4. Have there been positive changes in personal interactions and team dynamics as a result of the 

Forum? 

Findings Regarding the Team's Task: 

Question 2 elicited the following responses. 

The Division was born out of the strategic vision of the Manager. By the end of the Forum there 

had emerged the beginnings of a shared vision of the Division and how it might function. There 

was also increased optimism about the Division's future. 

Staff still expressed worries about workload but there was also optimism and excitement at the 

prospect of new Divisional responsibilities. Some welcomed the opportunity to expand their work 

with other cultural organizations. One staff member in addition to the Manager also welcomed the 

opportunity to expand their involvement with other municipal departments. There was recognition 

that the organization must move to develop the skills and strategies needed to involve more people 

in the work of the Division - rather than taking on everything themselves. 
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• "I feel more hopeful ... there is an opportunity to expand participation to include more 

organizations ... I have a better sense of why [CHD] exists." 

• "TU happily take on more Divisional responsibilities ... we need to involve [museum] staff 

more outside their specific responsibilities ... in Board liaison and the bigger picture ... we 

also need to formalize everyone's Divisional roles more." 

One team member continued to express concern and skepticism about the capacity of the 

organization to take on broadened responsibilities. This person raised the issue of professional 

ethics, especially with regard to museum collections and traditional custodial responsibilities. 

duties they feared would be sacrificed in the new, more externally focused Division. 

• ·•rm still uncertain about our task ... we've basically been doing the work of the Division. now 

we have the title for it ... the rest of us are not involved at the board level, that's [the 

Manager's] arena ... we're too busy at our own jobs now ... we can't take on more ... how do 

we establish priorities ... maybe this is the task ... we have to make some tough choices, 

what's the process for doing this? ... do l neglect exhibitions over collections? ... there are 

ethical issues here." 

It was becoming clear the Division operated in two very different contexts - one inside municipal 

government and in the community; different skill sets and approaches were needed for each. The 

City demanded quick response time. pragmatic problem solving, "watching your back." The 

community work had more to do with consensual decision-making, sacrificing short-term 

efficiency for building longer-term relationships of trust and shared commitment. These were 

among the characteristics of equity planning that Dreeszen ( 1994) identified as essential to the 

future of cultural planning. 

• "Consensual management may be ok in the museum but you can't operate that way at City 

Hall." 

• .. We need to be working better inside the City and outside in the community ... the 

[Peterborough] Arts Umbrella can take on part of the external role." 
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It also became apparent during the interviews that the Manager's source of professional identity 

was shifting away from the museum and toward the municipality. Paradoxically, many of the skills 

and competencies that served him well there - strategic insight, astute short-term problem-solving, 

highly tuned political instincts - were the very qualities that were the source of some of the 

interpersonal tensions in the museum and in the larger community. Even team members who were 

critical of some aspects of his leadership style. acknowledged and admired his skills and 

effectiveness in the municipal arena. 

• ··[The Manager] is shrewd ... he is not like the dinosaurs at city hall ... but he can work with 

them ... his gender is right and he's very bright ... that's where he gets his satisfaction ... he's 

a political guy ... he's sensitive too ... he's always been very sensitive to the Native 

community, to the whole race relations stuff ... he's really good at that sort of thing ... he·s 

interested in the right stuff. He's politically bang on and he can play the game." 

Findings Regarding Penonal and Interpersonal Dynamics 

Responses to questions l. 3 and 4 ran together. all relating to personal interactions and team 

dynamics. 

There had been substantial progress made at the Forum in advancing the team's understanding of 

its work and the challenges before the Division. However. it was immediately clear there had been 

a .. cooling" of enthusiasm and willingness to address some of the difficult personal and 

interpersonal dynamics raised at the Forum. The most vivid memory people had about the Forum 

had to do with these issues. But the response for most members of the team was to ··put the lid on·· 

difficult emotional issues. 

One team member indicated that there had been no follow-up discussion of these issues at the staff 

meeting immediately following the Forum. Two members reported on a discussion in the car on 

the way home after the Forum in which they agreed not to let too much time pass before the team 

came together. The fear - as it turned out an accurate one - was that the team would lose 

momentum and the willingness to confront these issues. 
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• "There was a lot of pent-up emotion, a lot of intensity ... I'm not sure this was healthy ... the 

personal issues didn • t get raised at our staff meeting after ... the criticisms of [ the Manager] 

I'm not sure were fair ... he felt badly." 

• ·•1 took exception to the criticism that saw our team's intensity as negative . . . it was really 

passion ... their interaction didn't seem real to me." 

At the same time, there was a reiteration of the need to work together differently. 

• "It's true we need to work harder at communicating .... especially horizontal communication ... 

we've committed to having more staff meetings ... I suggested we establish a binder that 

contains all the materials for the Culture and Heritage Board that would be available to staff." 

• ·•Giving power away . . . each team member needs to take on some responsibilities . . . people 

began to relate to one another more, not just to [the Manager], this is important, we started 

talking about this and need to continue." 

• "(the Manager] saw that his leadership style may not be what was needed ... I'd been frustrated 

... [another staff member] was frustrated ... was it all genuine ... I have a sense we're lapsing 

back into old roles." 

The Manager was struggling with criticism and seemed genuinely committed to changing his 

management style. But he found it difficult to break old habits. He felt there was an important 

distinction between leadership in direction setting - something that could be shared. and 

management decisions involving issues such as resource allocation - things that could not. He also 

said he believed staff themselves had to take greater responsibility for addressing organizational 

dynamics. 

• "The communication issues are real ... but staff themselves have to take more responsibility 

for this ... I'm still a believer in a 'need to know· policy on information sharing. 1 know my 

-staff well ... not all of them are ready for some of this ... I've been delegating more 

responsibility ... but ifs still my responsibility to allocate resources ... leadership is a shared 

responsibility but management is not." 
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7 .2 Team Retreat 

The goals identified for the retreat were that by the end of the day the team would have: 

• A shared vision of the Division; 

• A shared vision of culture and heritage; 

• A critical path, plus a method for recording and evaluating progress; 

• Exciting ideas; and, 

• Sunburn. 

Most of the morning was spent on the first two goals, what the group called the ''big picture ... the 

vision stuff" 

Goal 1: A Shared Vision of the Division 

Considerable time was spent discussing administrative and governance structures. One or two 

members, including the Manager, dominated the discussion. The primary issue was the feasibility 

of the Division simultaneously forming both part of the administrative and political infrastructure 

of municipal government and a representative body for community interests. A tension was 

acknowledged between the short-term problem solving and conflict-resolution mode of the 

municipality, and the need for strong external advocacy. 

Several members pushed for a resolution of these tensions in structural terms. The Manager and 

several others took a more pragmatic view, arguing that the Division had a flexible structure that 

was able to manage these tensions. It allowed the organization to work inside the municipality 

when that was effective, while remaining a vehicle to mobilize a collective voice in the community 

when that was needed. 

• "I remember something I read about municipal cultural policies which was the need to balance 

the benefits of ann's length relationship to government with the need to work inside city 

structures better. This is what I was trying to create with the Division. The participation of the 

art gallery or the historical society in the Division doesn't mean they can't continue to take 
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independent stands on some issues ... but we also have the potential to speak with a collective 

voice when it's in our interests ... my attitude is always •ifit ain't broke don't fix if 

... understand the tensions, the paradoxes you're managing but accept they'll never be 

completely resolved.•· 

The team wrestled with how to define outcome measures for demonstrating the ·'product" or 

benefits that the musewn delivered to the Division. Museum measures such as attendance figures. 

the nwnbers of school tours and others were relatively straightforward, but this view of musewn 

performance is revealing in itself. The measures mentioned are really ourpurs - an accounting of 

activities the institution delivers. rather than outcomes - the impacts or public benefits resulting 

from those activities. 

If •'success" for the musewn was difficult to assess, it was even less clear what constituted 

··success" for the Division. and how it might be accounted for. Many of the outcomes delivered by 

the Division were intangible - political problem solving inside government and alliance building in 

the community. 

• ·'Recording and tracking Divisional activity is harder to record than attendance figures ... we 

need to find some way to report annually on Divisional accomplishments.,. 

• "Politics are a recurring theme here ... political outcomes are what the CHO delivers ... much 

of this is solving problems for the city ... if important issues come to Council in other areas 

they always take it under advisement and refer it to staff for study and sober second thought ... 

in the past when cultural issues came to Council they were either seen as too marginal to 

warrant study or Council dido 't seem to have confidence staff could provide sound advice ... 

we can be valuable problem solvers but it means playing politics on several levels . . . if we can 

prove our value we can maybe justify additional resources.,. 

The question of Divisional reporting was linked to a discussion about the larger need to report on 

cultural acti\ities and resources throughout the community. It was suggested that one function of 

CHO could be to establish a consistent format and template for reporting on all cultural activity -

and to serve as a channel for funneling that information to the city. 
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The relationship between the museum and the Division was also discussed at length. The Manager 

agreed that the Division needed to have a higher profile, but cautioned against abandoning or even 

reducing a separate identity for the museum. 

• "Without the museum there is no CHD ... the city really still sees us institutionally ... 

connected with this building . . . several years ago the Recreation Division gave up its 

responsibility for managing facilities to focus more on planning. facilitating and so on in the 

community ... they got almost entirely shut down in the last round of budget cuts. The view is 

'how much can it really cost to facilitate a few meetings?' Also when the downsizing started it 

was the planners that were the first to go . . . remember this is a municipality where the city 

budget is ilie corporate plan ... council makes lots of nice pronouncements about their 

commitment to culture and heritage ... but they would close us down in a minute if they had 

to." 

The composition and structure of the CHB was also discussed. The Manager felt that consideration 

should be given to a more "federated model" in which half the members would continue to be 

appointed by the municipality, while the other half would be elected at an annual community 

forum. Rather than people on the Board representing specific institutional interests, representation 

might be considered on a more functional or strategic level - cultural education. festivals and 

events, community-wide strategic planning. information and communications systems. advocacy. 

fundraising, etc. 

The debate continued about whether museum staff should have their Divisional responsibilities 

formalized. or whether it was better to stop shon of the perfect rational model. The Manager took a 

pragmatic view. 

• "What we have is a really broad framework which I think everyone feels has some real 

strengths to it. It's broad and flexible and there· s an ability to find whatever you want to find 

there. Rather than trying to come at it from the front-end and defining the Division in the 

abstract maybe ifs about becoming more aware of what activity falls into the museum and 

what is divisional. In part we'll figure out the role for the Division by looking more carefully at 

what• s already been done on the ground." 
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The Manager's leadership style was raised again as both a strength and a liability for the Division. 

The Manager himself sent mixed signals, both acknowledging his need to work more 

collaboratively, but being drawn back to more familiar ways of working. 

Goal 2: A Shared Vision of Culture and Heritage 

Considerable time was spent in the morning discussing the meaning of concepts such as ·•culture.·· 

''heritage." "identity." ··community" and "diversity.'" A lengthy discussion took place on issues of 

exclusion and prejudice in the community; this was the first time these issues had been raised 

explicitly by the team. The team agreed that as long as cultural issues remained concerned with 

"safe," non-controversial ideas - on early community history, on ·'the K-factor," on arts and culture 

as pleasant recreational or leisure activity. Peterborough's "old guard" remained comfortable. As 

soon as issues were more challenging, when they began to challenge - rather than perpetuate -

community norms. resistance set in. 

• "They want to celebrate who we were - not examine who we are.·· 

• ''There is really a definite line between what we can accept things that are easily accessible or 

don't challenge us much or make us think more about our identity. But as soon as you take one 

step beyond that people turn away.·· 

A lengthy discussion about the museum and the Division's responsibility to ·•tead or follow" 

community norms took place. 

• "Peterborough is certainly becoming a retirement community and that's shaping it. One of the 

negative sides of that is that people are moving to Peterborough to get away from the 

multiculturalism of Toronto. The perceived violence of Toronto ... to preserve the WASP 

thing that they grew up in when Toronto was for them.·· 

• ''What's the culture of Peterborough we're charged with perpetuating and maintaining? ... 

Should we be the Peterborough Museum of Cultural Intolerance? ... the Museum of Racism? 

... is our role to just reflect community views ... or to challenge those views?" 

The Manager described an incident several years before when a fonner Board of Museum 

Management member pushed for a policy on ethno-racial and cultural equity, one that 
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acknowledged the existence of racism in Peterborough. The rest of the Board, who refused to 

acknowledge the reality ofracism, resoundingly rejected the policy. 

All team members were engaged in this discussion, but the dialogue was dominated by the 

Manager and by the vocal Board member. The Board member pushed for stronger political stands 

on community issues. The Manager and several others were more cautious and agreed that the 

institution could not remain neutral. but did not wish to push the status quo too hard. This second 

group pointed to the weakness of the Social Planning Council, a Council that had been stereotyped 

and marginalized by Council and by the business community as ··radicals and troublemakers." a 

stigma that had undermined their ability to move an agenda ahead. The fear was expressed that 

cultural issues would get tied up in this conflict. The Manager felt the organization had to be 

pragmatic and watch for opportunities to push a more progressive agenda forward. He was less 

inclined than the more militant Board member to advocate an explicit set of principles and 

commitments. 

• .. There's always a tension between continuity and change if you want to frame it that way, 

some things we want to hold onto in the community and other things we want to let go and 

redefine. But there is something about the Division not explicitly defining what values need to 

be promoted but helping engage people in a dialogue out of which might emerge a clearer 

sense of what those values are ... what we want to be at the heart of the community." 

• .. I think the only way there is going to be consensus in the community is by forcing people to 

think about things. And that's only going to happen by us holding up a mirror [to the 

community]." 

• .. But who are we to decide what the values are at the heart of the community? ... besides if we 

declare ourselves it gives them something to shoot at.,. 

• .. I think there are some universal values that should be reflected in the way this community 

behaves ... like ethno-cultural tolerance and respect for diversity ... we [the Division] do not 

have a belief or value statement and I think it would be an interesting exercise to move towards 

trying to articulate what the shared beliefs are at the Board level, at the institutional level ... 

and so on." 
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Goal 3: Clarification of Team Outcomes and Critical Path 

By the end of the morning the team had identified the following outcomes: 

• Engage more people in the process of shaping a vision for the Division; 

• Raise the public profile of the CHO; 

• Identify priorities within the existing CHO mandate; and 

• Deal with administrative. governance and resource allocation issues. 

The team broke up into pairs. each one assigned to a different goal. Each group was to define 

concrete proposals to advance the goals using appreciative inquiry. 

The following proposals emerged from this work. 

• In order to engage more people. one group proposed a Culture and Heritage Festival be 

organized as a high profile event involving as many groups as possible. 

• The group asked to identify Divisional priorities also suggested organizing an event. in their 

case a multicultural heritage festival. 

• In order to raise the Division's profile it was proposed that a Divisional logo be developed that 

could be used by groups to promote events and signal suppon and encouragement from the 

CHO. It was also proposed that an annual award ceremony be organized that could profile the 

work of the Division and other local cultural groups. and double as a fundraising event. 

• Several proposals were made to deal with administrative and governance issues. These 

included: more clearly delineating Divisional from museum roles and responsibilities; 

restructuring the Board by eliminating representatives from local cultural organizations and 

replacing them with elected representatives from the culture and heritage community; 

advocating for a fixed percentage oflocal property tax to be dedicated to the work of the 

Division., based on the model used for library services. 

Individual team members were recruited as leads on the four proposals. The Manager offered to 

complete a critical path for the team based on these priorities. The team determined that a 

presentation should be made to the Culture and Heritage Board at its September meeting on the 

results of the team's work to date. 
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The team conducted a team dialogue at the end of the afternoon. In the dialogue, l commented that 

l thought the energy level had been higher in the morning when the group was dealing with .. vision­

level stuff" - definitions of culture, diversity, the larger '"system issues" related to management and 

governance structures. etc. A team member said she felt just the opposite. 

• "It's funny because l felt a lot more energetic this afternoon thinking about real concrete things 

... Thinking about possibilities and ways of doing things. And I know that's me. l want to do a 

job and be able to see what to plan. The discussion this morning is important and meaningful 

but ifs still a theoretical exercise to me. It's applying an idea that gets me excited and 

interested. So it's when you started the timetable that I really started to get wakened up." 

Another team member commented that they found the one-on-one interviewing and conversation at 

least as stimulating as group discussions. 
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7 .3 Presentation to Culture and Heritage Board 

Preparation 

The team met in early September to plan their presentation to the CHB. lt was clear that the 

momentum that emerged from the retreat had been lost. The Manager had prepared a critical path 

that summarized the conclusions of the team retreat and established tasks, milestones and 

responsibilities of team members. However. people seemed to have lost the enthusiasm that was 

present at the retreat. Frustration was expressed about a process that seemed to have been about a 

great deal of talk and reflection, but little concrete action. Two staff members were dealing with 

serious family illnesses. Everyone was dealing with stress due to day-to-day committnents at the 

museum. One Board member expressed frustration about long periods between meetings, with 

little information or communication. When the Manager focused people on the critical path some 

of these anxieties and complaints were reduced, but a level of frustration remained. 

The Manager offered a suggestion about one of the group's problems. 

• "One of the challenges that we had as a team is that we keep trying to do it ourselves. And 

correct me if I'm wrong but I think the best use of our time and energy is to try to come up 

with a process to get other people to help do it. To involve more people in doing it ... I keep 

coming back to ifs nice to try to solve this problem myself or for us to try to solve it but then 

it's only our voice and it's not the community board or the board voice for that matter." 

The Manager suggested that the team use appreciative inquiry to interview a range of people who 

the team felt might come to see the benefits of working together in the Division. The team agreed 

to the proposal immediately and identified a list of people to interview, including other members 

of the Board. The results of these interviews were to be brought back and consolidated into a series 

of "provocative propositions," a second step in the appreciative inquiry process aimed at building 

shared vision. The interviewees would then be invited to a community meeting at which these 

provocative propositions - composite statements of people's ideas - would be brought forward. 

One team member compared this to "bringing the Learning Forum to Peterborough." 

The team decided it would take a number of issues to the Board: 
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• An update on the team's work to date; 

• A draft definition of culture and heritage; 

• The proposal regarding the use of appreciative inquiry for engaging more stakeholders: 

• The proposal for a Divisional logo and a special event to build profile: and 

• Some initial work on distinguishing the work of the PCMA and CHD. 

A team dialogue closed the meeting: 

• ·•It's getting easier .. we're working better as a team ... I listen better." 

• ·•we're moving from solving problems to identifying tasks." 

• ·•we're beginning to share responsibility, not taking it all on ourselves ... we've changed from 

trying to figure-out everything about the Division and the Board to designing a process for 

figuring it out." 

• "Our meetings are still too far apart ... we need to be prompted by someone between meetings 

. . . we need to keep the momentum going." 

• ·•1 feel good about going away with concrete tasks." 

The Culture and Heritage Board Meeting 

The Manager requested an extended meeting of the CHB to repon on the team· s work. A memo 

distributed in advance of the meeting provided an agenda and background material on the terun·s 

work. 

One team member introduced the presentation by providing a clear and succinct summary of the 

team's work to date and the Learning Forum. Another team member made a presentation on a 

conceptualization of culture and heritage (see Figure 13). 

174 



Figure 13: Culture and Heritage Division Defmitions 

Culture: 
Culture is the total way of life experienced by people. Culture is manifest through the 
following: 

objects (material culture) - tangible items produced by a cultural group which reflect its 
values, lifestyles and technology 

folklore (non-material culture) - non-tangible practices, mostly oral traditions which are 
maintained within a cultural group and include such things as teachings, tales, beliefs. 
superstitions, fears, prejudices and customs which are passed from one generation to 
the next 

surroundings (cultural landscape) the natural and built environment in which a cultural 
group lives 

Heritage: 
Heritage is made up of manifestations of culture which may be passed on from one generation to 
the next. 

IDENTITY 

surroundings 
(11uturul & b11ilt l'nviru11n1t'llf) 
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The presentation proposed that the Division adopt a statement of how it understood these terms, 

and the implications of these understandings, for its mandate. The presenter asked for feedback. 

There was no response. A second team member asked. '"where do the arts fit in?" A discussion 

followed which involved team members and several Board members, regarding the pros and cons 

of making the arts a distinct category in the conceptual model. Another member of the team said 

they felt there should be an explicit reference made to cultural diversity. The discussion continued 

for fifteen minutes and was dominated by team members who demonstrated a sophisticated grasp 

of the '"definitional dilemma" in cultural planning. With no consensus emerging, the Manager 

suggested that the team take the feedback. refine the definition and come back to the Board at a 

later date. 

A second team member then distributed a handout on appreciative inquiry. Again the presentation 

was a sophisticated and succinct description of key principles. He proposed that appreciative 

inquiry be used as the basis of interviews aimed at building consensus and evolving a stronger 

shared vision for the Division. At this point several long-standing Board members, including the 

Chair, ·•revolted." 

• ·•we are putting the cart before the horse. We have accomplished nothing that in any way 

responds to why the Board was put forward. Why the Board was changed in the first place. . .. 

That's why I've been contacting people over the summer because I've felt we've been sitting 

here for two years ... we can't even define what the Board is to our own satisfaction. If we 

can't define it ourselves and we can't find our own direction and what this Board feels is its 

mandate, how can we add fifty other people to the mess?" 

The Manager responded defensively by arguing that a great deal had been accomplished and listing 

a number of successes, but he acknowledged that he may have not communicated these as clearly 

as he might have. The team argued that the proposed interviews would help advance the goals and 

mandate assigned to the Division, including the definition of priorities that they acknowledged had 

not really taken place. Several Board members felt they were not receiving the information they 

needed to do their jobs. 

It became clear that much of the leadership that the museum had been providing in tht: community 

prior to the establishment of the Division continued to be seen as the work of the museum, not of 

the Division. For several Board members, the genuinely new activity identified in the Division's 
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mandate - including development of municipal ans and municipal heritage policies - had not 

occurred. The Board felt that the Division was not receiving the profile and attention they should. 

The Board had interpreted the mandate of the Division as set out in the founding municipal by-law 

as a specific list of activities or tasks to be undertaken. The Manager - the architect of the Division 

- viewed it as a flexible framework within which specific activities would be undertaken as 

circwnstances and opponunities arose. 

Communication problems seemed compounded by a personality conflict between the Manager and 

the Board chair. The meeting resulted in the tabling of all the issues brought forward by the team: 

no decisions were reached. Everyone left the meeting frustrated. Many factors seemed to be at play 

here: problems of communication between the Manager and the Board: differing interpretations of 

Divisional priorities; and the Board's sense that it was not playing as active and high profile a role 

as many had hoped. 

A team member thought another factor was that several of the most vocal and critical Board 

members were individuals who liked concrete tasks and projects. The discussion about appreciative 

inquiry, coming hard on the heels of an equally nebulous discussion on definitions of culture, had 

been too much abstraction. The team was trying to establish a stronger context for the work of the 

Division. but these Board members wanted to ••just get on with the job." A team member reflected 

on the meeting: 

• ·•Toe meeting was a disaster. Board members responded hastily [sic] to the concept of 

conducting appreciative inquiry interviews and felt that the approach we advocated involves 

too much talk and not enough action. • We already know who we are. let's just do it.' Some 

board members seemed resentful that they hadn't been already involved in the process every 

step of the way. On the whole it seemed we took a big step backwards in our task. as it seemed 

the most important job ahead of us now is to mend fences." 
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7.4 Follow-up Team Activity 

The team met several times through the fall of 1996 and winter of 1997 to continue work on the 

goals and tasks identified at the retreat, but the momentum and confidence of the group had been 

lost. Frustration continued to be expressed that more work could not be accomplished between 

meetings. Due to other commitments. no one was able to bring the time needed to move work 

ahead. 

Paradoxically. a great deal of productive work took place over this period. The team went ahead 

with appreciative inquiry interviews in the belief that the best strategy was to "get on with it" and 

report to the Board later. Interviews were conducted with the mayor. the Chair of the Social 

Planning Council. the chair of the Chamber of C onunerce. a representative of a recently-formed 

Quality of Life Coalition. and a representative of a committee struck to lead a community 

economic development strategy called Greater Peterborough Area (GPA) 20/20. All generated 

valuable insights and suggestions about the future of the community and the Division. 

Appreciative inquiry was used to interview and "recruit" a steering committee for a proposed 

Culture and Heritage (Planning) Forum to take place in the spring. On the administrative front, 

solid work was done to separate Divisional and institutional functions and responsibilities. On the 

governance front valuable work was done to distinguish Divisional activities in three categories: 

those that staff would lead; those that the Board would lead: and those that would be shared 

responsibilities. It became clear that the Board was not being used effectively. A lack of clarity 

about roles meant that too much time was being taken up with administrative matters and not 

enough time devoted to external advocacy, networking, or profile building, all activities that the 

Board was both eager and able to take on. 

In June 1997 the team decided that their work as a team linked to both the experience of the 

Learning Forum and to my research should ·•go into hiatus." Notes from the team meeting offer a 

rationale for this decision: 

• ··Members expressed growing frustration with the project, the process and the rate of progress. 

We've had virtually no contact with other groups since the Learning Forum. It was suggested 

that the focus for the Learning Forum should have been with different types of institutions 

rather than other museums. The team was reminded that we are attempting to do this through 
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our application of appreciative inquiry. The team felt increased pressures both internally 

[within the group] and externally [from the September Board meeting] to move from planning 

and analysis to action: from talking about it to actually doing it. It was suggested that by 

following a more rigid process that we ·ve lost the flexibility to respond quickly to change in 

the political and economic environment and opportunities. There was general recognition that 

by trying to apply [ organizational learning] to our task both processes suffered. The group is 

very product oriented and there is no sense of personal fulfillment because there is little 

tangible product at this stage. There was consensus that our dissipating energies be focused on 

the Special Events Committee and the Cultural Forum. The team should meet only to support 

and/or advance these projects or to honor its committnents to the project." 

People had come to associate the team· s work solely with the investtnent in reflection and 

organizational learning. The invitation extended at the Leaming Forum in particular. and in my 

research more broadly, to remain reflective about the team's actual work and team dynamics had 

became separated from the work itself. There was little recognition that the team's investtnent in 

these learning processes had been key to analyzing need. taking action. and affecting some shifts in 

how they interacted as a team. 
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7 .5 Recurring Dialogue With Museum Manager 

The Manager continued to build support at City Hall and in the community for the work of the 

Division despite continued financial pressures on all municipal departments. One reason for the 

growing trust and support. he believed. was that he was now seen as more of a "'team player ... 

The most significant development for the CHO during 1997 was the resignation of the Director of 

the Peterborough Public Library and the Manager·s appointment as the part-time manager. The 

relationship between the City and the Library Director and Library Board had grown progressively 

worse through the municipal budget cutting process. The Manager commented: 

• "They just don't get it. they haven ·t read Politics l O l ... they 're marginalizing themselves ... 

winning the battle and losing the war." 

Senior staff and politicians at the City saw the Manager as someone who could manage the 

political arena more astutely. Paradoxically. given tensions around leadership style in the PCMA. 

he was also seen as someone who could manage staff in a more collaborative and democratic 

fashion. The Manager reported that the Library. like the museum. was organized vertically with 

narrow functional specializations and little ability to work cross-functionally outside these areas. 

Insights gained at the PCM:\ were beneficial in tackling similar issues at the library. The Manager 

found the library's organizational culture "closed and insular ... more focused on internal operating 

standards - "micro management". than on public service and community relations - "macro 

management''. The Manager used appreciative inquiry to interview library staff. and believed it had 

helped build comminnent to the need for change in the organization. Council and city 

administrators saw the Manager as someone with a community-oriented view oflibrary services. a 

priority if the institution was to build external support and alternate sources of revenue. A strategic 

planning session that involved the library staff and Board identified virtually identical priorities to 

those of the Division - establish a higher public profile. build stronger community links. play a 

stronger advocacy role, improve ties with Council, and update internal policies and procedures. 

In return for taking on management responsibilities at the library, the museum received additional 

resources from the city that allowed for the hiring of additional part-time help at the museum. 
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Linking the library and the CHO opened up a number of opportunities. Library staff's expertise in 

information technology brought valuable additional skills and perspectives to the Division. Web 

site support was negotiated with a local Internet service provider who contributed hardware and 

free Internet service to interested cultural organizations. The Manager represented the interests of a 

wide range of these organizations in negotiation with the service provider. 

Divisional Results 1997-1998 

Regular phone conversations continued with the Museum Manager throughout th!! balan..:e of 1997 

and into early 1998. There were many Dh,isional accomplishments during this period. a portion of 

which are listed below. organized according to the three broad CHO roles. 

Results related to mana~ement c~(PCAL·I: 

• An upgraded PCMA (and CHO) web site. and growing community use of the site: 

• The Archives component of the PCMA assumed fonnal responsibility for the historical records 

of the City Clerk; 

• Leadership. with a consortium of community museums in Ontario. in the production of 

traveling exhibitions for rotating use by other museums in an initiative funded by the federal 

government 

• Improvements to the museum physical plant - an upgraded driveway and a new roof for the 

museum: 

• The construction of the Heritage Pavilion outside the museum to serve as a site for museum 

programming and as a performing arts venue: The securing of additional resources for a part­

time Program Assistant. Museum Clerk and contract cleaners. 

Results related to providing support and assistance to the City on culture and heritage issues 

included: 

• Inclusion of a CHB member on the Civic Awards Committee; 

• Coordinated input from the culture and heritage community to the GPA 20/20 regional 

economic development strategy. a key municipal priority; due to the networking and advocacy 
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efforts of the Division the cultural community had a larger turnout at community meetings than 

any other sector: 

• The addition of a representative on the CHB from the Library and the Native Friendship 

Centre: 

• Successful mediation by the Manager of a conflict between a downtown property owner and a 

cultural organization that would have meant the loss of a perfonning arts space: 

• Participation on a Waterfront Development Taskforce. a key municipal priority linked to 

downtown redevelopment (at the request of the mayor): 

• Reflecting the Division·s heightened profile more applications were received to ~rve on the 

CHB than any other municipal board or advisory committee: 

• Assistance in mediating negotiations between the city and the local art gallery regarding 

operating support. 

Results related to ,:ommunity <.·ultural planmng and de,·elopment: 

• Supported and facilitated a cultural tourism and joint marketing strategy for local culture and 

heritage groups under the umbrella of .. Celebrate Canada in the Kawarthas:" this initiative was 

seen as one of the most positive concrete results to emerge from the GPA 20/20 process: 

• Organized and facilitated a ··culture Matters" Roundtable for the visiting provincial Liberal 

culture critic: 

• Organized and coordinated a Mayor's Reception for the visiting Ontario Minister of Culture: 

• Participated in planning the Pathway of Fame. an initiative to recognize local artists and 

community leaders; and 

• Coordinated a meeting with the Ministry of Natura] Resources (MNR) to organize public art 

and heritage exhibitions in a local MNR building. 

It was clear that the Manager·s professional satisfaction was less tied to the museum and more to 

the municipality. The Manager reported a conversation with a museum colleague in which the 

colleague observed that the Manager must be ready to move on to a larger institution. He 

responded that the more exciting challenge for him was the municipal arena working to make 

culture and heritage issues a higher priority in local decision-making. Between praise at the City 

and recognition in the community. the Manager was receiving validation and reinforcement in his 
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new role. Other museum staff found themselves in a changed context, one for which not all felt 

prepared. The Manager reported that morale was suffering. 

In June 1998, a year after the team went '"into hiatus,·· he reflected on the process. 

• In light of all the uncertainty and financial pressures there is no time to sit back and reflect or 

plan. we have to seize opportunities as they arise and run with them. lt' s hard to stay focused 

on rethinking your mandate when you have doubts if you'll even exist tomorrow ... the 

Division is still trying to figure out what business we·re in ... it was c:asier in the museum. we 

had some sense of the museum business. l think people are less clear just exactly what the 

business of the Division is. but I think we ·11 figure it out as we do it.·· 

Despite the team· s disillusionment with the process. he felt that the experience had been positive. 

• '"[There is] much better communication within the Division about our activity and the larger 

context for the change in mandate and the project has forced us to confront this ... 1 think wc·re 

better for being involved. but you can't assess the changes overnight." 

He reflected that as a result of the team process he felt: 

• .. [lam] listening better and delegating more ... if I'm to survive in the new position l have to 

delegate more. give away more responsibilities:· 

• .. Rather than managing the meeting and assuming responsibility for follow-up I ask them what 

they want to accomplish and help lead a discussion about the options for doing so.·· 

The Manager increasingly saw his job as: 

• ··Building a web ... ifs about public relations. ifs about politics. ifs about building 

relationships." 

One indication of the changes in the perception of the Division was reflected in coverage in the 

local paper. At the beginning of 1997. the Manager was still being referred to as Manager of the 

museum, even when he was doing Divisional business. By the beginning of 1998, he was described 
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as '"the city's leading cultural bureaucrat." He wondered if the time had come for him to move his 

office out of the museum and library to City Hall. A year earlier I had asked about this. At the time 

he considered it premature, but. based on the increased profile and legitimacy of the Division, he 

felt the move might now be timely. and might help to change incorrect perceptions about the 

Division's tie to the museum. His challenge now, he stated. was to build support within the City for 

the resources needed to hire a new full-time manager at the museum. 
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7 .6 Summary of Second Phase Data Collection 

The central research question that emerged from the background literature review was: 

How can organizational and profe.'i.'iional practices in museums change in order to 

address new understandings of culture and community-based cultural planning? 

The premise was that there were two requirements for museums realizing an expanded role in 

cultural planning: first a re-framing of museum purposes linked to a rethinking of culture and 

community-based cultural planning; second. new organizational and professional practices and 

capabilities. Organizational learning was hypothesized as a tool for supporting both of these 

change processes. 

Findings through two phases of data collection reveal a number of misconceptions related to this 

neat formula for change. 

7 .6.1 Re-framing Museum and Cultural Planning Purposes 

The first premise was infonned by the belief that planning is concerned with conceptualization. 

problem-framing and values clarification (Innes. 1990). The team did make progress in evolving a 

more cohesive shared vision of culture and heritage issues in Peterborough. progress evident during 

the retreat and during the presentation to the CHB. However. the reality was that the group started 

our with a fuller grasp of these issues than I had assumed. It was not an inability to see the .. larger 

picture" but rather people's desire to see progress made in smaller concrete ways. Motivation and 

saris( action came from moving this larger agenda forward incrementally. The research design that 

encouraged people to repeatedly return to reflecting on .. first principals" was enervating and 

disempowering. 

The larger vision of local cultural planning and development that all team members were able to 

articulate was proving relevant in interpreting two of the three broad mandates assigned the 

Division - providing support to the municipality and supporting and facilitating community-based 

cultural development. These understandings proved far less helpful in supporting a process of 

change in the Division's third area of responsibility, continued responsibility for managing and 
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operating the musewn. Here a range of factors acted against reform in organizational and 

professional practices. In the words of one team member the establishment of the Division has 

merely given formal sanction to the ··strong community orientation" that staff believed had long 

characterized the activities and commitments of the PCMA. But this activity continued to fall 

largely into the category of working with other cultural organizations on strategies to advance local 

cultural development. activity that had now received formal sanction in one of the three mandates 

of the Division. 

It can be argued that this interpretation of the museum· s community commitments served co 

actually deflect attention from the more radical challenging of traditional museum and interpretive 

practices that lay in Tivy's (l 995) ··Revising the Past" paradigm. Embracing this paradigm 

required a more sustained and critical examination of the larger public purposes served by the 

museum, and of the opera1ionul implications of the institution serving the contemporary cultural 

needs of a diverse community. The organization caught glimpses of this dramatically different role 

in the repatriation initiative and in exhibit themes addressing more contemporary community 

issues. But these activities remained confined to temporary changes in individual museum 

programs. Lavine ( 1992) argued that if museums are to shift from collections-driven institutions to 

institutions engaged more with communities and larger public interests a more systematic reform 

of organizational and professional practices would be required. The failure to engage issues at this 

level meant that the organization was continually drawn back to more traditional formulations of 

museum purposes and practices. 

The more traditional functional definition of museum practice continued to exen a strong hold on 

museum staff responsible for those functions. It was here that they found their sense of 

professional identity and competence. The Manager's professional identity and job satisfaction, in 

contrast appeared increasingly tied to the municipality arena. 

7 .6.2 Barriers to Organizational Learning 

My hypothesis was that organizational learning prm,;ded potentially useful principles and practices 

to support the change process in PCMA/CHD. Evidence from two phases of data collection and 

analysis suggests that significant barriers exist to these tools realizing their potential as ··change 

technologies." 
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a) Information and Communication Barriers 

A basic and serious barrier is weak communication and inadequate sharing of information in the 

institution. The Manager's belief in sharing information on a ·•need-to-know basis'' is an 

impediment to other staff's ability to develop the shared understanding of the work of the Dhision. 

b) Emotional and Interpersonal Barriers 

The emotional and interpersonal dynami~s on the team appeared to play an important role in 

people's receptivity and capacity for change. Schein ( 1992) argues that many barriers to learning 

and change are deeply rooted in the defense strategies we use to protect ourselves from feelings of 

personal and emotional vulnerability. Conversely, people are able to change if they feel supported 

rather than vulnerable. and if they are more eager to support others than .. win points .. for 

performing or fixing problems themselves (Dixon. 1994 ). 

Team members were able to express strong emotion if they related to their strong sense of 

professional commitment to the institutions: as has been noted this had both positive and negative 

impacts. But there was a consistent resistance to acknowledge personal vulnerability or confront 

difficult interpersonal conflicts. When the Manager was able to acknowledge his feelings of self­

doubt in the final team meeting at the Learning Forum the impact on how the team interacted with 

one another was significant. People listened to one another differently. and spoke more honestly. 

There was a feeling of trust and openness in the room that was palpable. and that l did not sense at 

any other moment in the research. This experience proved impossible for the team to sustain. Once 

back in the institution. amidst the pressure of work. more traditional modes of thinking and relating 

to one another reasserted themselves. 

c) The Limits of Rational Analysis and Problem-Solving 

The findings point to the limits of rational problem-solving and strategic analysis in organizations. 

but also to the powerful hold that these traditions have on us. Among the alternatives that formed 

part of the experience at the Learning Forum: valuing a wider range of sources of knowledge, 

including personal or embodied knowledge and intuition: valuing silence: learning to listen better: 
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suspending judgment; acknowledging multiple answers or solutions to any issue; and , perhaps 

most difficult of all. relinquishing our need for control (Senge, l 990: Dixon. l 994 ). 

I recorded the following reflection on my own response to the Learning Forum immediately after 

the event. 

• "The weekend was a very powerful and moving experience for me. It gave me a much more 

visceral and direct and emotional experience of a lot of ideas about organizational learning 1 • d 

read about that l ·knew· intellectually but didn't really understand ... I learned: the value of 

silence: slowing down so more things happen: that the most productive and satisfying meetings 

are those in which someone has managed to "take the temperature down,· not ·crank it up.· 

allowing more people to contribute. Taking the temperature down also seems to relate to 

moving from intellectualized. abstract discussion to people speaking more from direct 

experience. Most important I learned a deep humility about the collective wisdom of others ... 

7 .6.3 Leadership Needs and Requirements 

Issues of leadership emerged as a key theme in the research. central to both the successes and 

factors that limit the PCMNCHD. The findings suggest the need to recognize different cultural 

planning contexts and their respective leadership requirements: a mix of perspectives and 

competencies is required. One clear requirement is the need to rise above functional competence to 

understand the broader context in which professional knowledge is applied (Canadian Museums 

Human Resource Strategy, 1995). Much of the Manager's ability to respond to strategic 

opportunities in the municipality related to the opportunities for growth and reflection he drew 

from his involvement with museum and heritage issues outside of the community. Conversely. a 

good deal of the difficulty other staff members had coming to terms with ·'the new world order•· 

seemed directly attributable to their more insular professional identities. 

Strategic insight the ability to think quickly. to respond to political opportunities and to problem 

solve - these are all enormous assets in the "cut and thrust" environment of municipal government. 

The Manager's skills in this regard were responsible for protecting the organization in a hostile 

environment, and indeed actually extending its influence. These same skills, however. appeared to 

be a liability in the context of the museum and in community settings. They acted to discourage 

input from others and to undermine trust and the building of shared commitments. Consensual 
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management is dysfunctional in the hierarchical environment of municipal government, but crucial 

in small organizations and in community settings where building relationships is essential 

(Labonte, 1990). 

7 .6.4 Structures and Dynamics of Local Cultural Governance 

Findings appear to validate the premise. noted in the literature review. that complexity increases as 

cultural decision-making moves to the local level (Laperriere, 1995). Here. cultural issues are not 

distant abstractions but directly affect people where they live and work. The case also provides 

evidence of the conservative local politics that Bianchini and Parkinson ( 1993) saw as a major 

barrier to a repoliticizing of a cultural planning agenda at the local level. The conservative cultural 

politics of the .. Peterborough old guard'" mirrored larger political dynamics and power relations in 

the community. dynamics perpetuated on the basis of stereotyping and recrimination - ·'the Pink 

Brigade from Trent.,. 

The case illustrates two approaches to managing change in cultural planning. The more moderate 

and incremental approach to negotiating change utilized by the Manager stood in sharp contrast to 

the more .. principled'" approach favored by the vocal Board member. The Manager appeared to 

secure better and more consistent results moving the local cultural agenda ahead than the more 

confrontational approach advocated by the vocal Board member. The Manager saw his role as a 

facilitator of reform. and as working incrementally inside the structures of power and authority of 

the city. The board member saw his role as a self-described .. shit disturber." who pushes 

aggressively for change from outside the system. These two perspectives are not antithetical and 

indeed can complement one another. The hybrid structure of the CHB represents an effort to link 

the two approaches. Labonte ( 1990) compares the process of policy change to a nutcracker. 

We on the inside create reports and data-driven analysis that essentially tell politicians and 

the public that. as examples. there is a crisis in affordable housing ... These form the 

legitimizing 'inside arm' of the nutcracker. translating community anger (conflict) into the 

'neutral' language of government institutions. When community groups bring these 

concerns to their local leaders, applying that external nutcracker arm of lobbying and 

participatory democracy. there is less room for decision-makers to squirm. They come full 

against the 'inside arm' of data and analysis and, hopefully, the policy nut begins to crack 

(1990, 70). 
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A specific local cultural governance issue that emerged in the case was the tension between the 

municipality's role in maintaining facilities and delivering municipal services. and a more 

·•abstract" policy and planning role. The vulnerability of the Recreation Department after they had 

relinquished responsibilities for direct service delivery was instructive for the Manager. Moving 

beyond known cultural programs and facilities to the embracing of a cultural planning perspecti\·e. 

(Biannchini and Santacatterina. 1997). one that requires politicians and administrators to see the 

city through a new lens. would seem a distant goal. 

A parallel can be drawn between the transition underway in museums and the challenge facing 

local government in embracing a cultural planning approach. Musewns face the need to re-orient 

themselves from collections-based and functionally-defined institutions to organizations engaged 

with a more complex and subjective set of issues and community needs. The evidence in 

Peterborough suggests that the functional definition of museum purposes maintain a stronger hold 

on organizations than the literature might have suggested. Planning, similarly. is seeking to escape 

its technocratic and positivist traditions. broadening its functional focus on land use property and 

basic public services - "thing planning" - to planning that acknowledges complex. human needs of 

increasingly diverse communities. Here too functional definitions of planning maintain a strong 

hold. 
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7 .7 Secondary Research Questions 

Research seldom proceeds in linear or expected ways. 

The central research question with which I began the case study was: 

How can organizati(}nal and profe!l:fiional practices in museums change to address new 

understandings of culture and community-ha!l·ed cultural planning? 

This was a broad question. appropriate as a point of entry to the research. Many issues arose that 

could be explored in a more focused way in the final phase of data collection and analysis. Three 

seem especially relevant. 

The first has to do with the dimension of the research related to reframing of museum and broader 

cultural planning purposes. Team members did demonstrate important insights into the expanded 

mandate of the PCMA/CHD and the reorienting of museum purposes it required. But a series of 

forces, including personal and professional sources of identity. repeatedly pull people back to more 

traditional perspectives and practices. A deeper probing of these beliefs and assumptions is needed 

to understand these tensions. 

The second had to do with barriers related to the translation of these broadened purposes into new 

or refonned organizational and professional practices. A recurring theme relates to a set of 

complex leadership dynamics in the organization. Different facets of the expanded cultural 

planning role assumed by PCMA/CHD demand different leadership skills and competencies. 

Members of the team also bring a variety of strengths that the organization finds difficulty to 

acknowledge. How might these varied fonns of leadership be better understood and 

acknowledged? 

The final area relates to the structures and dynamics of local cultural governance in Peterborough. 

The structure of the CHO represents an attempt to manage the complex interests and needs of 

different stakeholders in local cultural planning and decision-making. Managing these tensions 

requires a clear understanding of roles and relationships in local cultural governance. and an ability 

to assess relative strengths and weakness in different parts of this governance system. 
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The secondary research questions are: 

1. How can the tension!!· involving personal and professional identities in the PCMAICHD be 

brought into shaper focus in a wa)' that is helpful and practical for the organization? 

2. What insights dot.'S the literature offer inlf> the leadership needs and requirements that exist 

in PCMA/CHD? 

3. How might a dearer understanding of the !11ructures and d)'namic:.~ of municipal dec:ision­

making inform an understanding of the PCMA/CHD broadened mandate related to local 

cultural planning? 
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PART V: THIRD PHASE DATA COLLECTION 

8.0 Barriers to Change 

8.1 Professional Identities and Belief Patterns 

Useful insights into the tensions at play in PCMA/CHD related to museum and larger cultural 

planning purposes are provided by Oakes. Townley and Cooper ( 1997). Oakes et al draw on the 

cultural theory of Pierre Bourdieu ( 1993) to analyze change experienced in historic sites in Alberta 

owing to the introduction of a business planning model by the provincial government. Their 

analysis turns on the distinction between fields of restricted production and fields of large-scale 

production. Traditional musewn practice. they argue. falls into the first category of restricted 

production in which the legitimacy of the organization and the professionals working in that 

organization are based on rules internal to the field. These are the more functionally driven 

institutions that have been the norm in traditional museum practice. 

Fields of large-scale production tum on rules external to the field: professional and organizational 

legitimacy flow from external constituents. Oakes et. al. equate this shift from a legitimacy that is 

culturally determined to one that is economically determined - the latter driven by the market 

rationality that lies at the heart of the business planning model. But the shift to externally defined 

legitimacy does not rest solely in economic terms. This is too narrow an interpretation and ignores 

the larger social and political purposes of museums advocated by the new museolOb'Y· 

Notwithstanding this reservation. the analysis of contending forces is revealing. 

Bourdieu's cultural theory revolves around two central concepts: field and capital. Organizational 

fields are the "totality of relevant actors ... that in the aggregate constitute a recognized area of 

institutional life" (DiMaggio and Powell. 199 l ). Fields are viewed as a critical unit that bridges the 

organizational and societal levels in the study of social and community change. They are networks 

of social relations. structured systems of social positions within which struggles take place over 

resources. stakes and access; in short fluctuating relations of power (Oakes et al. 1997. 5). Power in 

these fields is determined through struggles over different forms of capital at stake. capital that is 

central to the definition of the field. 
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Capital is not restricted to financial or monetary assets, but takes other tangible and intangible, 

non-monetary fonns. ·•While capital may be economic. it may equally be cultural as represented, 

for example, by education and expertise; or symbolic, as for example, the capacity to define and 

legitimize cultural values. It may also be social. defined by access to. and positioning in. important 

networks" (I 997, 6). Forms of capital and the structures of a field are interdependent. The power 

of actors in the field varies according to their access to various forms of capital and the strategies 

and actions available to them. The ability of those within the field to define its boundaries. thereby 

determining the degree of autonomy of a field. is a key determinant of power. 

Using this analysis. we can see the PCMA as a ••field of small-scale production under threat'' due 

to municipal downsizing. The response. the creation of the CHD. established a new field of actors 

and a new set of social relations for the staff of the institution. For the Manager, this enlarged field 

provided a source of legitimacy and professional renewal. The new municipal environment was 

one to which his particular style of management and leadership was well suited. The same was not 

true of other staff whose professional identities and legitimacy remained more tied to the field of 

small-scale production. 

Bourdieu·s analysis of the role of pedagogy in organizational change is also useful. Different forms 

of capital are linked to a view of power that has little to do with coercion or conflict and more to 

do with a reconfiguring of positional and organizational identities, vocabularies or values. 

Pedagogy is a process of learning through discovery and self-reflection. "Meaningful pedagogical 

exercises cause the capital and positions within a field to shift. This shift creates points of 

examination at which members of a field are encouraged to examine their existing activities and 

identities" (Oakes et. al. 1997. 32). 

A useful point of pedagogical reflection for team members in the PCMNCHD is Burrell and 

Morgan's (1979; cited in Harper. 1992) matrix of ideologies and belief paradigms. Four 

"ideological paradigms" are set out which. the authors maintain, represent comprehensive patterns 

of beliefs about social reality. The four paradigms are illustrated in Figure 14. 
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A subjective-objective dimension forms the horizontal axis. or continuum. This represents an 

individual's understanding of reality. knowledge and human nature. At one extreme. an objectivist 

approach views the world as an external. objective reality, where knowledge can be explained and 

predicted with regular and causal relationships. At the other extreme. a subjectivist approach places 

reality in the human consciousness, stresses the importance of the subjective experience of 

individuals in the creation of the social world. and is concerned with explaining and understanding 

(Harper, 1997). The vertical dimension represents assumptions about the nature of society, and 

illustrates the extent to which activities reinforce - at the lower end. or challenge - at the upper end. 

existing power relations. The four quadrants represent different paradigms that predispose one to 

see the world in a particular way. Individuals switch paradigms reluctantly since the transition 

requires major changes in overall theoretical orientations and assumptions. 

Community museums. given their history and the forces that have shaped their development. have 

tended to be located in the lower right quadrant of the resulting diagram: maintaining the status quo 

and oriented to objective reality as represented in material collections. The critique of new 

museology is pushing the paradigm upward and to the left, toward more subjective understandings 

of what constitutes social reality and toward a greater challenging of power relations. However. 

many workers in these institutions were drawn to work in them precisely due to their personal 

belief systems as functionalists. The weight of institutional histories. combined with the belief 

systems and professional training of staff. suggest that traditional perspectives will be difficult to 

shake off However. the matrix provided by Burrell and Morgan ( 1979) may be helpful in raising 

issues, and prompting reflection that may hold potential for change in personal and organizational 

perspectives. 
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8.2 Leadership Theory 

What insights can the literature on leadership offer that might assist in understanding the complex 

leadership needs and dynamics in PCMA/CHD? 

Prominent historical approaches to leadership have been described succinctly by Arnold, Feldman 

and Hunt ( 1992): 

• Trait theories that asswne leaders were born not made; 

• Behaviour theories that focused on what the leader actually does when dealing with followers 

and subordinates; and 

• Contingency or situational theories that are built on the idea that the effectiveness ofleadership 

depends upon the existence of a ••fit'" between the leader's behaviour and the demands of the 

situation. 

Senge ( 1990) summarizes the limitations of the "leader as hero or saviour··: 

Our traditional views of leaders - as special people who set the direction. make key 

decisions. and energize the troops - are deeply rooted in an individualistic and non­

systemic worldview .... So long as such myths prevail. they reinforce a focus on short­

term events and charismatic heroes rather than on systemic forces and collective learning. 

At its heart. the traditional view of leadership is based on assumptions of people· s 

powerlessness. their lack of personal vision and inability to master the forces of change. 

deficits which can be remedied only by a few great leaders ( 1990. 340). 

Although many of the "new leadership'' models or approaches differ, most rely on participation. 

teamwork, continuous learning or improvement systems thinking. participation-based 

organizational change. learning commitments, risk-taking, and deliberate organizational culture 

change (Plas. 1996). Changing views of leadership relate to a strong theme in the research to date: 

the barriers caused by the functional orientation of museums. Analysts argue that organizations 

structured by function will disappear as organizations flatten and restructure around core processes. 

In a cross-functional team environment many traditionally defined management positions will be 

obsolete. Those that remain will function more as coaches or facilitators. 

197 



Senge ( 1990) believes that the central work ofleaders today is to create learning organizations. 

More specifically. he sees the work of the leader as designer. as sreward and as reacher. As 

designer, the leader's task is to design the learning processes whereby people throughout the 

organization can deal productively with the critical issues they face. and develop their mastery in 

those learning disciplines. This is new work for most experienced managers, many of whom rose 

to the top due to their decision-making and problem-solving skills. rather than strengths in 

mentoring. coaching, and helping others learn (Dixon, 1994 ). 

But here, as with democratized planning and governance models. there is a danger of an over­

correction to traditional understandings of "'heroic" leaders must be considered. ln Peterborough, 

the Manager" s leadership style was both a barrier and a blessing: a barrier in the institution where a 

more consensual and collaborative approach to both learning and organizational change was 

needed: a blessing in the cut and thrust of the municipal environment. This suggests the need for a 

conceptualization of leadership that is neither the passive facilitator's role in which the leader is 

responsive to others. nor the forceful charismatic leader. The fonner fails to stand for anything: the 

latter dominates the agenda (Thombum. 1994 ). A more contingent. situational and nuanced view 

ofleadership is needed. one in which tensions and paradoxes - both of which are characteristic of 

postmodern times - are acknowledged. 

Starhawk ( 1987) provides a valuable source of insight into a more contingent view ofleadership 

relevant to the Peterborough case. Different facets of the expanded cultural planning role assumed 

by PCMNCHD demand different leadership skills and competencies. The Starhawk analysis 

identifies differing leadership roles required in organizations for different purposes at different 

moments in time. lt assumes that a group or organization moves through stages that have different 

goals, problems and pitfalls. The roles and tasks of leadership vary at different stages. Starhawk 

assigns names to different leadership roles: crows. graces. snakes. dragons and spiders ( 1987. 277). 

See Figure 15. 
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Crows fly high and see far. from above. They take the long view, see the long-term vision. 

and keep in focus the group· s goals. They suggest new directions. make plans and develop 

strategies, and look ahead to anticipate problems and needs. Graces are continually aware 

of the group·s energy. helping to raise it when it flags. and to direct and channel it when it 

is strong. Graces provide the group with fire: enthusiasm, raw energy, and ability to 

expand .... They furnish inspiration and generate new ideas. Snakes are connected with 

teelings and emotions, and also fertility and renewal. Snakes cultivate an awareness of how 

people are feeling .... [They] keep current with the group's gossip. They become aware 

early of conflict., and bring it into the open. where they may help to mediate or resolve 

problems .... Snakes violate the censors. bring into the open what others may not see or 

prefer to keep hidden. Dragons keep the group grounded, in touch with the practical, the 

realistic. Dragons also live on the boundaries of the wild guarding hordes of treasures ... 

[they] guard the group's resources and its boundaries and articulate its limitations. The 

spider spins the web that connects points across a stretch of empty space. Every circle 

needs a centre, a way in which people feel connected. A group· s centre may be a spiritual 

heart. a common goal or vision. or it may manifest in a person. [If assigned to a person] 

the spider is most effective ... not by monopolizing communication but by asking the 

questions that can create and strengthen. a true and complex web of interactions ( 1987. 

278-282). 

Members of the Peterborough team bring a variety of these strengths to the organization. Rather 

than focusing solely on the leadership strengths or failings of the Manager. Starhawk • s leadership 

roles can provide a means of profiling and validating these different strengths. 

200 



8.3 A Systems View of Local Governance 

The structure of the CHO was intended to enable it to work simultaneously inside municipal 

government and in the community. and to serve a mediating role between the two. Playing this role 

effectively required a clear understanding of specific contexts in which cultural decisions are made. 

and an assessment of the relative strengths and weaknesses of different parts of the governance 

system. ln the Peterborough case Council and some parts of civic administration came under 

criticism for traditional decision-making styles and views oflocal government"s responsibilities 

Fielding and Couture ( 1998) offer a systems view of municipal planning used by the City of 

Winnipeg that is useful. Senge ( 1990) defines systems thinking as a discipline for seeing wholes - a 

framework for seeing interrelationships and patterns of change. Fielding and Couture conceptualize 

local governance as follows. 

At the highest level. municipal government is envisioned as a system of interrelationships 

between three principal groups: the community. the city council and the civic 

administration. There is a triangle of primary products that emerge from the relationships 

between these groups as a result of give-and-take between the parties: leadership. strategy. 

and value. Managing the city system is a matter of managing the processes that produce 

these three products ( 1998. 15). 

See Figure 16. 

In mapping different roles and responsibilities within this system Fielding and Couture argue that 

the traditional role of the planner has been to facilitate city council's understanding of the 

community it serves on the one hand and provide direct public services in various facets of civic 

life on the other. The authors argue that these roles must be broadened by a greater focus on civic 

administration. "Our conceptual and analytical skills together with our understanding of 

communities and their citizens have. in the past demonstrated our ability to build better 

communities. Now we must use those same skills to help shape better government" ( 1998. 14 ). 
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This need to strengthen planners' roles as civic administrators is consistent with the view that 

bringing cultural issues ••in from the margins of governance" requires a stronger role for ci\ic 

administrators - over that played by local politicians, and the simultaneous democratization of 

planning functions and processes (Council of Europe, 1996 ). 

Labonte ( 1990) provides another perspective on the differing skills needed inside and outside 

government. From the standpoint of community activists there is also a need to acknowledge: 

An effective project needs to combine the skills of a sophisticated bureaucratic negotiation 

and radical community activism ... building alliances within bureaucracies and outside 

them. lt takes fine judgement to determine where allies can best be found. In some 

instances collaboration with professionals working within bureaucratic organizations such 

as health workers or urban planners may be profitable if they have a reflective approach to 

their practice ... (Labonte. I 990. 70). 

Using the Fielding and Couture schematic may provide a means of provoking reflection on the part 

of the team on the different facets of local cultural governance. on the strengths and weaknesses of 

different parts of the system in Peterborough, and on how the CHD might function most 

effectively in this system. 
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9.0 Final Data Collection 

9.1 Final Interviews with Learning Team Members 

The final phase of research made use of an organizational tool called a Learning History (Kleiner 

and Roth. 1998). The Learning History provided the model for "The Peterborough Story'" 

(Appendix D) which swnmarizes the organizational change process in the PCMA/CHD during the 

period of the research. It provided a tool for capturing data and analysis and feeding it back to the 

team. The Peterborough Story served as the basis for final interviews with team members. 

Interviews were conducted with the four full-time staff and one of the original three board 

members that formed the original learning team 48
. There were two segments to the interviews. 

The first sought feedback on the Peterborough Story. People were first asked what part or parts of 

the Peterborough Story had struck them as most important or meaningful. They were then asked to 

reflect on when during the research they believed: 

• the team had been at its best~ 

• the Division had been at its best: and. 

• they as individuals had been at their best 

In order not to filter out negative impressions of the process. people were also asked to identify the 

most difficult or frustrating moment and anything that might have been done to avoid those 

frustrations 

The second part of the interview focused on the three secondary research issues. Burrell and 

Morgan·s (1979) matrix was used as a means of provoking reflection on asswnptions and belief 

systems shaping musewn and broader cultural planning purposes. Starhawk' s ( 1987) framework of 

leadership roles in organizations was used to provoke reflection on different leadership roles and 

needs. Finally, Fielding and Couture's (1998) systems view oflocal governance was used to 

provoke reflection on the structures and dynamics of local cultural governance in Peterborough. 

48 
The other two had left the Board and chose not to participate. 
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The materials used to support questions on these secondary research themes are set out in 

Appendix E. 

Interviews ranged in length from one to two and one-half hour. 

9.1.1 Response to the Learning History 

General Response 

All team members found the Learning History a valuable synthesis of the team's work and of the 

organizational learning and change process. The account addressed both the substantive issues and 

challenges they had faced related to the CHO and to fulfilling its expanded mandate. and insights 

gained into organizational learning and team dynamics. Negative feelings about the process had 

fallen away. People seemed pleased and proud of the distance they had traveled as a team. 

• ·•The story is beautifully documented ... it brought back lots of ideas and insights from the 

process that I'd lost sight of ... we need to review it as a team ... it isn't enough that you're 

reviewing this with us as individuals." 

• ''This could serve as an extremely valuable resource for the Board ... many people still don't 

have enough context or history on where the Division came from and some of the issues it 

faces." 

• ''This is a frank. fair assessment ... I found it hard to put down ... I want to use it with my 

students ... it provides an accurate picture of what happened to this museum ... but it also 

serves as a really useful introduction to musewn leadership issues, to the evolution of musewn 

roles in the community ... to governance issues ... it was also good therapy for me ..... 

The Learning History rekindled interest in discussing issues facing the organization. 
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Structured Responses: 

a) Team at its Best 

This question evoked fond reflections on the learning process. Earlier cynicism and alienation 

about ·•too much reflection" had disappeared. 

One team member, the same person who had been energized at the team retreat by pragmatic 

action plans and discouraged by ··abstract and theoretical" questions such as definitions of culture 

and heritage, recalled the day quite differently. In retrospect, those philosophical discussions were 

remembered as one of the high points of the team·s work. 

• ·•At the retreat ... especially when we were discussing different definitions of heritage and 

culture ... that felt like we were really together as a team ... people were relaxed and 

comfortable and productive ... •• 

This reminds us that when and how people learn is unpredictable: ideas may surface at one 

moment but only later take on relevance and meaning for the learner. 

• .. We were at our best at the Culture and Heritage Board meeting ... we were all pumped ... 

everyone was performing well ... we were supportive of one another ... and we took the 

setback in stride ... this last pan was as important as the first pan for me . . . it demonstrated we 

were a team and could come back from a setback ... •• 

Also surprising was the Manager·s \iew that the team had been at its best in the weeks after the 

disastrous CHB meeting. I felt the Board meeting had been the final blow to the confidence and 

momentum of the team. The meaning and significance of events are never fixed or static. Meaning 

turns on the needs of the observer in a specific context at a specific moment in time. 

• ·•we were at our best when we were pragmatically solving problems together ... getting the 

work done ... we were also good when we were supponing [the Manager] and helping him stop 

second-guessing himself:' 

206 



This individual played a grounding role for the team, continually urging them to return to focus on 

pragmatic, everyday concerns and problem solving. This perspective relates to differing leadership 

roles and requirements in the organization that are addressed below. 

b) Division at its Best 

Everyone responded enthusiastically and with pride in the achievements of the Division. This was 

the case even among those staff whose professional identities were more closely tied to the 

musewn and to traditional musewn functions. Confusion regarding Divisional roles and operations 

had not disappeared but there was greater optimism and commitment expressed to resolving them. 

A common theme was the centrality of the Division· s role in building relationships and networks in 

the community. 

• •• ... Celebrate Canada in the Kawarthas49 
.•. it was a concrete event it built profile for the 

Division. for culture and heritage issues in the city generally and for participating organizations 

... it showed the benefits of collaboration ... it's about building relationships." 

• •• ... A meeting last week of educators from cultural organizations in the area ... 21 people 

came out ... it showed that a lot of work building relationships with people over the years paid 

off ... at the time I wondered if the time invested was worth it ... this proved it was." 

• ·•During the Roy Studio Collection50 
... here you had a volunteer committee of the CHB 

coming together to lead a community fundraising campaign. raising a lot of money ... with no 

previous experience with fundraising ... it built profile for the Division ... we didn't succeed at 

the time but it showed the Board and the community could pull together ... the irony is we may 

still get the collection." 

49 A joint marketing and promotion project facilitated by the CHO. 
50 The campaign to purchase a local historical photography collection. 
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c) Personal Best 

People were more hesitant and tentative in offering moments when they themselves had been at 

their best. The different kinds of accomplishments people took pride in also reflected the different 

leadership roles people played in the organization, as examined in the Starhawk ( 1987) framework, 

discussed below. 

• "Last week when all the educators came together ... this is the stuff that really interests me ... 

also when we were confronting the personal issues at the Learning Forum ... that stuff is scary 

and we were confronting it together . . . l was at my best when l was hopeful we could change 

the way we worked together . . . rm not so sure anymore we can ... ,. 

This individual saw the interpersonal issues more clearly than anyone else but was unable to raise 

them in the organization. At the Learning Forum, for a variety of reasons - including the Managers· 

acknowledgment of his own vulnerability - this team member was able to overcome these 

inhibitions. 

• ·•Getting the clerk's records was the most satisfying ... we· ve built a lot of credibility with the 

city in the last year ... we· d tried [ to get the record] before and the city stonewalled ... this time 

they saw us more as part of the city ... so now in their minds all we were doing was changing 

the location ... this is symbolic ... the most personally rewarding thing for me is my role 

professionalizing the archives . . . they used to be pretty hokey . . . mostly used by genealogists 

but not really serving others in the community ... like academics and scholars. other researchers 

. . . this has changed." 

This shift seems an incredibly important symbol of the changed perception of the organization on 

the part of the City. 

• .. During the Library strategic plan . . . l took a lot of what rd learned from our process and from 

the museum and was able to apply it ... I think I can now take some of what I've learned at the 

Library and bring it back to the museum and the Division." 
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• "When l was able to get together with other people who do my job ... other curators and talk 

about job specific stuff ... I was disappointed we didn't have more time to do this at the 

Learning F arum ... 

d) Worst Moment 

There were no generalized complaints about the process overall, such as ··too much reflection ... 

Instead the focus was on quite specific incidents that had been setbacks for the team and its work. 

• .. The Culture and Heritage Board meeting ... I couldn't believe the response ... we made a 

mistake only working with keeners on the board ... if we'd had one of the old guard who were 

more skeptical and who reacted so negatively at the meeting we might not have been taken by 

surprise ... we might have built some buy-in from the old guard.,. 

This seems an imponant insight. The three Board members were identi tied by the Manager 

because they were seen as younger members. with fresh perspectives and new ideas. This was a 

logical decision at the time but did serve to reduce buy-in from others on the Board more 

connected to the past traditions of the organization and the community. 

• •• At the Leaming F arum just after we got the scary personal stuff on the table ... I felt really 

inspired ... then the Manager shut it down .. I said something about his leadership style leaving 

him alone at the top ... and he said he didn't feel alone ... 1 thought he was shutting me down 

... thafs when I lost hope about us working together differently." 

My own interpretation of this moment was very different and more positive. 1 felt the Manager's 

intent was to signal he felt that he did feel supported while still acknowledging that he had to learn 

to work more collaboratively. The more decisive negative moment in terms of undermining trust 

from my perspective was the Manager· s insistence that the reas"n he couldn • t get closer to people 

was because ·•1 may have to fire you someday." 

• .. My frustrations are never with people ... the worst moment was the downsizing ... here we are 

going through this really progressive process that's invigorating for everyone and then you get 
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hit with the cuts ... but I'm convinced that had we not been so outward looking as an institution 

we'd be a part-time facility today ... and maybe not have any of the current staff." 

Once again team members identified moments that they had seen through very different "eyes" 

than had I. another reminder that events and their interpretation are observer-specific. 

e) Team Task and Divisional Change Issues 

Museum Functions 

The tensions between traditional functional responsibilities and the broadened Divisional mandate 

were a continued theme in the interviews. Several staff with specific functional responsibilities 

argued for a balancing of new and old responsibilities. While acknowledging the limitations of 

traditional internally oriented perspectives. they believed there was a danger of overcorrecting. To 

ignore traditional functional responsibilities they saw as an abrogation of professional ethics and 

responsibilities. 

• .. with collections issues you have more specialized attention ... both the museum collection 

and the archives ... there are issues of professionalism and the integrity of the collections that 

we can't lose sight of ... it's imponant that city hall and the community see that not just anyone 

can walk in off the street and do these jobs.·· 

There was continued evidence of weak lateral communication across museum functions. 

• ··No one on staff has ever seen an education program ... they really don't know what I do ... 

they don't know what goes into these programs ... the choice of temporary exhibitions really 

falls to [the curator] ... ifs in her job description ... sometimes we talk about possibilities ... 

but it's really her job ... we could be collaborating more planning exhibitions." 

This seems an extraordinarily telling observation of the isolation of activities. as well as a practical 

suggestion for defining change - i.e. the review of job descriptions. 

210 



• '"Some of the staff feel insecure about our degree of professionalism ... I see students coming 

out of the Fleming program with all these skills and all this talent and I think it makes us feel 

"what do l really know?"' 

This suggests there may have been another reason for staff being reluctant to relinquish traditional 

functional roles. Several of the full-time staff had trained ··on the job·· and saw students from the 

Sir Sandford Fleming program entering the field with a breadth of more formal professional 

education than their own. Focusing on known functional responsibilities may have been one way of 

keeping these anxieties at bay. 

Atuseum and Divisio11al Roles 

People were still struggling with how to balance roles in the museum and in the Division. They 

had. however. moved past analyzing the problem to making concrete suggestions about what might 

be done. Among them were: increasing the interaction of staff with CHB planning exercises; 

establishing a sub-committee of the Board to deal specifically with museum business - thereby 

freeing the full board to focus on Divisional activity; increasing the involvement of staff with other 

organizations represented on the CHB: increasing the involvement of Sir Sandford Fleming 

students with the work of the Division ( rather than just the musewn): re-examining job descriptions 

to formalize Divisional responsibilities and encouraging greater cross-functional collaboration. 

among others. 

Priority Setting 

There was a marked growth in confidence and determination to make choices and establish 

priorities. and specific suggestions for how to do so. These included: reducing the number of 

temporary exhibitions per year in order to better exploit these exhibitions for attendance and 

revenue-generation: invohing all staff in annual priority setting with the CHB: being more strategic 

and selective about the Division's involvement with committees and task forces struck by the City; 

better distinguishing Divisional and museum work: and others. 

The need for priority setting was linked in the mind of one team member with the need to be able 

to report more clearly on outcomes in both the museum and the Division. 
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• "We knew what the outcomes were we were ttying to achieve for the museum ... numbers of 

visitors ... exhibitions. education programs ... we're a lot less clear what they are for the 

Division ... maybe if we're clearer we'd be able to define priorities ... we might also be 

clearer about how to report on the activities of the Division ... ifs hard to capture what the 

deliverables are for the Division." 

Numbers of visitors. exhibits. and education programs are not outcomes, but outputs; they describe 

the activity undertaken rather than the public benefits or impact of that activity. The difficulty 

capturing the outcomes of the Division is also is a recurring theme in the research. 

f) Team Dynamics and Leadership 

Changes in Team Dynamics 

There was no explicit prompt for people to reflect on the team's working style and group 

dynamics. Nevertheless. people felt compelled to reflect on these issues. Comments reflected the 

team's pride that significant progress had been made in addressing problems of communication 

and information flow. shared leadership. and so on. The progress made by the group. together with 

some of the forces shaping group dynamics were eloquently articulated in the following comment. 

• ··we are communicating better ... the Manager has changed ... he now asks at the beginning of 

meetings who wants to chair? We still don't have enough meetings ... but when we do they're 

better ... [the Manager" s] trouble is he just thinks too fast ... he sees an issue and the best and 

fastest way to deal with it and it's just really tempting to say 'here's what we should do' ... he's 

trying not do this as much but when you see your way through something ifs hard to keep silent 

... sometimes the group will find its way through ... sometimes it won't but you have to let it try 

... we all have to have more humility about having the right answers ... we all have such a 

personal need to achieve . . . to get recognition for our work as individuals ... it's so deep in the 

culture it's really hard to fight. .. 

This comment has enormous resonance for the shift in perspective that some people, including me, 

had at the Learning Forum. Valuing silence, humility and "talcing the temperature down" are all 
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themes implicit in this observation. The recognition that the need to achieve is a major barrier to 

thinking and relating to others. and that it is deeply rooted in the culture. is especially striking. 

• "We still have issues to get back out on the table ... the leadership issues that came up at the 

Leaming Forum . . . we need to get back to this ... but we need some kind of skilled facilitator 

... it is not easy to do on you own ... you need someone with specific skills." 

• ·•we still have issues of trust to face ... ifs a lot better than it used to be ... but ifs still not there 

yet ... " 

Leadership tensions still existed but people continued to resist raising the issue openly. 

Management and Leaders/rip Issues 

• ·•1t read like an accurate description of the process ... my only criticism is that the voice of the 

Manager is more prominent than other staff ... I'd have liked to see a little better balance." 

This is a valid criticism of the Peterborough Story. The Managers' voice is the most prominent 

voice in the story. The story pointed to problems of traditional leadership styles. but in focusing on 

the senior staff person may have fallen victim to the very models it faulted. 

The Manager reflected on management and leadership issues at some length. and contrasted the 

differing style of management at the Library and the Division; the diversity of leadership skills and 

competencies needed in any organization - what he identified as "conceptual. technical and people 

skills." He reflected on the "leadership vacuum" at the museum. He felt that different staff had 

different and important skills but no one seemed both willing and able to bring them all together. 

nor did staff seem able to pool these talents productively. 

Managing change was the primary focus of the Manager·s reflections. 

• "I found myself thinking that the word 'change' isn't precise enough ... it doesn't convey the 

different kinds of change an organization goes through ... I was reminded of the article on 

evolution and revolution in organizations ... change is never constant or predictable ... you can 

have slow evolutionary change like the evolution of the PCMA into the Division over time ... 
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but then you get revolutionary change being thrust upon you . . . like the Library changes, like 

budget cuts ... like losing staff ... you have to be ready for both and not be frustrated that 

things don't proceed in a linear way ... the world isn't like that although sometimes I think we 

think it will be.·· 

Summary 

Overall the interviews provided evidence that strong organizational learning had occurred. The 

team demonstrated greater clarity about and support for the Divisional mandate. Although issues 

remained concerning the balance of institutional and Divisional responsibilities, there was much 

stronger consensus that all staff had responsibilities to both. 

There was greater confidence on the part of staff to define priorities and insistence on the 

legitimacy of doing so. This represented a growth in confidence and readiness to challenge 

organizational authority. The Manager was working in more consultative and democratic ways, 

although seemingly with greater success at the Library. where he was less encumbered by 

organizational history. Lateral communication across museum functions had improved but could 

still improve further. A new insight was the connection between loyalties to individual museum 

functions and interpersonal dynamics. especially professional insecurities. Again, emotional issues 

proved inseparable from more .. rational .. or substantive barriers to organizational change. 

Although progress had occurred in altering interpersonal dynamics. the tendency persisted to 

underplay the importance of emotional issues and d}llamics. People were still more comfortable 

examining questions related to organizational purposes, structures and priorities. One staff person. 

while thoughtful and insightful about the personal and emotional issues. seemed unable or 

unwilling to raise them with others. 

Overall I was struck by the power of the Learning History as a catalyst for organizational learning. 

This raises the issue, noted repeatedly in the literature review. of the need to sysremati:e 

organizational learning practices. More formal channels for sharing information. reflecting 

individually and collectively on issues. and acting on the results of this learning are needed in the 

organization. The call on the part of several staff for more frequent planning sessions involving the 

staff and the board is one possible mechanism. but others must be integrated more into day-to-day 

work. 
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9.1.3 Focal Research Themes 

The final questions addressed the secondary research questions. 

a) Ideological Paradigms and Belief Systems 

Burrell and Morgan· s ( 197()) matrix of ideological paradigms and belief systems provides a useful 

tool because it speaks to two dimensions of the change issues facing the organization. The 

subjective-objective axis is relevant to the trad1nonal funcnonal orientation of the museum. an 

orientation more focused on physical collections and care of these collections than on the insights 

and understandings related to community life that these collections can help us understand. The 

second axis related to challenging existing power relations relates to the fundamental conservatism 

and reluctance to challenge authority and local power relations that characterize most community 

musewns. 

Subjective-Objective Orientation 

Traditional museum purposes and practices would predispose individuals to fall on the objective 

side of the continuum. Three members of the team saw themselves just slightly on the objective 

side of the continuum. The two staff members responsible for collections were two of the three. the 

Manager the third. 

One of these explained their perspective. noting the shortcomings of the current collections. 

• ''The central resource of the institution is the collection ... but the collection needs to be 

relevant to people ... and I realize the collection isn't representative of the community ... the 

story of unions, ethnic groups and other themes are missing . . . a lot of this collecting is trickier 

. . . involving oral histories etc .... archives are actually further ahead on this than museums on 

dealing with these issues ... ,. 

The other two team members located themselves on the subjective side of the continuum, although 

only modestly so. These individuals signaled a greater interest in subjective experience and a more 

constructivist approach to hwnan understanding. 
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One surprise here was a response from the vocal board member who had been one of the most 

vigourous critics of the conservative Peterborough community. Although he continued to locate 

himself high on the vertical axis challenging authority he expressed far more respect for the 

wisdom of the local community based on his personal experience with a local heritage inventory. 

• --1·m more interested in exploring relationships and multiple meanings in the community ... I 

want to challenge people's comfonable assumptions about Peterborough ... it's a much more 

complex place than anyone acknowledges ... it has a much more sophisticated mentality than 

we give it credit for ... it takes real sophistication and care to interpret it ... when I was working 

on the heritage inventory and collecting oral history I was amazed at the richness of insight ... 

at the public wisdom ... it was like Haagendasz ice cream ... the first few spoonfuls are great 

... but then you get overwhelmed at how rich it is." 

Challenging Power Relations 

All team members saw themselves as challenging rather than accepting existing power relations. 

The two members who saw themselves on the subjective side of the horizontal continuum were 

also the most radical on the vertical power relations axis. One team member interpreted the 

question solely in the context of organizational dynamics. rather than larger socio-political 

dynamics in the community. 

• --1 see myself as a radical humanist ... I believe in the power of the group ... I don't like 

hierarchies ... only responsibilities ... the municipality is all about power and hierarchies ... so 

I'll never feel comfortable there." 

• .. The museum needs to challenge the community a little more . . . but we need to be careful ... 

we should be able to challenge issues like racism ... to show this has never been an idyllic 

community ... the truth doesn't usually come out in local histories .. .I don't believe museums 

should be radical but they should be open and have a social conscience.·· 

• .. I'm a radical structuralist ... I think the institution is too ... we keep trying to challenge and 

move away from the temple ... but we keep getting pulled back . . . we need to understand why 

this is ... we are taking baby steps ... but I think in the right direction." 
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Locating themselves where they did on the continuum seemed to reflect some level of political 

consciousness on the part of team members. T earn members continued to be critical of 

Peterborough's conservatism but there was still little indication of how this criticism might actually 

be translated into organizational or professional practice. 

The collective portrait of the organization confirms the hypothesis that organizational reform is 

constrained by a dominant ideological paradigm of functionalism. Individuals are intellectual(r 

aware of the need for change, but their current responsibilities as well as individual pre­

dispositions act against this reform. 

b) Leadership Needs and Requirements 

All team members described themselves as hybrids of two or more of Starhawk • s ( 1987) 

leadership roles. People's self-perception largely matched how others saw them. Collectively the 

organization had a good balance of leadership styles. Several staff members were pleased that their 

own leadership inclinations were acknowledged and respected by others as part of this leadership 

continuum. A broadened understanding of the kinds of leadership needed in the organization 

seemed to have an empowering effect on these staff members. 

The shortfall. if one existed. was the lack of a spider that knit the various leadership styles together. 

One member saw themselves as a spider but more in the context of knitting relationships within the 

Division and the larger community rather than more narrowly in the institution .. 

All but one member of the team saw the Manager as the crow. This person disputed this view, 

arguing that genuine crows were individuals who could see twenty to twenty-five years out. Few 

organizations had crows according to this view. More common in this person's view were leaders 

like the Manager who were effective strategists in the short- to medium-term. and who were strong 

problem-solvers. This team member saw the Manager in these terms and recognized these were 

skills that served him well in the municipal environment. 

The Manager saw himself as ·•a crow caught in a web," tom between viewing his traditional 

leadership style as visionary. but with the need to direct more attention to knitting the various parts 

of the organization together. 
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c) Planning and Governance Structures 

Fielding and Couture ( 1998) view municipal government as a system of interrelationships between 

three principal groups: the community, the city council and the ci,·ic administration. A triangle of 

primary products emerges from the relationships between these groups as a result of give-and-take 

between the parties. 

Reaction to the system model oflocal planning and governance was mixed. Everyone felt it was 

helpful in broad terms to map different dimensions of local planning and governance. But almost 

everyone felt it oversimplified the complexities of these processes. One person said the dynamics 

were more "like a web" than the rigid linear and causal relationships implied by the system model. 

There was general consensus that city council had in the past been the weak link in planning and 

governance on issues of culture and heritage in Peterborough. There was some optimism that the 

new mayor and Council might reverse this pattern and provide stronger strategic leadership. 

• ''The current council is stronger . . . they refuse to get drawn into the minutia ... they have more 

respect for the knowledge of civic administration ... they're less suspicious of staff ... they're 

demanding and getting a more democratic and inclusive approach to decision-making from city 

staff ... the city used to be driven completely by the budget . . . the budget was the city's 

corporate plan ... the current CEO was the former Director of Finance and that was how he 

managed . . . the new council is demanding a broader perspective .. and getting it.'' 

Almost all felt that arrows between components needed to go in more than one direction. 

'"'Knowledge" flowed both to and from the community from Council; ''direction" flowed both to 

and from Council from civic administration. There was a general sense that the model 

1mderestimated the role of civic administration, that both the Council and the community relied on 

the knowledge and continuity provided by city staff. The vocal Board member was especially 

critical of the Peterborough Planning Department for not staying abreast of current thinking in 

community development. He felt that other parts of civic administration. in particular Community 

Services, were stronger and more knowledgeable public administrators. 
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All saw the Culture and Heritage Board in the middle of the diagram, simultaneously being fed by 

and feeding Council. civic administration and the community. Two team members saw the Board 

as distinct from the Division, needing to move closer to the community. and to be driven more by 

the needs of that community. 

• '"The average age of the Board dropped thirty years with the recent appointments ... it operates 

better with more of a strategic perspective ... although we still don't have a strong cohesive 

sense of context and direction." 

• ''The Board needs to organize itself more around the culture and heritage community's needs ... 

those things that everyone needs ... advocacy. marketing and promotion. communications and 

information sharing, strategic planning, fundraising, partnerships ... things like that." 

Others saw the Board and the Division closer to civic administration and needing to remain there. 

This was in part a pragmatic recognition of the Manager's strong position vis-a-vis the Board, and 

the Division's location within civic administration. All viewed the Board as a hybrid but saw this as 

a strength. An agreed that the Board could function more effectively and could wield greater 

influence in local decision-making. although there were few specific suggestions as to how this 

might be achieved. 
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9.2 Testing Findings in Two Communities 

Research findings to date were tested for their relevance in two other community settings. In one 

community I wanted to test findings related to cultural planning in a municipal environment. In a 

second I wanted to examine issues related to organizational change in a local community museum. 

Kitchener and Aurora were communities I had considered as subjects for the primary case study. 

Each brought circumstances relevant to the Peterborough findings. 

9.2.1 Kitchener 

Kitchener is a city of 178.000 and in 1996 was located within a regional population of 405.000. 

The population is projected to grow to 236.000 by 2016 (City of Kitchener. 1998). Like 

Peterborough. Kitchener is managing a transition to a new economic era after the decline of many 

traditional industries. Also like Peterborough. it has an aging population, still primarily of 

Europe.m descent, but with growing numbers of immigrants, especially from Asia and Caribbean 

countries. It has a strong arts and cultural community. including such institutions as Centre in the 

Square, The K-W Art Gallery, the Homer Watson House and Gallery, Woodside National Historic 

Site. and others. The community welcomes 600.000 visitors to Octoberfest each year. 

l was interested in Kitchener because of what was seen as a successful cultural plan completed in 

1996 (Cardinal. 1996). Peterborough to date had opted not to undenake a formal cultural planning 

process. One issue I wanted to examine was how Peterborough's experience differed from that of a 

community that had undertaken such a plan. More specifically. I wanted to understand how 

municipal cultural governance issues and perspectives differed in the two communities. I identified 

the staff person with the City of Kitchener who had been responsible for the cultural planning 

process. 

a) Background 

This Manager had been with the City of Kitchener Parks and Recreation Department for 17 years. 

He had originally been a facility and programme manager. moving into his current job when the 

department was restructured seven years ago. His educational background was in Psychology and a 
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diploma in recreation from Connestoga College. Prior to Kitchener he had worked in the Parks and 

Recreation Department for the City of Stratford. 

The current Arts. Culture and Special Events unit had been created in 1994 to connect arts and 

cultural activity with significant citywide special events such as Octoberfest. As in many 

communities there was for many years an uncomfonable fit in Parks and Recreation between the 

spons and recreation activity. and ans and culture activity: the recreation activity had wielded the 

most clout in the department. This changed with the arrival of a new Chief Executive Officer for 

Kitchener who was a strong ans advocate and someone who had seen the benefits to the 

community of a formal cultural planning process. At the urging of the CEO. the Manager began to 

explore a planning exercise aimed at a more strategic approach to arts and cultural grants and 

services in the City. 

b) The CulturalPlan 

This was a challenge in the beginning because communication between the City and the arts and 

cultural community was not strong ('"we didn"t know the community and the community didn't 

know us"). The unit secured funds from the City and the Ontario Ministry of Culture, Tourism and 

Recreation to suppon the planning process. A regional officer of the Ministry played a strong role 

in initiating the plan. The first step was a conference to identify "what the imponant issues were 

and what the City could do'". This information provided substantive input to the plan but also 

provided the ·•support and ammunition" for undertaking the plan internally at the City and in the 

community. 

In 1993 the City appointed an Arts and Culture Advisory Committee of ten people to assist with 

the planning process. Their mandate was ··to assess the state of arts and culture in Kitchener. and 

then formulate a cultural strategic plan that would provide City Council with guidance in making 

decisions that affect the investment of City resources - money, personnel. facilities'" (Cardinal. 

1996, i.). The Arts and Culture Advisory Committee had representation from City Council. from 

the Parks and Recreation Department. and from the cultural community. The City's first instinct 

was to recruit representatives from the major cultural institutions - e.g., the Kitchener Public 

Library, the Circle in the Square. the Kitchener Symphony. The Manager observed that the city 

"lucked out" when these organizations insisted that the city focus on more grassroots involvement. 
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The Committee worked with an external consultant to design an ·•open and participatory process in 

which ideas for cultural development were generated by citizens (not by experts). and which 

included public review of the ideas before their presentation to Council" (Cardinal. 1996, i.). The 

planning process used was described in the final plan as follows: 

·•Toe ideas in CulturePlan were generated by fifty residents who chose to take part in 

response to a very broadly disseminated invitation from the Arts and Culture Advisory 

Committee. They worked together for four full days in October and November (1993), 

first sharing their concerns for cultural development, then sharing their images of those 

concerns well addressed. Eight teams fanned around future images shared by team 

members. These teams developed their detailed scenarios and action plans. and discovered 

that all scenarios harmonized into a shared vision for culture in Kitchener. One of its most 

lasting outcomes [of the process] is the degree of ownership and self-authorizing action 

that is generated by those taking part. We see this in the number of initiatives that have 

already begun, through the efforts of the citizens who envisioned them and offered them to 

the CulturePlan community'" (ibid., 12). 

The recommendations in the report speak to the following issues: .. where we want to go as a 

community. and why: how our vision for Kitchener might be accomplished'": what roles would be 

played by the various stakeholders; and how we might assess the progress we are making over 

time. in the realization of these goals" (ibid .. 10). 

Elements of the vision articulated by the plan: 

•• A city in which the arts and culture are strong and valued components of our day to day 

lives; where people of all ages explore their creativity and express their uniqueness at all 

levels of accomplishment: where the year is punctuated by festivals: where our revitalized 

downtown highlights the arts and culture activities and amenities: where ongoing cultural 

and arts activities contribute to our distinct sense of place. to the quality of life of 

residents, and to our attractiveness to businesses and visitors; and where, through our 

experiences with the arts. we have learned to value and celebrate our diversity while 

working together toward shared purposes" (ibid., 6). 
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A set of core values were identified: "'we value quality oflife for residents; imagination as an 

infinitely renewable resource: a distinctive sense of place; participation in the city·s public life: 

participation in the global community; and the particular gift of the original creative artist" (ibid., 

7). Principles underlying goals. initiatives. and actions included: .. citizen initiative and City 

support; building on what already exists: building incrementally toward the vision; involving 

multiple partners; using existing City processes; and being ready to act when opportunities arise" 

(ibid., 8). 

The plan recommended that City Council adopt the vision, values and principles, and the following 

six goals for cultural development. For each goal the plan proposed specific actions to achieve the 

goal and recommended that City Council request the involvement of appropriate City departments 

and existing advisory committees. The six goals were: 

1. strengthen the municipal cultural infrastructure; 

11. encourage creation of arts-based festivals and celebrations; 

iii. incorporate an arts and culture focus into downtown revitalization; 

IV. augment existing cultural facilities: 

v. support increased awareness of the arts within the community and increased communication 

within the arts sector; and to. 

v1. monitor progress toward goals for arts and cultural development" (ibid .. 10). 

To monitor progress in arts and cultural development. the plan proposed an --ongoing. community­

based, participatory process to monitor progress toward the goals of CulturePlan. 

The plan proposed that the Arts and Culture Advisory Committee be established on a permanent 

basis. The composition of the body is not specified but it is implied it would be a combination of 

political and community appointments. The mandate was to include "responsibility for 

recommending goals for cultural development every five years, assessing progress toward those 

goals. setting annual priorities for the committee's work. advising City Council on arts and culture 

priorities in the capital and operating budgets, advising on staffing for positions with arts and 

culture duties. and advising council on any other matters pertaining to arts and cultural 

development as may arise from time to time" (ibid., 12). 
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The monitoring process proposed by the plan involves the Arts and Culture Advisory Committee 

annually reviewing goals. initiatives: publishing a report on progress to Council and to the public: 

hosting an annual forum for purposes of reportin~ to the community and seeking input to priority 

setting; every fifth year formally reviewing and revising the CulturePlan and shaping 

recommendations to Council; contributing to revisions to other planning documents (the Municipal 

Plan. leisure facilities strategy master plan. and similar planning documents). 

I asked the Manager what had been the critical success factors in the planning process. 

The arrival of a new. supportive CEO had been the most important factor. A second major 

stimulus that contributed to the receptivity of City Council to the cultural plan was the focus placed 

on downtown revitalization as an economic development strategy for the City. The arts and culture 

were seen as a major contributor to this priority. The focus on downtown revitalization made it 

possible to get a range of different municipal departments to pay attention to cultural issues. 

paralleling the role played by cultural tourism in Peterborough. 

A third factor was the participation of two City Councilors on the Advisory Committee. These 

councilors took part in the four-day visioning process and came away impressed with the 

enthusiasm and comminnent of others at the meeting. They became strong advocates for the plan 

and its recommendations. This visioning process was seen as a success. It attracted approximately 

50 people who contributed four days to the event. 

• "People really became champions for the ideas and the proposals. They didn't expect the city 

to do it all. This really impressed the city" 

If these had been critical success factors l then asked what he saw as the major barriers in the 

planning process. and to ongoing cultural development needs in Kitchener. 

The shortage of resources. especially staff resource, was at the top of the list. 

• ·•we delivered the product and are making headway but the lack of resources slows the process 

down and prevents us from achie\ing more'". 
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I asked him why there was no explicit definition of"culture" or --cultural development,. in the plan. 

He expressed some surprise at the question. indicating definitional issues had not occurred to 

people as a concern. 

• "People brought their own ideas about what we were talking about and what they wanted". 

I asked about whether issues of diversity and pluralism had arisen and if so how they had been 

addressed. The city had sought input and involvement from the local Ethno-Cultural Committee in 

the planning process. and on the Advisory C mnminee. To date they had received no response. He 

acknowledged that the arts and cultural community needed to be more proactive here, taking more 

initiative in reaching out. not relying on groups to come forward when there has been so linle 

history of interaction. 

The Manager was also the staff support person to the Ethno-Cultural Committee and indicated 

there was opportunity for stronger links and synergy in the future. His sense was that many 

members of diverse communities, especially recent immigrants to Canada were more preoccupied 

with access to basic city services. However. the committee had recently sponsored a photographic 

exhibition focused on diversity in Canada 

The ongoing evaluation and monitoring function established by the plan seemed an innovative 

component. He indicated that the first forum reviewing progress on the plan had been held 

recently. While there was good information sharing. the event had failed to galvanize people to 

further action and commitment, as had been hoped. His general sense was that the most serious 

challenge was keeping volunteers motivated and engaged once the original momentum from the 

planning process had dissipated. 

Even after the planning process the cultural community in Kitchener remained fragmented along 

disciplinary lines: the visual arts still had relatively little to do with the literary or performing arts. 

The more integrated understanding of local cultural issues remained a challenge to implement. The 

emphasis the city placed on festivals in the plan was one way of encouraging these cross­

disciplinary linkages. 

There was a gradual growth in appreciation both within the cultural community and in the city that 

the arts and culture did have important contributions to make to community development. 
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• "People need to see they are aJl part of the cultural landscape of the community". 

c) Secondary Research Questions 

Ideological Paradigms and Belief Patterns 

Although the Burrell and Morgan ( 1979) matrix had been primarily used to probe perspectives in 

the museum context I was interested in how the Manager perceived himself and where he might 

situate others in the cultural community and the city. The Manager placed himself more on the 

subjective side of the horizontal continuum but felt that senior management at the city and Council 

were definitely more on the objective side. 

• "They're very results driven ... don't tell me how difficult the job is, tell me what you did for 

me yesterday ... 

Council saw the job of the unit. and of culturaJ development more broadly, as involved in the 

delivery of '"a product''. The Manager. in contrast. in his interaction with clients and with 

community-based work saw himself and his job as requiring him to be more oriented to the 

subjective needs of people and the cultivation of relationships. 

In temss of the vertical axis related to accepting or challenging existing power relations he 

indicated he was willing to challenge those above him. but: 

• ·•You can only go so far ... then it has to be taken up by the community to press for change". 

He felt the most valuable output of the CulturePlan was less the specific action recommendations 

than the statement of vaJues, principles and broadly defined goals. These statements had been 

helpful in arguing for the inclusion of statements relating to culture in such planning documents as 

the Official Plan, Urban Design Guidelines (which included public art). The unit was working on a 

policy related to a percentage of all capita] projects devoted to art for those facilities. The city• s 

adopting of the broad statements of goaJs and principles did provide a point of reference in raising 

cultural issues in these other planning contexts. 
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• "Overall we're doing ok ... we've taken a bunch of incremental steps ... and they're headed in 

the right direction". 

Leadership Needs 

I asked the Manager to reflect on the Starhawk ( l 987) mapping of leadership in terms of the needs 

of cultural planning. He said he believed that the crow was needed early on. in order to get the 

basic infrastructure and vision in place. Then it was critical that the snake and the spider go to work 

building relationships and networks. He felt there was a shortage of these skills in the current 

situation and the loss of energy and commitment was partially attributable to this. 

Local Cultural Governance 

The Manager thought the model was a useful illustration of some of the dynamics in local cultural 

governance in Kitchener. However, he too thought it was too rigid and mechanistic a model. He 

turned quickly to talking in more specific terms about the structures in Kitchener. Council 

determined the structure of the Arts and Culture Advisory Committee. Members were appointed 

for a minirnwn of a one-year term, most served for two. There were two Councilors and 

community representatives representing different cultural disciplines (e.g .. literary arts. library) 

rather than specific institutional representatives as in Peterborough. 

The Advisory Committee reported through the Culture. Parks and Recreation Division. The City 

was in the throws of restructuring which was involving a .. turf war" at the senior management level. 

The Planning Department was .. gobbling up" other departments. Planning had responsibility for 

downtown revitalization and the department was using this as a base from which to take over the 

community development agenda. an agenda that had been held by Culture. Parks and Recreation. 

The Arts and Culture, Special Events unit enjoyed a ··good relationship with Council ... our 

credibility is good ... we've delivered on things for them". Again the link to economic 

development was cited as a strong factor. But he noted a second factor, not noted explicitly in 

Peterborough: 
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• "Council wants to see the City as more cosmopolitan and see culture contributing to this. 

There are also some articulate advocates in the arts community who have been persuasive 

about the importance of the arts to the community, including to economic development". 

He acknowledged there was some questioning of the balance of attention to the downtown core at 

the expense of other parts of the city, but that nothing overt had yet emerged. 

He felt the Advisory Committee was ··tosing some steam". 

• ·•Toe plan kept us busy and motivated but now what? The challenge for the city is how to keep 

people involved. One issue that people are coming together around is a review of grants'· 

Overall he believed the process had resulted in substantial progress. Council was more sensitive to 

cultural issues. There were now advocates for public art on Council that were not there in the past 

which he attributed to the increased profile of these issues achieved through the CulturePlan. 

9.2.2 Aurora 

Aurora is located approximately 30 minutes north ofToronto. The town has undergone dramatic 

growth with the expansion of suburbs sen;ng a workforce in Toronto. The population has doubled 

in size since 1986 and is projected to grow to over 59,000 by the year 2016 (Town of Aurora, 

t 998). The current population of approximately 40.000 is of predominantly English origin with 

German, Italian, French and Chinese representation. Cultural amenities include an excellent library, 

a live performing arts theatre. provincially recognized museums and an annual equestrian show. 

a) Background 

The Aurora Historical Society (AHS) is responsible for two museums in the community, a small 

general history museum and a restored nineteenth century home with a strong collection dealing 

with medical history. 
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I contacted the Curator of the AHS. The Curator had been in her job since 1981. Her first career 

had been as a civil engineering librarian. She had felt "detached from the end product'" of this work 

and after participating in a historical walk with a local historian decided that musewn and heritage 

interpretation was a field she could feel more committed to. She enrolled in the Interpretive 

Programme at Seneca College. Since that time she had also completed courses with the Ontario 

Museum Association. Her father was born in Aurora. She had not lived in the community before 

taking her job but she felt this link with the community's past ··helped her with the older folks". 

The AHS was in the midst of a plannmg process. In light of diminishing government funds and 

changing community expectations the organization felt the need to "go back to basics" and review 

"the purposes. mission, and images of the Society for the period ahead". This involved not only a 

re-examination of the role of the two museums, but also more broadly the needs of culture and 

heritage development in the community. 

b) The AHS Planning and Renewal Process 

Greatly reduced financial resources had precipitated a staffing crisis when the Society decided they 

could not afford to keep on a second staff person responsible for the historic house. But there had 

also been a ""clash of visions" over the Hillary House site and how it should be interpreted. The 

tension was: 

• ··should it be a place for scholarly study or a more traditional historic house that tried to build 

community connections,. 

The staff person who had been let go had been an advocate of challenging the traditional historic 

house model by emphasizing more the specialized medical collection. 

The Curator was supportive of the planning process but was also frustrated by the slow progress in 

coming to conclusions. 

• ·•rm sure it WILL be valuable but we need to move to conclusions ... no-one wants to make 

any decisions until we're finished the plan .. we don't need perfection right away ... " 
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The scope and ambition of the exercise is signaled by the Table of Contents of the planning 

documents (Aurora and District Historical Society, 1998): 

1. Defining the Nature of the Work and Getting Started 

11. Changing Conditions and Needs Affecting the Future of the Society 

iii. Coming to Understand the Fundamental Nature of Our Work - Building Capacity For What? 

1v. Renewing Our Understanding of the Nature of Community Cultural Development. The 

Contribution of Heritage and Historical Understandings 

v. Determining the Capacities Required by the Society's Museums 

v1. Determining the Society's Capacities for Public Programming and Outreach 

vii. Rethinking the Purposes. Mission. and Images of the Society for the Period Ahead 

viii. Ensuring the Resources Needed to Undertake the Work 

1x. The Aurora (Civic) Museum: Next Steps as Bridges to the Future 

x. Hillary House: Next Steps as Bridges to the Future. 

The draft document was more than fifty pages long. with many citations from recent literature on 

cultural development. 

I asked what in her mind were some of the principal issues emerging in the plan. 

• ·•we need to be playing a more active. in-your-face role in the community ... taking stronger 

advocacy positions on local issues ... the LACAC (Local Architectural Conservation Advisory 

Committee) is active but the Society also needs to be more active ... w~ need to move away 

from being a small. inward-looking group ... we need to involve the museum more in the 

community ... and the community more in the museum". 

Given resource constraints there was also a need to reach out to people to gain specific skills -

lawyers. accountants. They also needed: 

• "'A go-getter ... someone who would be out there selling us, raising money ... involved in 

special events .... someone who can fundraise". 

230 



That these needs were only now being acknowledged may stand as an indication of how internally 

focused the institution had been in the past. 

c) Secondary Research Questions 

Ideological Paradigms and Belief Systems 

Asked where she would locate herself she replied 

• "Bang in the middle ... but maybe somewhat to the subjective side and maybe somewhat 

above the middle on challenging authority". 

She indicated the board of the AHS was split. At least one person on the Board she felt had no 

interest in the material collections. and others that saw the collections as everything ( .. if only we 

had fine antiques everything would be fine"). I asked if there was any discernible pattern with 

regard to the split on the Board such as age difference. It was not necessarily the older members 

who were pro-collections. She felt level of education might be a factor. The person who had the 

least interest in the collection was also the most highly educated person on the Board. 

She herself saw collections as: 

• ··a tool for illustrating aspects of our particular history, how things have or have not changed 

... collections are a means to the end of communicating human experience'". 

The issue in Aurora was not the controlling interest of old families with strong investments in the 

early settlement narrative: very few older families remained involved with AHS. The issue was 

more ·•reversing old ways of thinking and entrenched professionalism•·. 

The population of Aurora was becoming increasingly diverse. however: 

• .. we're still pretty much a white bread organization ... we don't see cultural groups. as much in 

the suburbs ... we have less clustering of communities like in downto"11 Toronto". 
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She acknowledged: 

• .. We have to do more, find out more, reach out more ... there are many Dutch people in the 

community who would probably like to get together .. the museum might be the group that 

brought some of these newer communities together with older residents" 

The association of the Dutch community with ·•diversity" may reveal something of the distance the 

institution has to travel in acknowledging ethno-racial and cultural diversity. When I described the 

Peterborough model of the CHB. its composition and its evolving structure there was strong 

enthusiasm and support. But there was also acknowledgment of the leadership provided by the 

Manager in Peterborough whose reputation in the museum community was strong. 

• ··1 know that (the Manager} in Peterborough is a real go-getter". 

Leadership Needs 

The Curator saw herself as the dragon. trying continually to bring the Board ··back to reality" about 

resource constraints. TI1e issue was not ··guarding collections as much as guarding human and 

financial resources". She felt the role was necessary but acknowledged that it could also be a 

negative force in rethinking and reframing issues. 

As far as others on the board there was: 

• "One crow who was so high up that person never touched earth and day-to-day grounding ... 

there is a pretty good mix of others ... the chair of the Board was a grace who had a long view 

but was also able to see day-to-day realities ... they were also able to resolve conflict ... we 

don't have a spider at the moment ... we're not linked by a common vision ... the only thing 

that links us is the desire for a common vision•·. 

The Board for many years did not think at all about the future. ln the short term there was some 

frustration about being without a clear sense of direction. However. she was confident the process 

would ultimately prove beneficial. 
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Local Cultural Governance 

Culture and heritage issues fell within the Leisure Services Department that also included Parks and 

Recreation. The Department ·•has always been headed by a jock'". Despite the different 

organizational cultures the recreation community was: 

• ·•Willing to work with us but we haven't gone the extra mile to reach out to them .. it's our 

fault as much as theirs". 

The current Council she described as --mostly open minded". The current mayor was very sports 

oriented, and in fact was the chief staff person responsible for recreation in the neighboring 

community where he lived. The AHS enjoyed excellent access to the mayor and had been able to 

take issues forward frequently. This view was shared by most in the community who felt that they 

could take issues forward to the mayor and at least receive a fair hearing. 

One of the purposes of the planning exercise had been to think through what the best structural 

arrangements might be. At the moment there was no cultural representation on the Leisure Serves 

Committee. but again .. there could be if we made the effort". 
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9.3 Final Dialogue With the Museum Manager 

The summary of the individual interviews was incorporated into the Peterborough Stocy and 

forwarded to the Manager in advance of the final meeting. l opened the meeting by simply asking 

the Manager to reflect on the results of the interviews. and on the project overall. 

He began by saying that he felt the final conversation with him. and with the team. was important 

to bring closure to the project. Satisfactory closure on projects in the museum field he felt was rare. 

The perpetual shortage of time and resources usually left people feeling that projects were never 

completed to people's satisfaction. It also meant that people rarely had an opportunity to reflect on 

their experience and the lessons that had been learned. 

• ··Toe irony is in museums. where we're supposed to be concerned with the past. with history ... 

but few people know the histocy of their own institution or of museums in general ... we still 

operate without an understanding of the context and the forces that shaped the institution·· 

He felt the PCMA had been studied more than many institutions and that my dissertation research 

had afforded the institution an incredible luxury. He felt that resource constraints. combined with 

the pace and complexity of change in people's lives. meant that museum people had less time than 

ever to reflect. But he also felt there was resistance to reflection among museum workers even if 

the time were available. One member of his own staff he believed was inclined by temperament to 

be reflective~ a second was not reflective by temperament but was becoming more so as that person 

matured. The third had little inclination in this direction. 

Finding concrete ways to encourage more lateral communication and cross-functional co-operation 

had been a strong theme in the interviews. I raised the suggestion. which had arisen during the final 

interviews. regarding the need to review job descriptions. as well as the possible use of a cross­

functional team to plan and develop exhibitions and programs. He indicated a willingness to 

consider this. and agreed that concrete projects were the best way to encourage stronger lateral 

communication and collaboration. Staff had worked collaboratively and effectively in the 

construction of a new picnic pavilion and meeting/performance space outside the museum, using 

joists from a recently demolished nineteenth century church. 
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But he also cautioned that this was not a new idea and indeed had been tried in the past. In that 

situation personality tensions had arisen that had proven a serious barrier of the team functioning 

effectively. The Manager felt the legacy of this experience would be difficult to get around. Also, 

while the process might potentially result in bener communication. and potentially a bener 

exhibition or program, the harsh reality was that it was likely to take more time, time that was in 

short supply. The .. theory .. of alternate organizational process was still up against the messy, harsh 

reality of personality conflicts and resource constraints. 

The Manager felt integrated programme planning would only be meaningful if driven by a clearer 

understanding of the mission of the PCMNCHD, a mission he felt still remained vaguely defined 

and understood. He described plans for a retreat for the CHB and staff that would kick-start a 

cultural plan or strategy for the City. It was hoped that out of these discussions there might begin to 

emerge more consensus on a Divisional vision. one that might then set a context for more effective 

long-term program planning by staff. He indicated he was considering using the final Peterborough 

Story as a resource for this planning exercise. 

In terms of local cultural governance the Manager felt that the incoming chair of the CHB was 

bringing the past chairs· enthusiasm and intelligence. but better political instincts. instincts more 

oriented toward consensus rather confrontation. He was also someone who acknowledged that any 

change process takes time. The previous chair "wanted everything yesterday". 

The CHB would re-examine the structure and functioning of the Board in the cultural 

strategy/planning process. He maintained that he had always seen the structure of the Division and 

the CHB as transitional ... solid enough to get going ... but not perfect". The structure put in place 

had also been the result of the requirements for governing boards set out in the Community 

Musewn Policy for Ontario. He felt the suggestion that there be a museum sub-committee of the 

CHB could still meet these requirements. and was a useful suggestion. 

A new mayor had been elected in the last municipal election that was making a real difference. 

Unlike her predecessor the Manager felt this mayor ·•liked ideas". liked looking for alternate ways 

of framing problems and generating solutions. This openness to new ideas was having a significant 

impact on Council's expectations of City staff. 
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The Manager had begun discussions with the Manager of the Recreation Division about a 

collaborative approach to a leisure services plan that would include a cultural component or 

strategic plan. He reflected on the difficulty "locating" cultural planning issues. While there was 

strength locating them in Leisure Services. this didn ·t adequately address heritage conservation. 

especially land based heritage resources. Nor did it adequately address cultural tourism and the 

growing importance of culture as a source of local economic development. The difficulty 

··1ocating" cultural issues in local government is a continued theme. 

He also felt there was an opportunity to have input to a study of capital facility needs to be 

undertaken by the City. If the PCMA/CHD was successful in legitimizing the City's 

responsibilities for culture and heritage. the museum and the Division· s capital needs should be 

addressed in the study of capital facilities. This was an opportunity because capital facilities were 

an issue that both the City and the community understand in tangible terms. In this regard he felt 

the Parks and Recreation Division was ahead of the Planning Division in using a .. community 

development·· planning model involving genuine public participation. He contrasted this with the 

more traditional, .. top-down·· planning still favored by the Planning Department where plans were 

prepared and then .. sold'' through community consultation. 

In a discussion with Recreation staff about the planning process the Manager raised the issue of 

values. how they fit into the plan and how they might be addressed. He felt the Division needed 

some fundamental statement of values and beliefs to guide its work. Local values continued to 

place considerably less importance on cultural development compared. for example. to Parks and 

Recreation. Overcoming this would take time. 

He felt the interviews had performed a useful role in revealing the other side of the .. mission versus 

functions" debate. There were functional responsibilities in the museum that could not be taken for 

granted. that did need to be adequately staffed and resourced. The best the museum could hope for 

in the short-term would be some additional part-time staff. Care would be needed to ensure these 

resources were distributed across the institution. 

He continued to feel conscious of a leadership vacuum at the museum that he felt did not exist at 

the Library. At the Library the Manager was able to focus on the ·•big picture" issues. feeling 

confident that the micro-management was being handled effectively. He had less confidence that 

236 



this was the case at the PCMA. He acknowledged the organization was still lacking the 

systematized approaches to information sharing and communication. 

9.4 Final Team Meeting 

The results of the individual interviews were incorporated in the revised Peterborough Story and 

circulated to the team in advance of the final meeting. The only expectation stated in the cover 

material was that the meeting. was an opportunity to review the final interview results in light of the 

overall team process. and to bring closure to the research. 

Three fu11-time staff members attended: the fourth was away dealing with a serious family illness. 

The one Board member who had been a member of the team from the beginning was also in 

attendance. 

I opened the meeting citing the Manager's comment that there were few opportunities to bring full 

closure to work in the museum field. In the spirit of appreciative inquiry I asked people to begin by 

identifying the most positive or hopeful facet of the interviews. 

One staff member reiterated the view that the analysis was an extremely valuable resource for 

ongoing organizational and professional development. The Board member then said he felt the 

whole Peterborough Story painted too positive a picture of the process. citing the Leaming Forum 

specifically: 

• ·•Toe Forum was a pain ... it was a make-work project. it wasn't well structured. the three days 

in Toronto were a waste of time ... I was annoyed by the other teams who completely misread 

us". 

I responded by saying that from my perspective the Forum had had a significant impact on the way 

the Peterborough team interacted. The Board member continued in a confrontational style. asking 

if there had been follow-up with any of the other teams, and what - if any - impact the Forum had 

had in these organizations. Based on conversations with staff in two of other museums l indicated 

that the Forum appeared to have had a significant impact. One museum contacted felt the 

experience had in fact dramatically effected the organizational culture, from one based on 
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confrontation, secrecy and intrigue, to a more open organization in which differences of views 

could be aired. 

This was a revealing exchange. During the first community dialogue at the Leaming Forum this 

Board member had expressed unease due to what he saw as a process for diffusing conflicting 

views. His preferred mode of interacting was that of intellectual debate - thesis, antithesis, and 

synthesis. Others at the Learning Forum argued that a difference of views could be expressed while 

still maintaining an open and supportive environment. My impression was that at that moment he 

remained unconvinced. However. during the closing community dialogue at the Learning Forum he 

spoke movingly of having come to see the limitations of rational debate. and the need to find 

alternate ways of thinking and interacting. The final team meeting represented a return to the 

earlier. and still dominant, confrontational style. 

He then moved to describe what for him was the most important issue to emerge from the 

interviews, "the vacuum of leadership" at the museum. 

• ''With (the Manager) at the Library and at City Hall we really only have a 'l, - time manager 

here ... the report documents these problems clearly and for that reason it is a useful tool to 

make the case for additional resources''. 

Two other team members agreed that the analysis provided "ammunition" for going to Council to 

r-1:tke the case for additional resources. The Manager agreed the document could help in this regard 

but stressed that, despite the increased legitimacy of the Division, a careful strategy would be 

required: he was not optimistic of an early "win". He said he felt that had the same report been 

tabled 18-24 months earlier it might have provided ammunition for the city to do just the opposite, 

to argue that operating a full-time facility was no longer possible. 

• "Timing, timing, timing ... today it can be a tool for rebuilding . . . then it would have been an 

excuse to shut us down•·. 

None of the other team members appeared to have considered this possibility. The Manager's 

political instincts continued to serve the institution well in a volatile municipal environment. 
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Discussion then turned to how new resources might be allocated if a successful case could be 

made: should resources be assigned to senior management or should it supplement specific 

functional responsibilities of other staff. This triggered another discussion about the need to 

distinguish museum roles and functions from those of the Division. Several staff members felt 

there continued to be a danger that museum staff would be drawn increasingly into the work of the 

Division. leaving essential museological functions understaffed. 

This discussion bridged to the results of questions related to ideological paradigms and belief 

patterns. The two staff people with direct responsibilities for collections - as curator and archivist -

defended the importance of these traditional functions. This triggered a lengthy and rich discussion 

about the shift from more internally oriented and collections based museums to more externally 

focused institutions serving the contemporary cultural needs of a diverse community. The two staff 

people argued for a balancing of the two. maintaining the need to uphold professional standards 

related to collection, and to recognize the professional body of knowledge tied to the care of these 

collections. 

This discussion placed the core issues of organizational and professional identities on the table. 

framed more clearly than they had been to date. The debate seemed to tum on differing views of 

the fundamental definition of the museum: were the interests and well being of the community or 

the collections at the heart of a museum· s purpose. The Manager raised the issue of the 

.. community orientation" of the museum having displaced the more traditional collections mandate. 

He continued to view the establishment of the CHO as a "'natural evolution .. of this orientation. 1 

reiterated the point. made in the Peterborough Story. that the "'community orientation .. was 

leadership that could have been exercised by any local cultural organization: it had not flown from 

the museum ·s rethinking of its role and function serving the contemporary needs of a diverse 

community. 

With the debate polarized in a ·•community versus collections" dichotomy the Manager found 

himself at odds with the two staff members responsible for collections. I found myself in the 

middle and offered that while collections were central to the mission of museums. there was 

perhaps a need to view collections and collection policies differently than they had been seen in the 

past. This led to a rich discussion about the need for a more aggressive and proactive approach to 

collecting if the weight of institutional history and existing collections were to be overcome and the 

needs of under-represented facets of the community addressed. There was recognition that without 
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this more proactive collecting approach the .. pioneer narrative" would likely continue to dominate. 

There was also recognition that new collecting practices would be more challenging and need to 

make greater use of oral history and testimony. One member of the team offered that archives had 

considerably more experience than museums with this kind of collecting and could be a valuable 

resource. 

The Manager indicated the proposed Cultural Strategic Plan process was a context within which the 

staff and the board could raise these issues. In undertaking the plan one team member suggested a 

distinction be maintained between planmng related to PCMA, including a systematic and long-term 

plan for collections and public programs. and planning for the Division overall. The proposed 

establishment of a sub-committee of CHB to address focus on museum issues was seen as 

consistent with this goal. 

The discussion then shifted to leadership. I had charted people· s response to the Starhawk ( 1987) 

leadership model styles on a flipchart. When the various leadership roles were charted. the 

organization seemed relatively well served by a balance of leadership styles. The one possible 

shortage was that of a spider able to link the various parts of the organization together. It was clear 

to everyone .. who was who'" on the chart. One team member commented there was a danger in 

models like this because people may see themselves in one role. but not always act in accordance 

with this role. The missing team member was seen as someone who would see themselves as a 

snake. and who did have real insight into many of the difficult emotional issues the organization 

seemed reluctant to face. Yet this person had been no more able than other team members to raise 

these issues openly. 

The Manager asked me where I saw myself. I had not considered the question but eventually said 

that. like him. I felt I was a --crow caught in a web··. trying to be less the long-term visionary 

focused on ·•big picture'· issues and more focused on building networks and relationships. I 

acknowledged that my inclination to the first had been a barrier in my early interactions with the 

team when I was continually urging people to step back and look at the "bigger picture" or longer­

term vision. I felt I had been more effective when I was able to restrain these inclination. asking 

questions and pointing out contradictions but not trying to direct discussion. 

The team then turned to a discussion of cultural governance. There was universal agreement that 

the basic model of the Division was sound. Constraints on the Board's ability to lobby aggressively 
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were acknowledged. But the opportunities presented by having status as a committee of Council 

outweighed these limitations. There was some discussion regarding a different process for 

determining appointments. It was suggested that names might be put forward to Council based on a 

different model of community representation. for example moving to broader discipline-based -

e.g., visual arts, rather than specific institutional appointments - e.g., the Peterborough Art Gallery. 

Whatever its composition there was consensus the Board needed to move to a different way of 

organizing its work. The possibility of work being organized around different needs in local 

cultural development - marketing and promotion. fundraising. advocacy, cultural tourism -

appealed to several people. The Manager argued that although the CHB was attracting stronger 

Board members: 

• "But we still don't get the power brokers ... we're getting closer but we still get ·second­

stringers' .... Unlike the Showcase board and the Art Gallery board who do get the heavy 

hitters ... they have no constraints .... they can appoint anyone" 

Turning to the interaction between City administrators and Council. the Manager reflected on 

different approaches operating at City Hall: 

• ,.(We use) a more community development model of planning than most parts of the city who 

still operate in an autocratic fashion. they're run more on the model of professional expertise 

.... We think it's part of our role to actually educate Council on issues coming forward ... 

other staff at the City resent this ... they're accustomed to just briefing Council. using as little 

information as possible'". 

This pointed to the need for staff to continually upgrade their own expertise and knowledge to 

ensure they are bringing forward the best information and advice possible. 

• ·•Despite the pressures of work we have to keep developing ourselves ... Our link to Fleming 

and the new knowledge the students bring to the organization helps ... but it isn't enough ... 

somehow we have to do this more systematically". 
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This continuous upgrading and development of human resources is the essence of a learning 

organization. Although the sentiment expressed was a hopeful sign there was still little indication 

of a tangible commitment first to a more systematic approach to individual staff training and 

development, and second to formalizing collective or organizational learning processes. 
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PHASE VI: SUMMARY AND CONCLUSIONS 

10.0 Summary of All Research Findings 

This dissertation began with a literature review that hypothesized a convergence of interest among 

three fields: local cultural development. planning and community development. and museums. As 

is the case with many ·•systems" at the end of the century. each of these fields is engaged in a 

process of self-examination and renewal. 

Posttnodemism shatters illusions of unitary public interests and undermines traditional sources of 

professional and cultural authority. All three fields are also being forced to confront the reduced 

power of the welfare state on which they had grown dependent. Each is searching for a new 

balance of public-. private-. and Third-sector responsibilities. and more effective methods and 

strategies to support decision-making and governance in complex human systems. 

The cultural critique of postmodemism can bring vital new perspectives to planning and 

community development perspectives needed by planners to better acknowledge inequity, 

accommodate difference and negotiate complex questions of identity and meaning in cities. 

Conversely, more inclusive community-based planning and decision-making models can inform 

new strategies for local cultural development. strategies constructed outside the government-driven 

models of the past. Cultural planning is the place where these interests can converge. 

The literature review proposed that local museums could provide institutional settings in which 

cultural planning approaches could be tested and championed. The hypothesis was that museums 

could take on broadened roles in cultural planning but that this would require two things; first a 

substantial reframing of museum and broader cultural planning purposes; second. new 

organizational and professional practices and capabilities needed to take on broadened cultural 

planning responsibilities. The literature suggested that the practices of organizational learning could 

serve as a .. change technology" to support both requirements of change. 

My primary research question was: 
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How can organizational and professional practices in museums change to address new 

understandings of culture and community-based cultural planning? 

The research revealed a number of false assumptions that lay buried in the primary research 

question. and many barriers to the successful application of this somewhat neat formula for change. 

Conclusions from this dissertation fall into the following categories: 

• Conclusions relevant to the research method: 

• Conclusions relevant to emerging cultural planning approaches; and. 

• Conclusions relevant to organizational change in local museums. 
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10.1 Findings Relevant to the Research Method 

Primary and Secondary Research Questions 

I began the primary research with a very broad research question. This was useful at the beginning 

because it did not foreclose any emergent issues. As the research proceeded it was possible to 

move to identify progressively more specific research issues and questions. The second literature 

review based on a set of secondary research questions was effective in sharpening the investigation 

in the final phase of data collection and analysis. 

Use of Primary Case Study 

The research focused primarily on one case study. The intent was to probe beneath the surface of 

the organizational change process to acknowledge the complexities of the case study. I had no 

expectation that the study would produce .. models" or ··strategies" that could be transferred intact 

to other communities and other contexts. However. the comparison of findings in Kitchener and 

Aurora did provide an opportunity to test the relevance of key findings in other settings and to 

surface other insights. 

Of the two communities Kitchener proved the more valuable. Here the focus was on the dynamics 

of local cultural planning and governance. Results revealed a number of parallels. and some 

differences, to the Peterborough experience. In Aurora some parallels pertaining to organizational 

change in local museums could be identified. However. it was clear that the museum in Aurora was 

just beginning the process of organizational renewal and the rethinking of its role in the community 

begun by the PCMA many years before. While some similarities in barriers to change could be 

identified the two institutions were at very different stages of organizational development. 

The focus on one primary case study enhanced the ability to establish personal relationships with 

participants. A number of significant findings in the case relate to personal and emotional 

dynamics in the organization. These research issues may have been missed had the level of 

involvement with participants been more superficial. 
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Constructivist and Critical Research Orientation 

The overall research orientation followed Lather ( 1990) who explores the intersection of 

constructivist and critical research perspectives. This orientation appealed to me as a researcher for 

the same reasons expressed by Sullivan ( 1995) in the museum context: 

Museums must look for ways that honour both the authority and point of view of the 

cultural participant/visitor and the authority of the professional cultural interpreter. 

documenter or scholar ... (we must engage visitors in this dilemma) helping them to 

understand why these two distinct ways of knowing can sometimes be in conflict but both 

be essentially correct ( 1995, 6 ). 

I struggled with the tensions described by Sullivan and by Lather throughout the research. trying to 

remain responsive to the needs of participants while providing enough structure and context to 

challenge traditional assumptions and support the change process. This paralleling of tensions 

inherent in the research method and the interpretive challenges facing museums was an 

unanticipated but useful insight. 

Appreciative Inquiry 

The research made extensive use of appreciative inquiry. People responded positively to the 

opportunity to look for "the best in what is. as a basis for identifying the best of what might be'·. 

and to have an opportunity to frame alternatives to the .. world-as-a-problem-to-be-solved" 

paradigm. The tool has since become a standard way of operating for the Manager of the 

PCMNCHD. 

On the other hand the research also demonstrated the powerful hold a problem solving worldview 

has on how people think and function in organizations. Despite the use of appreciative inquiry all 

the issues identified in the Team Story in the First Phase of Data Collection were framed as 

problem statements. Appreciative inquiry also did not help the team confront difficult issues 

related to the Manager's leadership style, not did it help challenge or reveal assumptions about 

traditional collecting and interpretative practices. The limitations of appreciative inquiry in 

confronting these issues reinforces the need to link constructivist and critical research traditions, 



finding methods to build strategic intent in ways that also acknowledge real inequities and barriers 

to change. 

The Learning History 

The use of the Learning History/Peterborough Story was perhaps the most successful facet of the 

research method. The Story succeeded in establishing a "thick description" (Geertz. 1973) of the 

change process. Participants commented on the richness and value of the Story, and on the insights 

they drew from it both individually and collectively. Access to personal narratives and testimonies 

proved a powerful learning tool (Van Maanen, 1988; Krug. 1997). 

The Learning History also served as an important tool for testing validity in the research. It 

provided a method for feeding back participant's views and ideas about the change process. 

together with my own analysis of these same issues and events. It was a tool for building shared 

understanding of the change process. 

Relationship With "An Insider" 

The use of and ongoing dialogue with the Manager as a source of data had both benefits and 

drawbacks. The use of an ••insider" with a deep knowledge of the organizational system. joined to 

an "outsider" who brings fresh perspectives and insights from other sources. is an acknowledged 

organizational change strategy. The danger is that the views of the "insider" distort issues through a 

privileging of one point of \iew. One team member identified this problem in the final interviews, 

arguing the Manager's perspectives and questions related to his leadership style had taken on undue 

significance in the Peterborough Story, pushing to the margins other factors that may have had 

equal importance. This team member had from early on insisted that the central issue was less the 

organization's inability to "build new capacities" than it was the unwillingness to establish 

priorities, to say "no''. This point did not receive the attention it deserved until late in the research 

process. 
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Insights About Myself 

The research was a journey for me every bit as much as for the participants. It was revealing to be 

forced, in the context of the final team meeting. to reflect on Starhawk • s ( 1987) leadership roles. 

Like the Manager I saw myself as ·•a crow caught in a web", trying to reduce the need to be the far­

sighted visionary and problem-solver. and to strengthen attention to building relationships and 

shared commitments to action. I was more effective as a researcher when I focused on the latter, 

prompting the team with questions to challenge assumptions when necessary, but not imposing my 

analysis of issues. My inclination to be drawn to the larger context or ·'system-level .. analysis of 

issues on several occasions proved alienating and enervating for team members. Most did not feel a 

need to be continually examining the larger context for their actions; they were content with an 

"'adequate grasp'" of this larger picture. 
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10.2 Findings Relevant to Cultural Planning 

In his examination of cultural planning in the United States, Dreeszen ( 1994) concluded that the 

most significant barriers were those that traditional definitions of culture - mostly European high 

arts. have on conceptualizations of cultural issues, and the hold that traditional views of planning -

largely synoptic or rational planning. have on conceptualizations of planning. Using Friedrnann·s 

( 1987) typology of four intellectual traditions in planning he distinguishes four categories or 

perspectives on cultural planning: as community development. as organisational (,;ic) c/ei·elopment, 

as public policy planning. and as plannmgjhr equity. Most plans remain locked in the rational 

tradition of organizational development - either strategic planning or marketing strategies - and are 

unable to acknowledge diverse values and multiple sources. and inequities in power. 

The most powerful forces of change, he argued, were equity demands from traditionally 

marginalized groups: .. planning in the equity tradition is more accepting of difference. 

acknowledges multiple perspectives and multiple values, and is more tolerant of ambiguity than is 

rational comprehensive planning in the other traditions" ( 1994. 115). It also directs greater 

attention to dialogue, to networks of interpersonal relations and to trust and alliances critical to 

effective collaboration. These are issues that rational planning models discount through their 

emphasis on a linear process of assessment goal formulation, implementation and evaluation. 

Dreeszen believed cultural planning must move from an organizational development to a 

community development model, and forge strong links to equity planning. 

The findings drawn from the Peterborough case study suggest that narrow conceptualizations of 

both --culture" and .. planning" do pose a barrier to cultural planning approaches. However, they 

also urge caution in assuming that effons to reframe issues of local cultural development as 

advocated by the cultural planning approach hold out potential for significant change. Innes' 

( 1990) view that planning is about conceptualization. problem framing or values clarification 

worked in Peterborough at the macro and meso levels. Participants did evolve a broadened vision 

of local cultural planning, and of potential new roles for the museum in this new planning context. 

But these insights did not translate themselves at the micro level into relevant practices across the 

full spectrum of the CHD's mandate. in particular to reformed museum practices. Nor did they 

assist in overcoming a variety of personal and emotional barriers to the change process. 
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The research also suggests there is a danger in accepting Dreeszen' s conclusions regarding the 

weighting of Friedmann's four categories of plans. The Peterborough case did confirm the need for 

more inclusive and participatory community dew!iopment approaches, with strong links to equity 

planning 's emphasis on building trust and relationships. But the evidence in Peterborough suggests 

that a focus on these approaches not take place at the expense of a strong focus on organi=ational 

dewlopment. Cultural planning requires strong local organizations, organizations with real. as 

opposed to, imagined capacities. These organizations must be linked laterally to other 

organizations with shared interests in local cultural development. The evidence in Peterborough 

further suggests that cultural planning requires greater attention to public policy planning if culture 

is to be brought "in from the margins" of local government and decision-making. The Manager·s 

skills working inside the municipality suggest greater sophistication is required on the part of 

planners working as civic administrators. 

A more useful perspective may be to suggest that cultural planning approaches must embrace a 

ll'hole systems view that links all four planning traditions to the challenges of planning and 

governance in complex cultural systems at the local level. A clearer understanding is needed of 

how each planning tradition relates to specific issues and needs in local cultural planning. Each 

planning tradition in turn has specific skills and capacities that must be identified and developed. 

Cultural Planning in Peterborough 

This dissenation began by describing the broadened view of local cultural development 

characteristic of cultural planning approaches. Cultural planning. it was argued. provided a new 

perspective through which decision-makers in the public-. private- and voluntary sectors could see 

and act differently with regard to local cultural issues. This is an appealing recipe for 

transformation. However. the evidence in Peterborough suggests there are many difficulties with 

implementing this new perspective in Canadian municipalities. 

The often conservative and technocratic tradittons of municipal government where, in the words of 

the Manager. "the budget is often the corporate plan", can be a significant barrier to an embracing 

ofholistic cultural planning perspectives. Delgado (1995), commenting on European experience, 

argues that conflicts and decision-making on cultural issues in cities ·•present themselves under a 

variety of forms and tend to require more sophisticated responses than those usually supplied for 

250 



urban planning transactions•· ( 1995, 11 ). The paradoxical impact of communities attempting to 

embrace a holistic cultural planning approach may be the opposite of what is intended - a further 

marginalizing of cultural issues. 

The Peterborough case suggests that advancing cultural planning in Canadian municipalities may 

be more effective when it works outward from "known·· and accepted facets of local cultural 

development: 

• Links between local cultural resources and activity and community economic development; 

cultural tourism - in Peterborough. downtown re-.italization - in Kitchener: 

• Support for local cultural facilities; 

• Certain facets of heritage conservation. especially those linked to municipal responsibilities for 

land use planning (e.g., built heritage, archaeology) 

A further insight regarding municipal treahnent of cultural planning issues drawn from the 

Peterborough case was the need for line municipal departments to maintain a balance between their 

responsibility for facilities and direct program delivery. and the "softer•· planning or policy role. 

The clear danger in working outward from known and accepted activity is that this approach acts to 

reinforce entrenched interests. one of the principal criticisms of cultural planning approaches that 

emerged from the literature review. The danger of a narrow focus on cultural facilities is well 

expressed by Matarasso and Landry ( 1998). 

In the allocation of resources. and the planning of programs, it is often easier to think in 

tenns of infrasnucture than activity. lnfrasnucture is a visible asset which can appear on a 

balance sheet; it can be opened by a local politician, who can point to it and say "see what 

I have delivered'' ..... Cultural infrastructure is essential: without museums. libraries. 

theatres, sports stadia cultural activity would be severely cunailed. But facilities bring the 

serious danger that their presence and management demands lead cultural planners into 

thinking that they are the city's culture, rather than a means of supporting it ( I 998, 25). 
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The Culture and Heritage Division as Governance Structure 

The CHO functioning as a municipal department supported by an advisory board - the Culture and 

Heritage Board (CHB) - served as an effective governance structure for local cultural development 

in Peterborough. During the course of the research the CHO succeeded in building profile and 

legitimacy for a cultural agenda inside the municipality. Cultural issues brought before Council 

were more apt to be taken seriously and ieferred to staff in the Division for analysis and 

recommendations than they had been in the past. 

The CHO was effective in facilitating communication and mediating between the interests of the 

community and the municipality. The Manager's reputation as the .. city's leading cultural 

bureaucrat". someone able to function as an effective broker between the two constituencies. was a 

key factor in the Division's success. The structure and composition of the CHB was also an 

important factor. The structure did prevent the CHB from taking vocal advocacy positions 

opposing Council decisions. However. it did not prevent individual community representatives on 

the CHB from opposing city positions speaking through other institutions or other channels. Nor 

did it prevent the Manager from providing quiet advice regarding the most effective external 

advocacy strategies. 

The structure of the CHD was less effective in tenns of its third mandate, continued responsibility 

for the PCMA. For a significant period of the research the relationship between the CHO and the 

PCMA was unclear. Were the entire staff and the resources of the PCMA intended to serve as the 

implementation arm of the Division? Or was the PCMA simply one client organization among 

other clients of the Division represented on the Culture and Heritage Board? If the PCMA as a 

whole was to serve as the implementation arm of the Division. how were the new responsibilities 

to be reconciled with already extended institutional resources in the museum? 

These issues were framed clearly in the Team Story early in the research but not fully understood 

and structurally addressed until much later. The establishment of a fonnal museum sub-committee 

of the full CHB signaled recognition of the need to delineate institutional (museum) and Divisional 

mandates and responsibilities. Eventually all staff came to accept they had responsibilities to both 

PCMA and CHO, but that these responsibilities needed to be more clearly delineated in revised job 

descriptions. Still unresolved at the end of the research was the question of priorities. The implicit 
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assumption throughout the change process was that new Divisional responsibilities could be taken 

on through a process of "capacity building" in the organization. Successes and shortfalls on this 

issue will be examined in the next chapter. 

Leadership Needs 

The many barriers identified to cultural planning approaches in Peterborough does not mean that 

strong leadership on the part of key individuals can play no role in advancing a larger vision of 

cultural development in municipalities. The leadership skills demonstrated by the Manager were a 

key factor in the case (below). Toward the end of the research the arrival of a new mayor in 

Peterborough. one ··more receptive to ideas", also appeared to be having a positive impact. In 

Kitchener the arrival of a new Chief Executive Officer supportive of local cultural development 

was identified as a critical success factor. 

Working inside the municipality, the first of the CHD's broad mandates. required the capacity to 

operate effectively in an environment the Manager described as still characterized by traditional 

organizational structures and hierarchies. This required sophisticated bureaucratic negotiation. 

strong strategic and political judgement, and creative and shon-term problem-solving skills. There 

was ample evidence that the Manager brought these talents. In the course of the research he also 

developed a reputation for his ability to act as ••facilitator and broker". able to help local cultural 

groups communicate more effectively with City officials. 

Working in more community-based settings, the second of the CHD's mandates, required staff to 

be skilled in more consensual decision-making models and capable of generating relationships of 

shared commitment and trust - all the characteristics of equity planning cited by Dreeszen ( 1994 ). 

Early in the research the skills the Manager demonstrated working inside the municipality appeared 

to be at odds with this second group of leadership capacities. By the end of the research the 

Manager, along with other staff in the Division. had strengthened these skills. 

Starhawk' s ( 1987) mapping of different leadership roles also provided a useful lens on leadership 

needs. In both Peterborough and Kitchener ··a crow" was needed at the outset to establish a basic 

vision and planning infrastructure. Soon after, other needs assert themselves requiring different 

leadership skills. among them the skills and insights of the spider in cultivating relationships and 
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building shared commitments. The Kitchener case suggested that without these skills momentwn 

and ownership of a shared agenda can be lost. 

Informal versus Formal Planning Processes 

The research provided mixed evidence regarding the merits of infonnal. decision-by-decision 

approaches - as practised in Peterborough, and more formal cultural planning processes - as 

occurred in Kitchener. In Peterborough no formal cultural planning process was undenaken. The 

focus was on working in pragmatic ways to secure specific short-term results, while building 

profile and legitimacy within municipal government and the community. This incremental 

approach succeeded in significantly extending the influence of the Division during the period of 

the research. On the other hand by the end of the research a more formal cultural planning process 

was being considered to solidify gains and establish a new foundation for moving forward. 

In Kitchener the more formal cultural planning process of the Culture Plan also succeeded in 

advancing an agenda. The plan established a set of principles and commitments that served as 

useful benchmarks in bringing cultural considerations into other municipal plans such as the 

Official Plan. The CulturePlan process also mobilized community support around a specific series 

of concrete projects. However. there was evidence of a waning of enthusiasm and focus. in part 

due to the loss of momentum when the formal planning process ended. 

Further research might help to suggest factors related to a .. readiness .. for more formal cultural 

planning processes. 

The Politics of Cultural Planning in Peterborough 

Bianchini and Parkinson ( l 993) describe one of the defining characteristics of cultural planning as 

the reintegration of larger social and political with economic goals. in effect a repoliticizing of 

local cultural development after its narrowly economic orientation in the late 1970's and 1980's. 

They also identify the conservatism and resistance on the part oflocal politicians to the politicizing 

of local cultural issues as a significant barrier to change. The evidence in Peterborough supports 

this conclusion. 
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The discussion among team members at the retreat regarding the Division's responsibility to reflect 

or to actively challenge community norms crystallised these tensions. The case also provided 

evidence of strong factions in the community, factions in some instances perpetuated on the basis 

of stereotyping and recrimination - "the pink brigade from Trent''. The resilience of the influence 

of '"the Peterborough old guard" on the case lends support to the hypothesis that the politics of 

local cultural planning are often a microcosm of larger political dynamics and power relations in 

the community. 

The tensions here are clear. The pragmatic approach of working outward from known territories in 

local cultural planning. combined with the conservative tendencies of local government. can act to 

perpetuate entrenched interests and maintain the status quo. One solution may lie in professional 

education for planners and cultural practitioners that provide them with more critical cultural 

perspectives51
• but perspectives always tempered by pragmatism and patience. One team member 

articulated this change strategy well: 

• "The cultural elite drive the current system and structures ... our challenge is how to build a 

program that better reflects the actual community ... there will be resistance to politicizing 

culture ... Peterborough needs to be pushed ... little steps but in the right direction". 

51 This issue is taken up in Chapter 10.4 - lmplications for Future Research. 
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10.3 Findings Related to Organizational Change in Local 
Museums 

The dissertation began with an assumption that local museums, infonned by the theory and practice 

of the new museology. could take on broadened roles in cultural planning. The CHO did evolve 

relevant new professional and organizational practices in two of the three mandates assigned to the 

Division. In the first responsibility for providing advice and support to the municipality. the 

Manager developed a highly sophisticated and relevant set of skills and practices. In the second. 

responsibility for supporting and advancing community-based cultural development. all staff 

extended their skills and experience working collaboratively with other community groups. 

Appreciative inquiry was a specific new practice that served this part of the mandate well. 

An enlarged vision of museum and broader cultural planning purposes was less effective in helping 

to generate new organizational and professional practices in the third mandate of the CHO - its 

contintJed responsibility for managing and operating the PCMA. The research identified a series of 

barriers to change. Some of these were specific to the museum setting. A great many more were 

shared with most organizations. 

a) Museum-Specific Barriers 

Lavine ( 1992) urged that museums not underestimate the organizational and professional challenge 

of shifting from insular. functionally oriented and "collections-driven .. institutions to more outward 

looking institutions focused on .. exchanges with communities". The Peterborough case study 

suggest that many barriers exist to the more systemic institutional refonn called for by the new 

museology. The experience in Peterborough lends support to Galla' s ( 1993) conclusion that most 

museums are a long way from actually practicing the cultural democracy advocated by the new 

museology. 

"Collections versus Community Engagement" 

The evidence in Peterborough supports Lavine· s view regarding the challenges associated with 

systemic refonn of organizational and professional practices in museums. But it also points to a 
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potential false dichotomy between "collections-driven" institutions and institutions focused more 

on ··exchanges with communities". In Peterborough. "exchanges with community" were seen as the 

equivalent of the institution's strong "community orientation", its longstanding commihnent to 

working collaboratively with other community organizations. This activity was now given formal 

sanction in the second mandate of the Division. However, the fonnal endorsement of this 

community role may well have contributed to the organization's failure to undertake the more 

systematic examination of collecting and interpretive practices reflected in Tivy • s ( 1993) .. Revising 

the Past" paradigm. 

The PCMA's mandate as a musewn requires that it continue to be concerned with ··collections" in 

the sense of the symbols. experiences. and memories of the diverse communities that constitute 

Peterborough. In order to redress historical and cultural biases in collections and narratives, a more 

focused and proactive approach to collecting and interpretative practices is needed. This was the 

insight that emerged in the final team meeting. Tivy ( 1994) describes a simple community 

mapping process relevant for local museums faced with the need to assess collections and 

programming bias. The exercise records statistics, demographic infonnation. local community 

groups. and unique or distinguishing characteristics of the community. The goal is to create a 

contemporary portrait of the community against which a musewn's existing purpose. collections. 

programs. board composition and users can be compared in concrete terms. This portrait can then 

be used to target specific communities of interest that will be the focus of attention. 

As noted in the final team meeting. addressing the needs of certain underrepresented groups in the 

community may take the fonn of oral histories and other non-tangible heritage resources. These 

collecting practices are often more time consuming and require more skill than did physical 

collections. This reality constitutes a real and pragmatic barrier to change. Wilhelm ( 1998) also 

cautions against asswning that museums have the capacity to engage with diverse communities if 

they lack any meaningful understanding of. or relationship with, these communities. These 

relationships must be built over time. Only gradually can the capacity to build k"11owledge and tell 

stories in full partnership with community members be built. 
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Functionalist Ideologies and Belief Systems 

Part of the resilience of traditional collecting and interpretative practices in Peterborough grew out 

of a conscious effort on the part of the institutions not to alienate the traditional constituency of the 

museum. while reaching out to new audiences. However, the research suggests that another 

powerful barrier to change in Peterborough was the inclination prevalent among team members 

toward functionalist ideologies and belief systems. Burrell and Morgan ( 1979) argue these belief 

systems are extremely difficult to change because they involve a fundamental reorientation of 

assumptions few are willing to confront. The research suggests that many museum workers may 

well be drawn to their work precisely because of their orientation toward objective realities and 

acceptance of status quo power relations that characterize functionalists. The experience in 

Peterborough suggests that the conservative origins of many community museums, combined with 

staff reluctance to critically examine theoretical or political assumptions, means that refonn will be 

slow . 

.. Us and Other~ 

The Manager's observation that the work with First Nations had given him a "more visceral and 

meaningful" sense of culture than he had ever experienced before. was revealing. The premise that 

because people work in a museum or other cultural institutions they should have the potential to 

gain insight into the cultural dimension of civic life may. in retrospect. have been naive. Sullivan 

( 1995) argued that museums must help all visitors to "see that they too are culture bearers, and, in 

that. more alike than different from the ·Other· they meet in the museum·s exhibits" (1995. 12). In 

Peterborough this goal may be said to be as applicable to the museum workforce as to museum 

visitors. Indeed, the evidence suggests the possibility that the museum workforce. one that 

continues to be overwhelmingly drawn from the dominant culture, may be more handicapped than 

individuals from minority communities. For the latter, culture is more likely to be understood as a 

·•Jiving" reality, key to their survival as distinct communities and a world removed from the ··dead" 

and objectified culture that is the focus of much traditional museum work. 
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b) General Organizational Barriers 

A I 992 planning exercise for the PCMA provided a useful snapshot against which to assess 

organizational change. Problems identified included: poor facilities. ··tack of recognition at City 

Hall.·· "lack of a bridge" with other local heritage groups. "weak communication between Board 

and staff, poor staff communication•·. Committnents were made ·•to improve relations with the 

mayor and council'" and to address internal staffing problems: "inadequate support staff. 

personality conflicts, unclear reporting relationships, the absence of daily and weekly 

communication. must also be resolved.·· 

The research confirmed that considerable progress had been made in strengthening the 

organization· s external relationships with the municipality and with local heritage and cultural 

groups. What is revealing is how much more resistant to change were those internal issues of 

personal and interpersonal dynamics. Significant progress on these issues was made during the 

period of the research, but these gains had been difficult and tensions and challenges remain. 

Emotional and lnterpenonal Dynamics 

The team was willing and able to express their personal and emotional commitment to work and to 

one another. This was both a strength and a liability: a strength in that it translated into dedication 

and committnent; a weakness in that it undermined the ability to set limits and manage activities at 

a sustainable level. While some increases in efficiencies and gains were made. vague committnents 

to "capacity building'' were no substitute for hard choices. Like many organizations the 

PCMA/CHD proved better at adding new responsibilities than at retiring old ones. 

While the team could express their emotional commitment to work and to one another they 

consistently resisted working through the more problematic emotional and interpersonal issues. 

The rush to "put the lid on" the difficult issues raised at the Learning Forum, including the 

challenge to the Manager's authority. was the starkest example of this. Yet it was in those rare 

moments when members of the team were able to raise these issues, and especially at moments 

when people were able to relinquish control and acknowledge their vulnerability, that the sense of 
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openness and trust and possibility in the groups appeared to be the strongest. 

Limits to Rational Analysis and Problem-Solving 

The difficulty of stepping outside a rational analysis of issues to acknowledge other dimensions of 

human interaction and organizational change was another barrier to change evident in the case. 

Findings point to the limits of rational problem-solving and strategic analysis in organizations. but 

also to the powerful hold these traditions continue to exert. Among the hard-to-achieve alternatives 

that were acknowledged by the Peterborough team and other participants at the Leaming Forum: 

• Valuing a wider range of sources of knowledge. including personal or embodied knowledge 

and intuition: 

• Allowing silence in meetings and slowing down the pace to enable more people to participate 

and to allow more room for creativity; 

• Leaming to listen and suspend judgment: 

• Acknowledging there are multiple answers or solutions to any issue: and. 

• Relinquishing the need for control. 

"Giving Power Away"' 

This last point relates directly to one of the most difficult barriers faced by the PCMA/CHD. one it 

shares with most organizations. This was the difficulty the team had accepting that .. power grows 

when you give it away". This observation at the Learning Forum was offered first as a comment on 

the working style of the Peterborough team. and more specifically on the need for the Manager to 

relinquish control in order to allow others to participate more fully. But it was also offered at 

another level. as a principle that the PCMA/CHD might consider in the larger context of its cultural 

planning mandate in Peterborough. 

The link between the two levels is important. The observation suggested that it was unlikely the 

PCMA/CHD would be able to build community trust by relinquishing some degree of professional 

and cultural authority without individuals in the organization first having the capacity to "give 

power away" with one another in their work. The connection between personal or interpersonal and 

larger collective change processes is addressed by Labonte ( l 990). He describes an "empowerment 
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continuwn" linking personal empowerment. to small group development. to community 

organization, to coalition advocacy. and ultimately to political action. 

The Leaming Forum exposed participants to "new work structures and new work processes which, 

over a period of several days. enable people to experience themselves in a different relationship 

with each other and with the whole of the organization. This opens the door to altering the 

fundamental power and structures of the organization .. (Dixon. 1996, 36). The evaluations from 

the event confirm that the Forwn did provide many of those who attended an experience of a 

profoundly different way of being in the world and relating to others. 

Barrien to Organizational Learning 

A major barrier to organizational learning in the case study was the difficulty the team had 

sustaining a commitment to reflection amidst the pressures of excessive workloads, inadequate 

resources. and the general speed. complexity and stress of modem life. The moments in the case 

when the team came to some of the most significant insights about themselves and their work were 

generally moments when the group was able to remove itself from the press of daily demands - at 

the Learning Forum, and at the team retreat. The paradox is that at the very moment turbulence and 

change in organizations require people to reframe problems. moments when working harder in 

existing frameworks will not suffice, these same conditions make it difficult to find the space and 

rime necessary for thoughtful reflection and dialogue ( Dixon. 1996 ). 

The Learning History proved a powerful mechanism to support organizational learning. Its impact 

reinforced the need for organizations to invest in systems and tools that operationali=t! 

opportunities for sharing information, reflecting individually and collectively on that information. 

acting on the results of this reflection. and evaluating the impact of those actions (Dixon. 1995). 

The repeated call for more frequent meetings throughout the history of the PCMNCHD signaled 

that difficulty the organization had maintaining commitments to communication and information 

sharing as an integral part of the day-to-day work of the organization. 

One of the clearest conclusions to be drawn from the case study is that learning is rarely linear or 

predictable, but rather circular and iterative. There is seldom a clear cause and effect relationship 

between learning "inputs" and .. outputs". The team frequently caught glimpses of important new 
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insights, but it often took time before these ideas could be fully grasped and the implications for 

the organization assessed. Oakes et al ( 1996) aptly describe organizational learning as a .. process of 

sedimentation" 
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10.4 Implications for Future Research 

Many issues have emerged in the course of this work that could form the basis of useful future 

research. 

On the most general level the research has demonstrated a need for further in-depth examinations 

of opportunities posed for museums and other local cultural organizations by the emerging cultural 

planning approach. Despite many barriers to its implementation in Peterborough, findings suggest 

that cultural planning approaches can help challenge the insular traditions that characterize many 

cultural organizations, linking organizational renewal to larger community planning contexts. 

The dissertation further suggests that future research must do justice to the complexity of change in 

any individual organization while relating that change process to the larger challenge of planning 

and governance in complex cultural systems. The concepts of field and capital in the cultural 

theory of Bourdieu ( 1993 t· provide a critical bridge between organizational and societal levels in 

the study of social and community change. A closer investigation of how these concepts might be 

applied to future research design would prove a productive area for future inquiry. 

Beyond these overarching considerations for future research. two more specific research questions 

suggest themselves. The first relates to a more rigorous look at cultural decision-making systems in 

Canadian cities. The second relates to strategies for linking organizational and broader community 

change and capacity building processes. 

a) Cultural Decision-Making in Canadian Cities 

The research points to the need for a more focused analysis and delineation of specific types ~f 

cultural decisions and decision-making processes in Canadian cities. At more senior levels of 

government considerable attention has been devoted to the study of cultural decision-making. Foot 

1998) ably synthesizes specific institutional arrangements and policy instruments and processes 

used at the federal level. Relatively little comparable work has been done at the municipal level, 

work that acknowledges the unique characteristics and demands of this level of government 

52 
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Elvidge ( 1996) identifies six governance issues on which municipalities differ fundamentally from 

their provincial and federal counterparts in Canada, and which bear directly on local cultural 

development: 

• Their legal and constitutional basis; 

• The nature and transparency of decision-making structures; 

• The role of political parties and party discipline: 

• Budgeting, borrowing powers and sources of revenue; 

• The roles of head of government (Mayors versus Prime Ministers or Premiers): 

• The range of policy instruments available. 

Contrary to the expectation that governance decisions become more complex as they move to more 

senior levels of government. the findings in this dissertation suggest that cultural decisions may 

indeed become more complex the closer they are '"to the ground" in local communities. 

Commenting on the European experience, Delgado (1995) argues the complexity of conflicts and 

decisions that need to be resolved in local cultural planning demand a far more sophisticated set of 

responses and decision-making tools than are supplied by traditional urban planning methods. 

A particularly contentious issue in the context of local cultural governance is the strong belief in 

the need for arm's length decision-making bodies capable of operating outside fonnal municipal 

structures. The arm· s length principle has been a cornerstone of cultural policy at more senior 

levels of government in Canada for many years. Yet the appropriateness and application of these 

assumptions have not been critically examined at the local level. As the definition and scope of 

cultural resources addressed by local cultural plans expand, isolating decision-making from the 

political process will be increasingly difficult to justify. We need to understand with much more 

precision the different types of cultural decisions in municipalities. and the decision-making 

mechanisms and processes appropriate for each. 

This need for greater clarity regarding alternative governance structures and mechanisms is not an 

issue restricted to the cultural field. Dale ( 1996) argues a much more rigorous understanding is 

needed regarding those decisions that are subject to decentralized and/or consensual decision­

making. using multistakeholder or multipartite bodies such as environmental roundtables. and 

those that should legitimately continue to fall to existing structures of the liberal democratic state. 
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It is clear across many fields that traditional governance systems are inadequate for 

emerging circumstances of complexity in cities. and that new collaborative processes are 

required. 

"'(But) it seems that our understanding of what these collaborative processes 

represent is limited. There could be serious consequences for planning and for the 

world in which we plan ifwe do not come to a clearer understanding of what we 

are doing ... We are involved in devising new systems of governance. We are 

forging new modes of communication. We are creating new social arrangements 

that will continue to shape and mold society far beyond the moment. ... 1n making 

the decision structures that can be adequate for today's circumstances. we should 

carefully draw on the strengths and values of the old systems. Planners have vital 

roles in realigning these strengths and values. We must do this carefully, 

deliberately. and accountably (Skelton. 1998. 18). 

b) Capacity Building in Cultural Planning 

A recent project involving capacity building and urban leadership development may provide a 

useful model for examining these issues in cultural planning. Urban l,eadership for the 2151 

Century: Scaling up and Reaching Ow from the Ni!ighhourhoocl l.el'el (Perlman and Hopkins. 

1996) was a three-year pilot project involving leaders drawn from neighbourhood level 

organizations in New York and Los Angeles. The idea was to identify and celebrate the most 

innovative neighbourhood leaders and collaborate with them to extend their impact by sharing 

what works within and between their cities, and introducing their successful approaches into the 

public policy discourse. The program consisted of three phases: Year I - Capacity Building. 

Focused on identifying and celebrating innovative approaches to problem solving in each city and 

building networks of com.'llunication and trust among leaders who made them successful; Year 2 -

Reaching Out Through Sharing Approaches That Work. Provided mini-grants to allow leaders to 

partner with each other in mutual learning teams to transfer and adapt innovations across ethnic, 

geographic, and policy area boundaries within and between New York and Los Angeles; Year 3 -

Scaling Up into Public Policy. Provided grassroots leaders access to policy-makers at the national, 

state, and local levels and enabled them to explore ways to multiply the impact of their work and 
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reconceptualize their roles as civic leaders and social change agents. 

The hypothesis was that solutions to pressing public policy issues existed at the local level but that 

local leaders required support systems: allies in other sectors; forums for the exchange of ideas; 

exposure to global perspectives; opportunities to document and disseminate what they have 

achieved; and resources so they can scale-up and reach out from the neighbourhood level ( 1996, 

7). Multi-sector partnerships linked grassroots groups. government. business. academia media and 

non-governmental organizations in each city. 

A key concept was the notion of "innovation transfer''. The project distinguished between 

horizontal and vertical transfer. Horizontal transfer involves reaching out to a multitude of new 

locations. This can happen through peer-tv-peer learning - where the approach is replicated by 

organizations in other sites. or through expanded organi=aliona/ reach - scaling-up through 

centralized growth or the creation of "franchise" or spin-off sites ( 1996. 46 ). Through vertical 

transfer, the innovation achieves scale by filtering up into the policy process. This takes place when 

government sub-contracts with the community-based organization as a service provider. or 

incorporates the approach of the group into public policy. Horizontal and vertical transfers were 

not mutually exclusive and often complimented one another ( 1996, 46 ). 

The project defined four dimensions of leadership development: personal transformation. 

organizational development. community change. and the acceleration of ideas. 

Personal Transformation. Project activity stimulated in participants a heightened self-awareness as 

leaders and change agents. a better ability to "name" and value that what they do is innovative. and 

broadened visions of their own work and its importance locally and beyond ( 1996. 56 ). 

Organi=ational De1·elopment. Participating organizations developed a more sophisticated capacity 

for disseminating their innovations or teaching other groups about them, better abilities to network 

and enter into partnerships with other grassroots groups. an enhanced ability to work with other 

sectors and participate in larger dialogues about urban problem-solving. and overall an increased 

sense of organizational self-esteem and confidence ( 1996. 58). 

Community Change. Although difficult to assess in the short-term impacts here included 

stimulating collaboration across racial, ethnic and geographic boundaries. the formation of inter-
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organizational strategies for community improvement, building multi-sectoral partnerships for 

urban problem-solving. and creating new visions of the ··possible city" based on grassroots success 

stories ( 1996, 59). 

The Acceleration of Ideas. The project enabled leaders to shorten the lag time between idea and 

implementation. enhanced the evolution of ideas through exposure to the ideas of others. 

convinced leaders their ideas were transferable and adaptable, taught them how to incorporate 

innovation transfer and mutual learning into their ongoing work. and forced them to .. formalize 

their ideas" - taking initiatives which were really experiments-in-progress and translating them into 

.. models"( 1996. 60). 

While neither innovation transfer or leadership development were felt to be linear processes the 

project identified five steps that constitute a model of how the impact of innovative approaches in 

individual organizations can be broadened ('"scaled up") to leverage systemic change. Step I: 

Dissemination. The transfer process begins with leaders disseminating their ideas broadly. with no 

assurance that they will take root elsewhere. Step 2: Mentoring. When step l results in a leader's 

interest in adapting the work of another. the two leaders enter into a mentoring relationship. Step 3: 

Partnering. As mentoring evolves it often results in the creation of a partnership or joint venture in 

which the leaders come to see that they can accomplish more together than they could individually. 

Step -I: New Venture. Once a partnership is established the leaders often work together to invent 

new ideas reflecting their combined expertise and creativity: synergy here can enable leaders to 

make the leap into a whole new level of thinking. Step 5: Scaling Up. While it is acknowledged 

that more work is needed to understand this area it became clear that when meaningful mutual 

learning takes place between grassroots leaders and policy-makers the leadership capacity of both 

can enable them to break out of the confines of their professions ( 1996. 62). 

The report identifies changes that can be made in critical sectors to build on the lessons of the 

project and again increase the potential for leveraging systemic change ( 1996. 63 ). This model 

offers insights into linking personal (or individual), organizational and broader community or 

societal change processes - linkages that the Peterborough case demonstrates are essential. It could 

form the basis of productive subsequent research in cultural planning. 
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U11ited Kingdom - • GLC cultural strategies took social democratic reform intentions • Noteworthy is the degree to which plans combined rigorous 
Greater Londo11 and directed them to the challenge of democratizing culture as a economic analysis with clear social justice goals addressing 

Cou11cil modem industry. It was part of the "new left" in the United the independence of cultural producers and the interests of 

(Mulgan and 
Kingdom in the 1980s that rejected both market-based and minority communities. 

Worpole, 1986) conventional social democratic visions, "the traditional socialist • Cultural plans modelled a different kind of contract between 
response of collective, universally available civic or municipal government agencies and cultural producers in the 

The Labour-led 
culture ... bland municipal provision" was seen as a bankrupt commercial and voluntary sectors. In return for financial 

Greater London 
vision. support or regulatory intervention government extracted 

Council (GLC) had a • Central to all strategies was the need to address the structural specific policy-based outcomes, for example expectations 

seminal influence on dynamics of the emerging cultural economy. This perspective related to minority interests, employment equity or specific 

local cultural planning represents a wholesale shill away from a pre-industrial and content programming Democratic accountability replaced 

and development liberal humanist vision of culture as creative expression for a patronage and subsidy as the central frame of reference 

strategies in the few to one based on the requirements of modern cultural • The state remained at arm's length from the day-to-day 

United Kingdom and production for the many operations of cultural institutions and producers, but 

Western Europe. The • Policies and plans moved away from a pa11w1e1Ke and .mh.\·ub• extracted expectations regarding broader social benefits . 

GLC was closed paradigm of cultural development, toward new forms of The basic operating principle of cultural governance is one 

down by Margaret inl't'.'ilmelll and l"t'Klllt111011 more suited to the realities of culture of self-organisation; the state establishes certain directions 

Thatcher in the late as a modern industry. The GLC believed that failure to address or expectations and then steps back. Its role is catalyst. not 

1980' these realities meant that many "new communities" would not engineer 
survive in a competitive marketplace 

Wester11 Europe • [Its] central characteristics are that it rests on a very broad, • Cultural planning is seen as helping urban governments to 
(Bianchini and anthropological definition of'cuhure' as 'a way of life' .. it identify the city's cultural resources and think strategically 
Parkinson, 1993) integrates the arts into other aspects oflocal culture and into the about their applications .. and to achieve key objectives in 

texture and routines of daily life in the city areas as diverse as physical planning, townscape design, 
The authors studied • Its field of action ranges from the arts, the media, the crafts, tourism, industrial development. retailing, place marketing, 
the experience of ten fashion and design to sports, recreation, architecture and community development, education and training 
cities in Western townscape, heritage, tourism, eating and entertainment, local 
Europe over a ten history, and the characteristics of the city's public realm and social 
year period. life, its identity and external image. 
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Jurisdiction Core Understanding of Cultural Planning Other Characteristics 

U11ited Ki11gdom 
(Comedia, I 991) • [Cultural planning is] an intellectual and professional discipline • Cultural planning involves a process of monitoring and 

concerned with the process of identifying, developing, managing acting upon the economic, cultural, social, educational, 
This report, entitled and exploiting a city's cultural resources The distinctive feature environmental, political and symbolic implications of a 
( 'reatil'e C 'ity, was a of it is precisely the way in which a cultural JJC!H/h!Clil'I! becomes city's cultural resources in order to inform the formulation 
cultural strategy the defining framework for policy and strategy. of policies and strategies (that cut] across the public and 
prepared for the city private sectors, different institutional concerns and different 
of Glasgow. It is a professional disciplines. 
frequently cited 
source and had a 
strong impact on 
cultural planning in 
the United Kingdom 
in the 1990s 
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Australia • The emergence of cultural planning in Australia owed much to • Embracing cultural development represented a conscious 
(Bowen, 1997; the Australian Council 1

, which became an active proponent of shift away from a paradigm of"community arts" 
Brednock, 1997) integrated cultural planning and development in the late 1980s. • This more inclusive vision is a significant change from the 

• The goal was to support local governments in developing early 80s vision of community ans as a marginal "feel 
cultural strategies, or to include cultural strategies as integral good" program within the community services of Local 
parts of existing city plans Government 

• "Cultural development is recognized as a potentially valuable 
approach for achieving corporate and community objectives in 
such areas as: the development of public facilities, economic 
development, tourism, education, heritage conservation, crime 
prevention, 'Mainstreet' projects, children's and youth services, 
community consultation, the environment, etc. 

1 
The equivalent of the Canada Council. 
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United States • Cultural plans are analyzed using Friedmann's ( 1987) typology • The most powerful forces of change are equity demands 
( Dreeszen, 1994) of four intellectual traditions in planning: cultural planning as from traditionally marginalized groups: "planning in the 

conm111111(~• dt!1•e/op111t•llf, as org,mi::alimu,J de1•c!lopme11t, as equity tradition is more accepting of difference, 
The author surveyed puh/ic JH1li,y pla1111i11g, and as plc11111i11,:.for equity acknowledges multiple perspectives and multiple values, 
cultural plans • Most cultural plans remained locked in the rational tradition of and is more tolerant of ambiguity than is rational 
produced in 250 organizational development - either strategic planning or comprehensive planning in the other traditions" ( 1994, 
American cities over marketing strategies - and are unable to acknowledge diverse 115) 
the past decade. values and multiple sources, and inequities, in power. • Cultural planning must move from the organizational 

development to the community development model, with a 
strong link to equity planning 

• Dreeszen notes the leading role museums have played in the 
United States in cultural olanning 

V11ited States • In the late 1970s and well into the 1980s PLC led the way in • Distinguish plans and initiatives at three scales: 
(Partners for Livable demonstrating how cultural planning and development could be I lndil'idual imtitutiom such as libraries, museums, 
Communities, 1995) an engine for downtown revitalization More recently the performing arts centres or community-based cultural 

organization has moved "away from the cultural planning groups In partnership with social, economic, or human 
PLC is a national not- economic argument and moved to apply culture as a bridge for development concerns. these institutions "can become 
for-profit corporation community problem-solving" (McNulty, personal fulcrums of change. By redefining their identities around 
active in culturally correspondence, 1996) solving community problems, (they] can expand their 
based community • Cultural planning is directed at four types of community building: importance in the life of the community"; 
development I. Human de,•elopmelll - e g. literacy programs. skill training and 2 ( '01111111111i~i• pc1rt11er.\hip.\· between cultural institutions or 
strategies for two education. cultural resources as a tool to teach problem solving; activities and other community development institutions or 
decades. Since 1995 2. Hnmomk· de1•e/opme111 - e.g. strengthening cultural interests. Goals here include "exploring how [cultural 
the agency has run a infrastructure to generate income, jobs and community institutions] can become direct service providers in 
national program investment; supporting the agenda and goals of social, economic or 
called ( '11/l11re Huiltl\ 3. Phy.\it.·al de1•e/opme111 - e.g. capital improvements to community action;" 
( 'omn11111ilie.\· (( 'H< '). neighbourhoods; and, 3. A11 entire c01111n1111i()' that "examines its cultural resources 

4. Soda/ del'e/opmem - e.g cultural programs as resources for to see how these resources can be woven together into a 
community building, fostering multicultural understanding and support structure for the central needs of the community." 
providing critical gathering places 
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Jurisdiction Barriers - Difficulties and Tensions Bridges - Successes and Opportunities 

U11ited Kil1gdom • Strategies represented a return to the social justice concerns of • Successfi1l strategies included: 
(Mulgan and Worpole, the late I %Os and early 1970s but warn about the trap of • Support for alternative organizations and institutions 
1986) strategies based on "increased cultural participation". that represent specific community, often minority 

• Although appealing on the surface participation strategies mask interests; 
the reality that relatively few citizens actually participate as • Connecting old (mm,tly pre-twentieth century) art 
"producers" at any one time. forms resistant to increased productivity, together 

• Many well-meaning community arts projects that sought to with the "ephemera" of cultural festivals and 
"reach out" to minority communities also often ended up celebrations. to modern communications technologies 
diverting funds from the minority communities they claimed to capable of broadening access to these activities and 
be serving - e g. groups representing women. gays and lesbians, experiences; 
ethno-racial minorities These groups knew what they wanted. • Support for cultural production co-operatives and the 
but lacked the infrastructure or resources to do it use of semi-autonomous investment companies; 

• Overcoming legal barriers that prevent government 
loans to commercially-viable. but socially desirable. 
cultural producers and distributors. 

Wester11 Europe • Significant barriers to implementing cultural planning • Stronger integration of cultural issues to exploit potential 
(Bianchini and approaches: synergy and strategic development opportunities across the 
Parkinson, 1993) • Planners and policy makers who are not sutliciently aware of public. private and voluntary sectors. 

the potential of cultural resources in urban development; • To implement cultural planning strategies. city governments 

• Aesthetic definitions of"culture" as "art" prevail; will have to move toward more "horizontal" approaches to 

• Cultural policies and plans are rarely co-ordinated with planning and policy making, connecting them more 
policies on sports, the media and other elements of local etlectively with other areas of municipal policy-making 
culture; • A defining feature of the emerging cultural planning 

• Narrow professional specialization - including ans and approach is the reconciliation or reintegration of economic 
heritage administration - must be countered through more with social and political goals. The "depoliticization" of 
broadly-based training in cultural planning approaches; cultural planning that occurred in the 1980s, with its focus 

• Lack of"shared language" that would enable urban planners on economic issues. must be reversed and a broader set of 
and policv makers to make connections between their social and political issues and inequities must be engaged. 

, 
~ In Canada the pre-occupation with facilities in the arts has been deemed the "edifice complex". 
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respective areas of work; 

• The "monofunctional" tradition of zoning and land use 
concerns in planning theory and practice; 

• A ·•tack of urban leadership," with decision-makers unable to 
make practical action plans that link public, private and 
voluntary sectors; 

• Conservative local politicians who will resist a politicizing of 
the cultural agenda and thereby prevent a reconciliation of 
social and economic goals in cultural goals. 

• Three serious conflicts - "strategic dilemmas" - characterize 
cultural planning in European cities 

I. First, the conflict between cultural provisions in atlluent city • Strategies for bridging the growing divide between lively 
centres and in low income, ollen surrounding areas. city-centres and marginalized areas are identified in several 

• The spatial manifestation of economic inequities in many cities 
European cities emerged in the 1980s between the interests of • The creation of neighbourhood-based cultural facilities in 
residents in atlluent city-centres and low-income citizens living in Hamburg and Bologna is cited. These centres provide 
run-down inner-city areas or in surrounding housing estates facilities for community-based, not-for-profit activity but 

• The decade saw the further deterioration in the relative economic their provision of training courses, loans and technical 
position of the unemployed or under-employed, the main victims facilities also helped spark commercial enterprise in 
of growth in long-term unemployment and de-skilling related to electronic music, video, computer graphics, crafts and other 
economic restructuring cultural industries. 

• These strategies as impm1ant but inadequate to solve the 
centre-periphery problem Urban planners and policy 
makers must .. recognize the importance of developing 
"open-minded space," which is designed for a variety of 
uses, including unforeseen and unforeseeable uses, and used 
by citizens who do different things and are prepared to 
tolerate, even take an interest in, things they don't do" 
( 1993, 202). 

2) The second strategic dilemma is the conflict between 
"consumption-oriented" strategies - those that promote urban 
cultural attractions and activities as magnets for tourism and 
retail, and "production-oriented" strategies - which provide 
strate1tic sunnort for publishin~. film, music, desi1tn, fashion and 
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other examples of contemporary cultural production. 
• A number of cities, including Glasgow, demonstrated increased 

employment through tourism and consumption-oriented 
strategies. These tended to be low-paid or part-time, and 
required few skills. These strategies also had the disadvantage of 
being tied to changing levels of tourism activity, fluctuations 
over which cities had little control 

• Contemporary cultural production, on the other hand, requires 
more specialized skills and infrastructure and produce higher 
value-added employment and economic growth. 

3. The final dilemma is the tension be1ween "ephemeral" • More equitable distribution of resources in general terms. 
programs of events and activities - like festivals profiling the • Instead of constructing new, purpose-built cultural facilities 
work of different artists and communities, and investment in cities should make greater use of public and open spaces, 
permanent facilities such as concert halls, libraries, museums temporary structures and buildings that can combine 
and arts centres.2 cultural activity with other types of uses. The result would 

• The distinction is in some ways artificial; "ephemeral" events, if be freed up funds for events and new cultural production. 
coherently organized, can become "permanent" features of a • Recognition by urban planners and policy makers of the 
city's cultural landscape importance of developing ··open-minded space" designed 

• The dichotomy does highlight the overwhelming percentage of for a variety of foreseen and unforeseen uses. 
cultural budgets consumed by existing facilities, with relatively • Greater use of temporary structures and buildings that can 
modest amounts left for funding other activity combine cultural activity with other types of uses. 

• During periods of fiscal restraint public and private sector 
funders have tended to cut funding first from those activities seen 
as "marginal", often those activities that serve disadvantaged 
groups or those that are more experimental in character. 

Europe • Cultural policy in Europe faces two fundamental challenges • Local governments have been more innovative in cultural 
(Council of Europe, I. First, how cultural policy can assist in bringing minorities "in policy and planning than national governments, and have 
1996) from the margins" of society; and , been more responsive on questions of pluralism and 

2. Second, how cultural policies and plans can be brought "in from diversity 
This report, entitled /11 the margins" of governance. • More integrated approaches to local cultural development 
From the Margim, • Too little attention has been paid to defining basic policy are positively influenced by close links with local 
was the Council of intentions and assumptions, and too little effort invested in environmental groups and planning related to the 
Europe's submission determining more rigorous implementation strategies "Countless conservation of natural and cultural environments. 

declarations, resolutions and recommendations have been agreed • Two changes are needed to bring cultural policy "in from 
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to the World to, sometimes after years of preparation, but to uncertain effect" the margins of governance": 
Commission on ( 1996, 9). I. The enhancement of the powers of city administrators vis-
Culture and • Questions are raised about the continued relevance of many core a-vis those of the state; 
Development cultural planning assumptions: "key principles that have served 2. The simultaneous co-ordination and democratization of 

cultural policy for forty years or so - identity, diversity, creativity planning functions and processes. 
and participation in cultural life -- may no longer be adequate to • Success also depends on a recognition of the "utilitarian 
meet the challenges of the second half of the 1990s and beyond" paradox" in cultural policy and planning. Namely, the more 
(1996, 9) one demonstrates the significance of culture to social and 

• Tensions and barriers between two kinds of cultural plans economic development, and the more one seeks to 

• The first is driven by ambitious capital projects of"politico- integrate these cultural considerations into broader 
symbolic beautification"; the ambitious construction projects development agendas, the more culture is seen as an 

in Paris implemented by former President Francois instrumental means to other ends. This runs counter to 
Mitterand are cited as examples deeply rooted liberal humanist assumptions that must be 

• This is contrasted with the second, what is described as "the rethought. 

living culture approach" in which cultural resources and 
activities become tools for urban problem-solving and 
community development. 

• The former work to solidify existing power relations. The 
latter are often linked to opposition and resistance; "a source 
of political critique, a source of intellectual ideas and 
reflection ... [it has] evolved in opposition to dominant 
ideologies and centres of power" ( 1996, 220) 
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l/11ited States • The most significant barrier to cultural planning is the hold of • Many examples of leading thinking and practice in inclusive 
(Dreeszen, 1994). traditional definitions of both '"culture" and "planning" equity planning are drawn from the museum field. 

• Narrow definitions of culture - mostly Eurocentric high ans - • Museums are also called on to play a leadership role in 
limit the conceptualization of cultural issues; and building stronger links be1wccn ans and cultural 

• Traditional views of planning - largely synoptic or rational organization s and activity on the one hand, and land use 
planning - limit conceptualization of planning planning and cultural resource management on the other. 

• There is little indication that cultural planning has been informed 
by the planning literature, or by ,my conscious theory, it is 
largely practice-driven, with little critical examination of 
epistemological or ideological assumptions 

• The "cultural politics" of plans played out in divisions between 
old and new organizations, and in the class and race ovenones 
that paralleled these distinctions. Established institutions tend to 
support cultural plans only if they were so general and vague as 
not to restrict their autonomy. 

• Other barriers include: 

• Raised expectations and an inability to establish 
implementation priorities; 

• Naive beliefs in possibilities for new funding; 

• Ambiguity about "who does what"; and 

• An unwillingness to drop old programs or initiatives when 
new responsibilities are taken on 

lf 11ited States • Institutional approaches to leadership are stressed over more • Rather than generalized appeals to community, explicit 

Partners for Livable personalized approaches; the dangers of reliance on "charismatic targets must be identified ie. the needs of youth, families, 

Communities: Culture leaders" is cited. low income people, and people of colour 

Builds Communities • Museums again cited as leaders in culture-based community 

( 1995) development 

• The premise that choices must by made between social and 
cultural goals is rejected .. a key tension .. is whether the 
quality of the art needs to be sacrificed for the sake of 
achieving the social goals ... [ we have[ found that the most 
meaningful programs are those that continue to put a 
stron~ emphasis on both If there is a dual messa~e that 
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engaging in the arts can provide critical feelings of success 
and catharsis but that the art itself is unimportant, the 
effectiveness of using the arts is immediately undercut 
( 1995, 24). 

• A strong focus is placed on the organizational 
infrastructures needed to support community work. 

• Program materials direct a great deal of attention to 
process issues in planning and stress the importance of 
strengthening relationships and building trust. 

• Conflict resolution tools are offered in recognition of 
differing interests and power imbalances. 
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Australia • Definitions of ··culture" that are too broad - cultural plans must • Opportunities to be exploited linking cultural planning and 
(Bowen, 1997; address more than conventionally defined arts activity, but must sustainable development agendas that recognize the 
Brednock, 1997; be manageable in political and administrative terms; indivisibility of our natural and cultural environments. 
Hawkins and Gibson, • Weak understanding of cultural planning and policy at the local • Greater emphasis on the huilt environment, urban design 
1994; Australian level; and place making. 
Housing and Urban • Poor intergovernmental relations and the need for structural • Cultural plans that form part of urban development, 
Research Institute, change at the local government level; planning and management in the context of broad 
1998; Stevenson, • Weak recognition of the importance of the built environment in frameworks such as sustainable development and employ 
1992) local cultural development; performance measures and indicators to track urban 

• An overemphasis on aesthetic definitions of culture and on non- development. 
technological or pre-electronic subsidized cultural forms, • Sound analysis of the forces that are restructuring local 
continued hostility towards commercial culture from within the economies and the cultural impact of these changes is 
traditional subsidized cultural sector; required. 

• The control arts bodies wield over the cultural planning • Cultural plans that counter visions of cultural 
discourse; standardization and economic concentration; plans that 

• Cultural agendas that prelend 10 be open and inclusive but in facl sustain culturally diverse spaces wilhin the urban fabric. 

are captured by traditional cultural interesls; 

• The dominance of middle class values that act to deny the 
extraordinary diversity of urban popular culture and impose very 
specific definitions on concepts like "culture," "amenity," 
"quality of life," and "livable places". 

• Cultural plans that contest rather than accept at face value 
notions of"public art," "public access," and "community", 
among other core concepts 
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Appendix C: The Team Story 

"From the Peterborough Centennial Museum & Archives 
to the Culture & Heritage Division for the City of Peterborough 

in One Easy(?) Step" 

The Peterborough Story 

THE CHALLENGE: 

In the face of decreasing resources, the Peterborough Centennial Museum & Archives (PCMA) 
is, paradoxically, actually expanding its role in the community. 

For years, the PCMA has been administered as an "on-line" Museum and Archives division of 
the Corporation of the City of Peterborough, under the governance of a municipally appointed 
Musewn Board of Management. Within this structure, the PCMA's institutional and divisional 
roles were virtually one and the same. 

With recent down-sizing and restructuring of the Community Services department, there was an 
opportunity to consolidate services and recognize the value of Peterborough's unique culture and 
heritage by re-assigning responsibility for the culture sector from the former Recreation and 
Culture division and by encouraging the former Museum and Archives division to assume a 
broader range of responsibilities. 

The result was the creation of a new Culture & Heritage Division (CHD) in December 1994 
through the passage of a municipal by-law. The by-law set out the mandate for the division. (See 
Appendix) The establishment of the new Division was motivated by several factors: 

• 
• 
• 

It "legitimized" existing staff leadership in interpreting the PCMA's mandate through a 
wide range of community-based activities. -
It reflects growing recognition of the contribution of culture and heritage resources 
(broadly defmed) to community planning and development. 
More pragmatically, the division served as a defensive "buffer" in the context of 
municipal cuts and down-sizing. 

After one year in existence, this project provides a timely opportunity to review the mandate and 
structure of the new Division and to more clearly delineate institutional and divisional roles and 
responsibilities. The project also complements a study of the Division being undertaken by Greg 
Baeker as•part of a doctoral di~sertation is Urban and Regional Planning at the University of 
Waterloo. 

Process to Date: 

A focus group was held with l S individuals representing all full-time and part-time staff, 
volunteers, and members of the Culture & Heritage Board. Based on discussion at the meeting 
and expressions of interest the Manager (K. Doherty) confirmed a 7 member team. 

Interviews were conducted by Greg Baeker. Based on these interviews, each team member was 
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asked to draft their own "story" describing the strengths and future potential of the CHD. More 
specifically, each member was asked to identify the changes needed in the next 1-2 years to 
ensure their longer-term vision for the CHD was realized. 

These individual stories were consolidated into this team story. 

Group Structure: 

Biographies of team members follow. The team is comprised of 3 full-time and one part-time 
staff (a Manager, Archivist, Museum Technician and Education Officer) two members of the 
CHC Board, and one individual (and former Board member) currently working on a special 
project for the Division. 

Reporting Relationship: 

The team leader will be Ken Doherty. The team will report through Ken to the CHO Board and 
to the Director of Community Services. The final product will be a report to the Board and 
Director that will form the basis of future divisional strategies. 

Team Commitments and Responsibilities: 

For full-time staff, the project bas been confirmed as a priority; participation is considered a 
significant part of current responsibilities. Other team members see the project as a significant 
opportunity for the CHO and will also bring a strong commitment to the work of the team. 

Each team member will participate in the Leaming Forum in Toronto, June 6-9, 1996. They will 
participate in follow-up activities and meetings. ·Each member will commit to "tracking" their 
own insights through a personal journal and will assist in the tracking of the gi'bup' s overall 
process. 

Issues Identified to Date: 

A number of core issues have emerged from discussions to date: 

• 
• 
• 
• 

• 
• 

while there are many exciting hopes for the future there is no shared vision of the role 
and function of the CHD. 
can the PCMA actually be the "implementation arm" of the Division? 
how do the broadened Divis10nal responsibilities relate to the more traditional collections 
and facilities based responsibilities of the institution? 
how does a broadened view of culture and heritage issues in the community affect 
expectations -in the institution? --in the Division? 
is another governance structure needed to more effectively broker partnerships and 
facilitate community-based cultural activity? 
how can the work of the CHC Board be re-oriented from its current focus on institutional 
issues towards a broader policy and planning function for culture & heritage? 
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• 
• 
• 

is another governance structure needed to more effectively broker partnerships and 
facilitate community-based cultural activity? 
how can culture & heritage issues be brought more effectively into municipal planning 
and decision-making? 
how can organizational capacity be built to realize the potential -- of the institution -- of 
the Division? If additional resources could be found, where could they be best invested? 

BACKGROUND: 

Institutional Profile: 

• 
• 
• 
• 
• 
• 
• 
• 
• 

medium sized community museum with an annual audience of approximately 35,000 
paid staff compliment of 4.3 Full Time Equivalent 
approximately 170 volunteers contributing over 12,000 hours 
budget of less than $300,000 
attained recognition for entrepreneurial activity, educational programmes and relations 
with First Nations 
host site for Sir Sandford Fleming College's Museum Management and Curatorship 
Program 
actively involved in and with community and museum profession 
currently leading community campaign to raise $350,000 to purchase a local collection 
of 300,000 negatives 
suffered massive major cutbacks in 1993 including 33% reduction in staff, 20%< in 
operating budget, 75% cut in capital budget 

Community Profile: 

• 
• 
• 
• 
• 
• 

population of 67,000 , predominantly British 
dying industrial base (l million square feet of vacant industrial space 
at heart of the .Kawartha tourism area 
home of Trent University and Fleming College 
epitome of progressive conservative 
extremely active heritage, arts and cultural community 

Heritage Sector: 

• 
• 
• 

• 
• 

• S museums 
7 archives 
8 art galleries 
= 21 heritage custodial institutions 

4 active LACAC's 
14 historical societies and other heritage organizations 
= total of 39 heritage organizations 
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Arts/ Cultural Sector: (within a 10 mile radius of Peterborough) 
• 20 cultural and multicultural groups 
• 8 libraries and literary organizations 
• 7 material arts groups eg. spinners and weavers 
• 4 media arts groups 
• 54 performing arts organizations including: 

-4 dance 
-27 music related organizations (eg. Kiwanis Music Festival) 
-15 theatre groups 
-8 multidisciplinary groups 

= 134 arts, cultural, and heritage organizations in the not for profit sector 

Individual Professionals: The Peterborough area is home to hundreds of professions 
including: 
• artists 
• actors 
• historians 
• authors 
• poets 
• genealogists 
• journalists -
• craftspeople 

Cultural Industries: 
• 
• 
• 
• 
• 
• 
• 
• 
= 

43 businesses that revolve around music 
6 dance studios and suppliers 
21 with a focus in design eg. architecture 
15 local media 
4 video production 
3 5 printing firms 
42 art dealers and suppliers 
19 commercial photographers 

185 businesses engaged in cultural industries! 

There is not a single individual in our community who is not touched in some way on a 
regular basis by the local culture. & heritage sector! 
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PARTICIPANTS: 

Ken Doherty 

With the new divisional structure, I now serve as both the Manager of the City's Culture & 
Heritage Division and as Manager of the PCMA. My primary duties include directing the 
Peterborough Centennial Museum & Archives and advising the Culture & Heritage Board, council 
and city departments on cultural and heritage matters. My recent secondment to the Roy Studio 
Campaign has meant that I have had to delegate most of my institutional responsibilities to other 
staff. While stressful, this does set the stage for me to spend more time on divisional 
responsibilities once the campaign is over. 

As primary architect in the development of the new Culture & Heritage Division, I do have 
strong views on the role of culture and heritage in the community. I take considerable pride in 
the infrastructure that exists for the new division but am still concerned about the level of 
community involvement and support. I also face two nagging questions: how long we can sustain 
our current level of activity; and --perhaps most importantly-- how much will this infrastructure 
protect us in the next round of municipals cuts expected in 1997? 

Ironically, my vulnerability does not stem from either of the above but rather from stepping back ) 
and letting go. This is a big step but a crucial one. I'm looking forward to this project as a ( 
vehicle to both share and test that vision. 

Eric Hanson 

Erik Hanson holds a Bachelor's degree in History from Trent University in Peterborough, Ontario 
and a Masters of Science Degree in Historic Preservation from the University of Varmint at 
Burlington. He is currently on leave from his position as the Chair of the "'Peterborough 
Architectural Conservation Advisory Committee to complete the first phase of a comprehensive 
inventory program of the City of Peterborough's built heritage resources. 

Mr. Hanson's interest and participation in the Culture & Heritage Board stems from a belief that 
the health of a community is a function of the depth of understanding of a community's sense 
of itself. that understanding is derived from accepting, tolerating, celebrating, maintaining and 
using the myriad cultural and historical manifestations of all its citizens, by all its citizens. 

Significantly these are all dynamic and contemporary concepts. The past, in the end, is really only 
a map of the future. Traditional roies for institutions mandated to protect culture and heritage 
often fail to accept that heritage is not about history "per se", but about facilitating the 
connections between past, present and future. This role as facilitator must in many ways reject 
the static model of a community museum and accept a more political position as advocate for 
municipal involvement in protecting the cultural environment. 

The environment analogy is apt, for we must come to understand that the cultural environment, 
like an eco-system is a complex interwoven, organic fabric of seemingly unrelated elements; 
building form influences the space; aesthetic perception affects cultural tolerance; building life 
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safety codes influences the vibrancy of street life etc .. 

[n this context, the Culture & Heritage Board becomes not an administrative body, but an activist 
one, seeking to rationalize the dissonance between the maintenance and perpetuation of 
heritage/culture and cultural notions of growth and development. Such a mandate is to say the 
least sensitive. We may well discover that traditional corporate and municipal structures and 
practices are culturally inequitable. To succeed, the Board must become both an internal advocate, 
lobbying for legislative restructuring, and an educator developing a popular consensus that 
demands and supports healthy cultural initiatives. When this happens, the Culture & Heritage 
Board will become a potent engine for validating the City's sense of itself and self-worth. And 
that is probably the most important step Peterborough can take in securing its future. 

David Hayes: 

David is the current chairman of the Peterborough Architectural Conservation Advisory 
Committee and a "de facto" member of the new Culture & Heritage Board. As a member of 
PACAC, he is involved in promoting Peterborough's rich heritage through architectural studies 
and appreciation. An elementary school teacher, he is also interested in educational programming 
that introduces students to local historical and cultural influences. 

David comes to this project with ideas about expanding community awareness for the 
Peterborough Centennial Museum & Archives and other local institutions that have been "pigeon­
holed" by the community. He is also involved with the Museum's new educational curricula and 
hopes to discuss how other institu~ions educate the students of their communities. 

Bill Kimball: 

Bill Kimball is the Peterborough Arts Umbrella's representative on the Culture & Heritage Board. 
As Chair of the arts advocacy group and as the main-driving force behind Peterborough New 
Dance, Bill is looking to the Culture & Heritage Division for support to improve the lot of 
Peterborough's arts organizations and cultural workers. 

Specifically, he is interested in the establishment of a civic arts awards program; encouraging 
downtown landlords to open up 2nd and 3rd floor spaces for artist studios and apartments; 
encouraging the city to include more arts activity in its promotional literature, tourism plans, and 
economic development strategies; plus, he would like to see the municipality provide more tax 
relief to charitable arts organizations. 

In the on-going debate about municipal funding for arts organizations, Bill has encouraged the 
City support the CHD's plans to develop a Municipal Cultural Policy which should clear up the 
mixed messages now being sent to the city's cultural community. Through the Culture & Heritage 
division, a productive year-round relationship can develop with the arts community, rather than 
the present once-a-year contact through the grants committee. 
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Jim Leonard - PCMA Archivist 

I was hired by the PCMA as Archivist in June 1994. My responsibilities include, acquisition, 
appraisal, arrangement, description, computerization and development of finding aids for the 
archival holdings of the PCMA. A considerable amount of my time is spent assisting researchers, 
caring for the holdings of the Archives and revising finding aids to meet common archival 
standards including RAD (Rules for Archival Description). I also serve as records manager for 
the PCMA. 

Additional duties have included development and management of artifact computer database 
systems, creation of a World Wide Web site for the PCMA, co-curating museums exhibits and 
assisting other institutions such as the Boards of Education, local Sports Hall of Fame, Canadian 
Canoe Museum with their own archival and records management projects. 

I also serve as staff liaison between the Culture and Heritage Board and P ACAC (Peterborough 
Architectural Conservation Advisory Committee). I assist the committee with architectural 
research (often using the extensive photographic collections in the Archives), assist with special 
projects such as the Heritage Inventory Project currently underway, help assess buildings for 
designation, exchange information between the Culture and Heritage Board and P ACAC. I sit as 
an ex-officio member of P ACAC and various sub-committees including Publications and 
Designation sub committees. Recently, the Archives took on the role of records manager for 
PACAC. In the near future I hope to begin developing a database of designated buildings in 
conjunction with members of PACAC's designation sub-committee. 

I was hired by the PCMA just as the Culture and Heritage Division and new Board were being 
formed. This new model is dynamic, broad-base~ and evolving still. It is the type of institution 
the City of Peterborough needs and I think the future potential for the Division and Board is 
exciting - especially as municipalities take on more responsibility than ever before for heritage 
preservation and cultural development. The Leaming Forum should offer the staff and Board 
members of the PCMA an opportunity to reflect on the last few years and look to the future. The 
Leaming Forum is certainly timely and should prove to be a valuable exercise. 

Kim Reid, Museum Technician: 

After graduating, in 1985, from the two year Creative Arts Administration program at Sir 
Sandford Fleming Collage, I applied for the position of Registrar at the Peterborough Centennial 
Museum & Archives. The PCMA ~as no stranger to me, as I had worked in a volunteer capacity 
during the fall of 1984. 

Since that time, my duties have changed drastically, from physical registration to more of exhibit 
design and collections records management. Since our curator left. through city staff downsizing 
in 1993, I have been doing many curatorial responsibilities. I feel that I have "grown" a great 
deal through hard work and learning. 

I have recently been working with a committee, and during that process have been able to build 
a better working relationship with the Peterborough Historical Society and other groups in the 

314 



community. With these working relationships, I feel that the PCMA is heading in the right 
direction with it's future in the community. It has established itself as a leader, a supporter, a 
teacher and a forerunner in dealing with changes and challenges. This is due to the fact that all 
of the PCMA staff give 110% of themselves in what ever they do. 

Sally Warren: 

Sally Warren has been the Education Officer at the Museum for nine years. Her responsibilities 
include the development of a variety of school and pubic programs and services. Liaison with 
teachers, and consultants from school boards, as well as faculty from the local college and 
university and educators from a wide range of cultural organizations has resulted in some 
innovative partnership programming for area students over the years. The most adventurous 
project to date is the development of Heritage Handbooks a series of teaching guides on 
community heritage resources which will be sold as curriculum across the country. Partners in 
this project include the local school boards, historical societies, Peterborough Architectural 
Conservation Advisory Committee, the Genealogical Society, Trent University, Little Lake 
Cemetery and (hopefully) the Canadian Museum Association. 

Public programs have also involved active partnerships. "The Discovery Team" made up of the 
Museum, the Peterborough Public Library, the Art Gallery of Peterborough and Hutchison House 
have, for the past four years created exciting joint March Break programs for area children, one 
of which won the Angus Mowat Award for Excellence in Library Service. The museum's unique 
"Summer Discovery" program engages a variety of artists and crafts people in the delivery of an 
exciting variety of programs for children 4 to 14 throughout the summer months. 

Sally sits on the events committee for Peterboro_ugh's First Night, is a member and co-founder 
of LACE (Local Action for Cultural Education) a community network dedicated to arts, heritage 
and environmental education and is past Training Coordinator for the Ontano Section of 
Interpretation Canada. She is also on the faculty of Sir Sandford Fleming College as both an 
instructor and as internship supervisor for the Museum Management and Curatorship program. 

Already a committed community worker, Sally sees the Culture and Heritage divisional structure 
as a "legitimization" of much of her current work. With a background as a visual artist herself 
she sees this creative approach to strengthening the role of the arts, culture and heritage as an 
important focus for community development. The forum will provide an opportunity for staff 
of the Museum and members of the Heritage Board to discuss the roles of those two bodies and 
of the indiviauals which comprise them. Together they may be able to develop a vision of the 
future for the institution and for the· board in which limited resources are acknowledged and used 
in the best possible way and in which the interests of the client groups are paramount. For the 
division to be able to effectively represent cultural organizations and develop a role or "product" 
which will be seen to be of benefit to them it will be important to be sensitive to their 
fundamentally autonomous nature and to include them in the process. 
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APPENDIX 
CULTURE & HERITAGE DIVISION 

City of Peterborough 

1. Divisional Role: 

As an integral part of the Community Services Department, the Culture & Heritage Division shall 
work with the Director and other divisions to assist in the development and provision of cultural 
and heritage activities, facilities, services and resources. The Division shall serve as a community 
resource for all matters relating to culture and heritage. 

2. Divisional Structure: 

City Council shall appoint a Culture and heritage Board to act on behalf of the Council in the 
management and regulation of the Peterborough Centennial Museum & Archives; and to advise 
and to formulate and recommend policies to council on cultural and heritage matters. 

This new board includes the previous Board of Museum Management, which consists of 5 
community members at large and one aldermanic appointee, as well as an additional Aldermanic 
appointee and organizational representatives from the Peterborough Historical Society, the 
Peterborough Architectural Conservation Advisory Committee, the Art Gallery of Peterborough, 
and the Peterborough Arts Umbrella. 

3. Divisional Responsibiliti~s: 

The division shall: 
• 

• 

• 

• 

• 

• 

• 

manage and operate the Peterborough Centennial Museum & Araiives as the 
municipality's repository for archival and artifactual material and as the municipality's 
heritage interpretation centre 

act as a resource for Municipal Council and municipal departments and divisions on 
all cultural and heritage matters 

work with the Peterborough Arts Umbrella to encourage communication, cooperation 
and coordination among arts and heritage organizations 

coordinate the development, implementation and evaluation of plans, policies and 
programmes to guide cultural and heritage development in Peterborough 

coordinate the identification, designation, and conservation of community heritage 
resources including living heritage, movable property, and real property 

provide advisory and technical support to arts and heritage organizations . 

encourage and support community cultural and heritage celebrations 
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• 

• 

encourage, recogmze, and reward initiative and excellence in artistic and heritage 
pursuits 

encourage community awareness, appreciation, and support of cultural and heritage 
activities 

4. Long Term Goals: 

Council has also approved the Division's long tenn goals. The Division intends to: 

• 

• 

• 

• 

• 

• 

• 

attain recognition of the importance of culture and heritage to the quality of life 

represent the culture and heritage community in broader municipal planning issues and 
activities 

develop and make recommendations to Council for a Municipal Arts Policy for the City 
of Peterborough 

develop and make recommendations to Council for a Municipal Heritage Policy for the 
City of Peterborough 

assist the city in resolving the question of a comprehensive and equitable grants 
programme 

guide the development of. a comprehensive grid of cultural and heritage facilities, 
programmes, and services 

establish a broad base of community and financial support 

• 
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Appendix D: "The Peterborough Story" 
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The Peterborough Story: A Learning History 

This is the story of the evolution of the Peterborough Centennial Museum and Archives (PCMA) into the 
Culture and Heritage Division (CHD) of the City of Peterborough. 

It makes use ofan organizational tool called a learning history (Kleiner and Roth 1998). People in 
organizations act collectively, but they learn individually. This is the cenral premise - and frustration - of 
organizational learning. The frustration exists because managers have few tools with which to capture 
institutional experience and disseminate its lessons so that the past can be .. processed" and translated into 
more effective action. 

A !earning history is a written narrative of an organization· s change processes, a modern version of an 
ancient practice of community storytelling. 

It is presented in two columns. In the right-hand column relevant events are described, as much as possible 
in the words of individuals in the organization involved in the change process. Each person is quoted directly 
but his or her identity is not provided. The exception in this story is the Manager of the Division whose 
identity it was not possible to disguise 

The left-hand column contains analysis and commentary by the .. learning historian". This individual or team 
is composed of knowledgeable outsiders. The left-hand column identified recurring themes in the narrative. 
cites ideas from relevant literature. poses questions about assumptions, and raises issues that may lie beneath 
the surface in the narrative:i 

Once a learning history is complete, it is used as the basis for group discussion for those involved in the 
organization. This history will also serve as the basis for a final interview with the researcher. 

Commentary and 
Analysis 

The Organizational Story 

Institutional History 

The Peterborough Centennial Museum and Archives (PCMA) is a 
medium-sized community museum with an annual audience of 
approximately 35,000. It has a paid staff compliment of 4.3 full time 
equivalents (FTE) and approximately 170 volunteers (who contribute 
over 12,000 hours annually). Its annual budget is approximately 
$230,000. Like many small museums PCMA suffered major cutbacks 
Since 1993 the organization has faced a 33% reduction in staff. a 
20% reduction in operating budget. and a 74% cut in capital budget. 
This worsening financial picture was a key factor in the Manager of 
the instituti.-m in 1995 negotiating a new mandate as the Culture and 
Heritage Division with substantially broadened civic responsibilities, 
and no new resources. This is the story of an organization· s efforts to 
take up that considerable challenge. 

The PCMA is a highly-respected community museum. It came to 
national attention in 199 I for its leadership in working with the Curve 
Lake First Nation to re-bury Native skeletal and related grave goods 
that had been excavated decades before and deposited in the museum. 

3 Specific questions for the team to reflect on are underlined to distinguish them from general analysis. 
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1Wecha11ics Institutes emerged in 
Britain in the mid-lifh cemury to 
disco11rage soda/ 1111resr, actmg to 
''i!ducate and L'll'ib:e" working 
c:/asses and promote middle-class 
political and soc,a/ values" 
fTeather 1991). 

Tivy (1992) situates the growth of 
community museums in Omano ill 
the decades after the Second World 
ill the com err of profmmd(r ami­
modemisr senhmem, a defense 
agamsr the <mrush of imm1grarum, 
11rbani:atio11, and fear of the loss 
of local character. fr emerged our 
of nostalgia for an rdeali:ed past 
and the mlues assoc,ated wrrh that 
past. Desce11da111s of /011g-sta11ding 
families played leadership roles; 
preserving their personal past was 
111dis1111~1ishable from presenwg 
the most sig11ijica111 facet of the 
L'omm1111uy's lusrory. 

Til'),' (1992) describes the 
Commumry A-fuseum Policy hawng 
a "Protestant tenor" in its focus 011 
practical aspects of managing and 
imerpreling material culture. The 
policy did little to encourage 
museums to critical('~· examine any 
of their collecting or mterpreting 
assumptions, assumptions such as 
"what culture and whose 
heritage?" they were imerpretmg. 
Kurylo ( l9H-I) argued that the 
policy failed to provide any 
rn-erriding vision regarding the 
larger purpo.'ies and public benefits 
served by community museums. /11 
the absence of this larger vision 
she compared the policy to 

The education progTam of the museum has been recognized for 
outstanding work by the Ontario Library Association and the Ontario 
Museum Association. The institution played a leadership role in the 
establishment of the Sir Sandford Fleming Museum Management and 
Curatorship Program. an imaginative partnership that provides 
students with valuable work experience. and the institution with 
invaluable additional human resources to supplement limited staff 
resources. 

The PCMA was established in 1967, part ofthe nation-wide burst of 
museum development. But like many community museums its roots 
are much older and can be dated to the Mechanics Institutes 
movement in the late 19th century. 

The first ··permanent" facility was the Victoria Museum established in 
honour of the Queen· s Silver Jubilee and officially dedicated in I 897 

Over the next fifty years the institution went through periods of 
dormancy and neglect. rescued repeatedly by strong leadership on the 
part of a few dedicated community members. By the early l 960's 
there was mounting pressure to establish more adequate facilities. ln 
the words of the President of the Peterborough District Historical and 
Art Museum Foundation. this was needed in order to "display its fine 
collection of historical articles left by pioneers of this territory" 

From early on the PCMA displayed a strong community orientation. 
Its second Director sought to make the museum "an imiting cultural 
centre . . . by inviting various community groups to share in museum 
life" Other arts and cultural groups were encouraged to make use of 
the facility: local choirs and string quartets used the facility, a film 
series was launched and television programming used to stimulate 
community interest. 

Beginning in the late 1970's and continuing into the 1980's there was 
a strong focus on strengthening operating standards. a development 
consistent with the passage in 1981 of the Community Museum 
Policy for Ontario which placed a focus on meeting a series of 
operating standards as conditions for provincial operating support. 

Exhibitions and programs continued to focus primarily on the story of 
early settlement. But there were also etfons to break out of this 
focus. In 1982 an exhibit entitled "Peterborough· s Industrial History" 
traced the story of the city· s early industrial heritage. In I 989 the 
museum mounted .. Ordinary Women .. Everyday Lives" on the 
challenges of researching women· s history in Peterborough from 
1850 to 1940. 

In 1983 the Statement of Intent for the institution was: ··To collect 
artifacts to illustrate the natural history, history, growth and 
development (including the scientific, educational and other cultural 
aspects) of the City of Peterborough and of Peterborough County. 
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"rea"a11gi11g the deck chairs 011 

the Titanic". 

The Manager believes the Policy 
had sen·ed a useful role in the 
early 1980 'sin le\•eraging 
improved operating s1andards. But 
it haf become more of a shackle 
1han a support today. n,e ahsenc:e 
of a larger animating vision. and 
the apparem isolation of the 
Museums Section (responsible for 
admimstermg the operatmg grams 
program) from polic.:v elsewhere in 
the Mimstry of Culture and wider 
govemmelll, was acmal(v 
discouraging museums from 
adopting a larger \'lell' ofhentage 
and cuflure in communities. 

iWcDaniel and Thome (199-1) 
argue that the majority of 
American arts organi::ations haw 
levels of acliVity -15-50% higher 
than the human and financial 
resources available to sustain 
them. This was one of the major 
co111rib111ors to ll'hat they idemified 
y as the chronic instability - the 
"quiet crisis''faci11g the arts. 

and of the Trent-Severn Waterway" 

Various strategic planning processes through the late 1980 • s and 
early 1990' s called for upgrading of what was increasingly clear were 
inadequate physical facilities. together with more proactive collecting 
policies. stronger storylines in exhibitions, and so on. 

The institution continued to struggle with only moderate levels of 
community support. Notes from a strategic planning exercise in 1988 
state: "there is little community involvement in the museum and little 
museum involvement in the community"; and also that "recent efforts 
to attract a new audience have alienated the traditional audience» 
There was a call for the institution to become .. more of a team player" 
with other local heritage and cultural groups. to play a stronger 
leadership/facilitation role 

In 1988. soon after the arrival of the current Manager, the Board of 
Museum Management adopted the following mission statement: 'The 
PCMA shall preserve. present and promote the heritage and culture 
of Peterborough and area and shall also provide other significant 
heritage programs". The final clause .. and other significant heritage 
programs" was the most controversial addition discussed by the 
board. signaling as it did a movement outside the facility and the more 
narrowly conceived functions of the museum. 

Based on this analysis a five year plan was produced The longterm 
organizational goal focused on improved operating standards. 
improved facilities. and stronger museum programs. 

Staff of the institution were actively involved - in both their 
professional capacities and their volunteer commitments - to a wide 
range of community groups and organizations. building profile for the 
museum in the community 

By the early I 990 • s fiscal pressures were mounting as provincial 
funding remained static and the institution became more reliant on the 
municipality for support. This despite seeing itself. in the words of a 
planning document. largely "outside the municipal political and 
administrative orbit". The formation of the new Museums and 
Archives Division did signal an effort to establish more direct links 
with municipal administrative structures. 

A planning exercise in 1992 identified familiar themes: poor facilities. 
"lack of recognition at City Hall". ··Jack ofa bridge" with other local 
heritage groups. "weak communication between board and staff. poor 
staff communication". The conclusion drawn was that the institution 
had become .. a victim of our own success/plateau·· - its level of 
activity outstripping the time and resources available to sustain them. 

Commitments were made ··to improve relations with the mayor and 
council" and that ••internal staffing problems - inadequate support 
staff. personality conflicts, unclear reporting relationships, the 
absence of daily and weekly communication. must also be resolved". 
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Here was a strong signal ahow the 
institution trying to 111mfrom a 
functional(v-driven to a more 
mission-driwm organi:ation. This 
represems a huge challenge for 
most museums where a11 
understanding of insri1111tonal 
purposes has flown from {1111cticmal 
respcmsibiliriesfor collecting, 
exhibiting and i111erpreti11g specific 
mllections. rather than from 1.1 

larger set of public w>ods served 
by those c:ollec11m1s 

The need for this shift was what 
mollmted the lmematwnal 
Commi.\:'licm for Museums (!COM) 
two decades ago fCJ revise their 
definition of museum.,;. The old 
definition which had placed the 
focus 011 traditional Juncticms ("A 
museum exists to c:ollec:r. 
preserve ... "). The new definition: 
"A museum is a no11-projirmaking. 
perma11e111 i11stillltio11 in rhe .'iervic:e 
o(,;oc:1el}· and ifs developmelll thar 
collects. . .. ". The Canadian-based 
l111ematio11al Mm·emem for a New 
,\,,fuseology (MlNOM) has a .will 
broader view: "Many museums 
collect. c:onsen·e. exhibit, b111 rhey 
remain separate from the preselll 
economic. social an cultural 
comext. avoiding the mission of 
participating in rhe developmem of 
the societies they sen·e .. (quored in 
Weil, /988, 36). 

Wlrat issues do these shifts rai.'ie 
for tire work of the museum anti 
the Dil•ision? 

Wlrat would vou sav are tire 
principal barriers to a more 
consistently mission-dri,•en 
organization. 

There was a call for the institution to broaden its '"leadership in 
heritage/culture policy and development" and achieve greater 
financial and administrative distance from the City: "in becoming an 
independent entity .. the advantages outweigh disadvantages ... if 
support from City Council continued". 

Out of a call for a .. clearer vision of the institution· s primary role and 
function in the community" emerged a new mission statement: 

··As an integral part of the collective memory of the community. the 
PCMA shall preserve. present and promote the heritage and culture 
of Peterborough and area, and also provide other significant heritage 
programs for the education and enjoyment of residents and visitors 
alike" 

In bringing the proposed mission to the board the minutes record the 
Manager stating •• while the existing mission statement is a concise 
statement of what we do. it does not adequately reflect why we do it 
and why we do it is important" 

Between 1995 and 1997 the Division played a leadership role in 
trying to acquire a nationally-significant local photographic collection. 
More than $250,000 was raised over a short period of time. with no 
previous fundraising experience or infrastructure The Manager felt 
the campaign played a significant role in raising the profile of the 
museum and the Division in the larger community and strengthened 
the network of contacts in the culture and heritage community.-

Attendance continued to grow despite funding reductions. In 1996 
the institution· s professional stature was recognized when it was 
designated as a Category A institution for purposes of receiving 
significant national collections. 

The Manager's lead role in this campaign resulted in him having to 
shift many of his responsibilities to other staff. Despite their already 
considerable workloads staff stepped in to take-on additional internal 
responsibilities. both internally and liaising with local heritage groups. 

Even before the establishment of the CHD the Policies and 
Procedures Manual of the museum signaled a responsibility for 
providing leadership on local culture and heritage issues outside the 
mandate of the institution. 

Exhibits and programs continued to demonstrate an effort to broaden 
the range of community issues and stories. Although the majority 
appeared to remain collections-based (i.e., themes defined primarily 
on the basis of existing collections) more thematic- or issue-based 
exhibitions were also mounted, several in partnership with other local 
community groups or organizations; "Once Upon a Watershed" 
celebrating the Otonabee Region Conservation Authority's 35th 

Anniversary, "Seasons of Darkness: Celebrations of Light" -
exploring how different cultures celebrate the winter solstice period. 
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What was it about the work with 
First Nations that made it "the 
institution at its finest?" What 
were the underfring 
charaL1eristics or conditions that 
made it so? How might ther he 
replicated? 

One of the paradoxes ofworkin~ in 
museums for many of us from the 
domi11a111 culture is that we rare(r 
erperience culture in as immediate 
and 1·isceral a w~· as do First 
Nations and other c:ummunitiesfor 
whom the issues are about their 
1·e1}' sun•ival as umque 
communities. We enjoy ii, 
understand it to some extel/1 
imellec:tual(r, b111 on(v rare(v can 
step inside it. And yet we 're 
supposed to help others c:ome to 
understand and appreciate it. 
Some of the most excuing work 111 

mu.\·eums wd~· is aimed at 
addressing this challenge, 
erperiment.\· with exhibits and 
programs that help all visitors 
come to experience what the 
,\,,tanager felt, helping them to see 
themselves as "c:ultural animals .. 
11·11'1 as dis1111ct and rec:01:fm=able 
habits and traits as those cult11res 
they see exhibued and imerpreted 
in our museums. 

One of the reasons the Manager 
sa,d he was able to move as q11ick(v 
as he did in creating the Divis1011 
was the lime invested reflecling 011 
local heritage and cultural 
developmelll. He had participated 
aclively in the Heritage Policy 
Review, and in the s11bseq11e111 
drafting of a new Omario Heritage 
Act. Both had required him to lhink 
lhrough a larger vi!iio11 of local 
heritage issi,es and heritage-based 

Educational programs. still widely acclaimed. continued to focus on 
early settlement themes. 

The repatriation of burial materials was viewed by the Manager as the 
institution "at its finest" The repatriation process. and an exhibition 
mounted in conjunction with it, sought to place the cultural traditions 
ofFirst Nations in a contemporary context. The Manager described 
the experience of working with First Nations as having given him a 
more visceral and meaningful experience of heritage and culture than 
he had ever experienced. 

The Establishment of the CHO 

In the context of municipal downsizing the Manager believed the 
museum was seen as 

• .. a marginal service. a prime candidate for significant funher 
reduction". 

He described the establishment of CHO as 

• ··a strategy to build a protective buffer around the museum. while 
at the same time relating it better to the city's priorities~ 
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community developmelll. 

Part of the increased receptii·ity to 
,:ulture and heritage issues 011 the 
part of council and city 
administrators ll'as a growmgfoc:us 
011 community del'elopment. 
specific:al~r communiry ecvnomic 
developmelll, as a response to the 
decline of traditional 111d11stry. The 
"K-factor··, the unique character 
and heritage of the area were seen 
as importalll elemellls of a tourism 
strategy. These eco11on11c issues 
were able IO put culture and 
heruage 011 C:0/IIIL'tl 's "radar 
screen" in a way that other 
"softer·· qualiry of life or social 
,.~sues could not. The conservatil'e 
and technocra//c traditwns of 
municipal gm·ernmem. with their 
focus 011 land use ts.mes and the 
efficielll delivery of public services 
(c:ombi11ed with limited taxmg 
power) have made more pragmatic: 
and 111i/itarta11 is.mes the norm 111 

many municipalities. 

The Division '-legitimized" some of the work with other local culture 
and heritage groups that staff had been doing for some time. It was 
made possible by restructuring in the Community Services Division 
with the breaking up of the Culture and Recreation Department. The 
strong relationship the Manager had with the Director of Community 
Services was a significant factor in the development. 

More significant in terms of a new mandate was the substantially 
increased responsibility to council and to all city departments on 
culture and heritage matters. The mandate was sold in part on the 
basis of the advantages it offered in rationalizing the city·s dealings 
with cultural questions that until then had been handled on more ad 
hoc basis 

The Division had emerged quickly in response to restructuring in 
municipal departments Some consultation took place with the Board 
of Museum Management (soon to be the Culture and Heritage Board 
- CHB) but there was little opportunity for them to fully digest the 
implications of the changes. There was no discussion with staff. The 
Manager welcomed the opportunity to use the researcher·s doctoral 
research on museums and community cultural planning as an 
opportunity to bring staff and board members together to discuss and 
reflect on the implications of the new mandate. 

Enter the Researcher 

The researcher's central research question was: 

How can organi:.ational and profes.tional practices in m1ueum.t 
change in order to address a new un,lemandings of culture and 
community-based cultural planning? 

The CHO Mandate 

The Divisional Role. Structure. Responsibilities and Long Term Goals 
were drafted by the Manager in consultation with the Director of 
Community Services and adopted by council in the form ofa 
municipal by-law. 

The Division had three broad areas of responsibility. 
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One of the challenges faced by all 
municipalities in addressing 
c:11ltural is!>11es is that they do not 
fit neat(v anywhere; they are in a 
sense "everywhere and 
(potemialM nowhere". They cm 
across all departmems and 
agencies. and across public-. 
private- and mlumary sectors. 
Working to ol'ercome "silos" and 
i111egra1e is.\7/es horiwlllally acru.•;s 
g01·emment is a tremendous 
challenge, both administrallve(v 
and political(v. 

It was dear al the September I 996 
meeting the "revolt" hy some 
members of the Culture and 
Hentage Board rCHBJ wa.'i due to 
some members seeing these not as 
goals hur as specific: tasks, tasks 
that in 1he1r mmd.'i had 1101 been 
reali=ed. The Manager viewed them 
as a broad framework for m:tum. ro 
he implememed strategical(v over 
ume as opportumties arose. 

The Division was establishing arts 
and heritage policies 111 ifs momh­
to-molllh work, mediating issues 
between the cultural community 
and the municipality. Here policy 
or planning are seen as ongomg 
problem-solving and precedem­
set1i11g, more than "big hang" 
formal pronouncemellls 

The Govemance stmcture here i.'i a 
hybrid neither "inside" nor 
"outside" the municipality. 
Hybrid.'i can he creatil'e; they ,·an 
also pose potelllial difficulties if 
not ful(v understood. The hoard is 
advisory only; final decisions on 
any mailer rest with city 
administrators and cmmcil. It is a 
mir of political appointments and 
community represelllatives - some 
cili=ens-at-large and some 

1. To continue to manage and operate the PCNIA. 
11. To act as a resource to the municipality on culture and heritage 

matters. These responsibilities included problem-solving, 
resource rationalization and .. the development, implementation. 
and evaluation of plans, policies and programs to guide culture 
and heritage development in Peterborough". 

111. To advance community-based cultural dewlopme/11. Here 
responsibilities included communication and coordination. 
conserving community heritage resources, providing advisory 
suppon, encouraging celebrations. recognizing excellence. and 
building community awareness. 

A series of long-range goals were also identified. They included a mix 
of open-ended goals ("broadening public recognition of culture and 
heritage; rationalizing and integrating culture and heritage into 
broader municipal planning") and more specific goals ("developing 
(separate) ans and heritage policies; resolving a comprehensive and 
equitable grants program"). 

The CHB consisted of the Board of Museum Management (5 
community representatives and one aldermanic appointment) as well 
as an additional aldermanic appointment. and organizational 
representation from the Peterborough Historical Society (PHS). 
Peterborough Architectural Conservation Advisory Committee 
(PAC AC). the Art Gallery of Peterborough (AGP). and the 
Peterborough Arts Umbrella (PAL!). 
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represe11ti11g other local culture 
and heritage orga11i:atio11s. n1e 
hybrid struc:111re limits the 
Commillee from taking stronger 
advocac.y posit1011s against Couc:il 
positions 011 i.,:mes, b111 011 the 
other hand it gives them 
opportunities to affect change 
working inside the system. 

Jt'hat are the tratle-(Jffs here for 
planning and governance of 
Peterborough '.t culture anti 
heritage? 

Should the Division ha,•e 
articult1ted definition.t (Jf 
"culture" and "heritage" ttJ guide 
decision-making? 

Other communities have 
articulated statement.t tJf values 
and principles by which decisitJns 
will be made in culture and 
heritage matters. Should tire 
IJfri.tion ha1•e such a .ttatement? 

Should multiculturalism be 
.teparatetl from the IJi,•i.tion? 

One senses ill the question a 
frusrrario11, a feeling of hemg left 
out of the loop. and as a result, 
some were surpr,sed and 
unprepared for the change. 

No definition of"culture" or "heritage" appears in the mandate. At 
the first board meeting after the establishment of the Division the 
Manager led a mapping process that located all culture and heritage 
organizations on a political spectrum from .. left to right" 

Most contemporary arts organizations were located "left" of centre. 
local heritage groups approximately in the middle of the spectrum. 
and "mainstream" cultural institutions such as a Showplace. a new 
performing ans facility committed to programming popular. mostly 
mainstream plays and musicals. to the right of centre. 

He noted that 

• ··multiculturalism has been left out of the application that has 
gone to city hall since most multicultural groups already deal 
directly with the Recreation Department. And adding this 
element would simply complicate matters .. 

At the board meeting the minutes records the board asking the 
\-tanager "to inform the Board exactly what their new role would 
b ')" e. 

Start-Up: Defining the Work 

The challenge for the Division from the Manager· s perspective was 

• "to determine how the institution could realize the potential of 
the mandate . . . how to lever change in the staff and board that 
would make this possible". 
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The danger with 1·isio11ary and or 
charismatic leaders is that they do 
not always put the systems and 
i11frastn1c111res in place needed to 
replace them should they leal'e. 
Strong leaders can also undermine 
efforts to build ,:apacity within the 
organi::atio11. 

This same message kept recurring 
throughout the team proce.t.'i. 
People talk repeatedly about 
PCMA being one of the most 
"comtn11nity-oriented" museums 
in the prm•ince yet there are 
ongoing complaints about low 
levels of community suppon. 
What explains these mixed 
mes.wges about communin• 
involvement and .fuooort? 

ln many respects this is perhaps the 
celllral issue: how to decide what it 
must stop doing in order to take 011 

additional responsibilities. 
Museums, and most orga11i:alio11s, 
are notorious(v beuer at adding 
programs and services than at 
elimmating or reducing them. Such 
decisions require tremendous 
clarity about the outcomes the 
organi::ation seeks to achieve; easy 
to ~-. profo1111d(v difficult to do in 
a meaningfitl and instructive w~·­
On(v 0111 of such clarity around 
outcomes ca11 the organi:alion help 
staff and the hoard distinguish 

He acknowledged: 

• .. much of the community's perception of the institution is tied up 
with my leadership and I must draw-out staff and board members 
to play a more prominent role". 

The first step in involving staff and members of the board in exploring 
the new mandate was a fucus group attended by full-time and part­
time staff, student interns and three board members. The goals of the 
meeting were to: strengthen involvement; assess institutional changes; 
review. assess and prioritize divisional goals. 

Among the themes from the meeting were many of those that 
emerged from minutes and other sources earlier in the institution's 
history. The overall picture was no shared vision of the mission and 
mandate of the Division. nor much understanding of how these 
would be operationalized. 

Complaints about the inadequate facility 

• ··we work in a tired building that's deteriorating". 

Weak community support 

• "the community is being better served" but also .. there is a lack 
of awareness of the community in the museum and a lack of 
awareness of the museum in the community". 

Work m•erload 

• "l'm not sure how much further I can go without falling over the 
edge" 

• --we· re tired". 
• --r can"t do what rm supposed to do now ... how do we let 

things go, especially things we like, in order to take on new 
tasks"" 

Board uncertainty ,ind confusion 

• ··I sometimes think we·re tloating", 
• "we·re still struggling separating our old and our new 

responsibilities ... 
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high-value from lower-value work. 

This theme was to recur again 
and again. Is there a war around 
this impasse ofthe Manager's 
leadership being simllltaneouslr a 
tremen,lou.f a.uet anti a liabilit}· 
related to others' invo/1•ement? 

This was the first demonstration <f 
strong emot1011 among staff It was 
moving for me. Every th mg m 
orga11i:atio11al cultures encmtrage 
us not to express feelings, to 
pretend we can .. check our 
emmions at the door··. that we 're 
e11teri11g illfo a sensih/e, rational 
world of orga11i=at1011s. Yeh r,ght.' 

People seemetl more comfortable 
expressing these emotions here 
than they tli,I dllring a similar 
process later at the Learning 
Forum? Wa.f thi.f onJr because it 
was a smaller grollp that knew 
each other better? Were there 
other factors? 

/Jilt also excitement abollt CHD potential 

• .. we can focus energies. build profile. provide leadership" 

Leadership tensions 

There was also mixed feelings expressed about the leadership role of 
the Manager. There was great respect and admiration expressed for 
his strategic insights and political savvy. but also some anxiety about 
these strengths. Fear was expressed that "he might try to drive the 
bus··. discouraging others from participating. But there was equal fear 
.. that he wouldn't drive the bus" and rob the institution of a powerful 
champion. 

Poor communication 

There was reiteration of concern about poor communication. little 
opportunity for people to share ideas and learn from one another 
Combined with reduced opportunity for professional development 
staff expressed a feeling of "working in isolation". 

Personal anti emotional commitment to work 

People spoke with pride about the institution. their role in it and their 
respect for one another. A group process based on a Native Healing 
Circle was used to close the meeting which resulted in strong 
emotions being expressed; there was a close feeling of community in 
the room at the end of the meeting. 

Based on participation in the meeting a core learning team was 
established consisting of full-time staff and three board members 

The researcher then conducted the first of two interviews with team 
members. asking them about: the strengths of the PCMA: their hopes 
for the Division: what they saw as important issues of culture and 
heritage in Peterborough; and. their perceptions of the city and its 
identity. 
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A Synthesis of Divisional 
Challenges 

L A M11se11m Identity Crisis 

Nor surprisingly there is still 
co11.fusion and 1mcertaimy about 
"who we are" and "ll'har husmess 
we 're in" as the new Division. 811! 
there seems a deeper. a11d more 
long-sta11di11g idemiry crisis. one 
preselll in PC ?vl-4 he fore the 
creation of the Division. 

lniriatil'l!s like the repatriation 
ll'ork and the museum 's education 
progrums pku.:e the museum among 
the most progressive and 
i1mm·ative community cultural 
institu11om in the c.·mmtry. But 
PCMA. like many other museums 
in the late /990 \, seems s111c:k 
between two images - two mental 

The following messages, many familiar, emerged from these 
interviews. 

M11se11m Strengths 

People spoke with pride about the museum. the dedication of its staff. 
and leadership role it played in the museum and heritage community 
locally and provincially. and .. growing community support and 
profile". 

Views of Culture anti Heritage in Peterborough 

• 

• 

'"the vision of culture and heritage is broadening 
partly a generational thing .. 
" we need to speak to new interests and needs . 
the traditional history .. 

Hopes (and Anxieties) abo11t the Division 

... I think it's 

. move beyond 

• --we· re doing it already ... it just gives us the seal of approval" 

• 
maps - of itself The first is the 
traditional museum paradiKf11 that • 
defines lfse!f i11fi111ctw11al terms - a • 
col/ec:tiom-hased institlllion • 

"(it should work) like a network with nerve cells ... I hope we're 
leaders in cultural change . . . our primary purpose should be to be 
a voice for the culture and heritage organizations .. ) 
"how do we let some things go to take on others" 
·-rm not sure where I fit in .. 
"I don't think the museum·s business should be so tied up with 
the Division .. we get too tied up at board meetings with the 
museum and other groups get shortchanged ... we need to 
separate functions .. we need a CHO Administrator" 

dedicated ro c:ommumcatmg an 
"objective .. acc:oum of the history 
of the comm1111ity. The second is a 
more mission-drive11 orga11i:atio11 
serving the colllemporary cultural 
11eeds of a diverse community. The 
first 1s a museum about objects. 
the second is a museum about 
people. 

This scmnd., straiglufonmrd 
enough bur 11 is a huge shift. one 
museums will he wrestling w11hfor 
some time; the schi:ophrenia in 
Peterborough is shared by many 
other i11sti1111io11s. 

One of the things that in some ll'~•s 
disguises these tensions in 
Peterborough, paradoxically, is 
one of the dominant "stories .. 
people tell themselves about where 
they work: 11ame(r. that the PC!v!A 
is 011e of the most "c:omm1111ity­
or1e11ted" mmeums in the prm·mce. 
This is rn,e ill terms of the 
leadership role it plays working 

• "the culture and heritage community is like a body without a 
head . but the museum can· t be the head ... we need new 
decision-making structures ... our minds are so geared to 
traditional structures ... it's hard for people to give up power .. 
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wilh other community 
organi=ations 011 parmerships and 
joint initiatives, together with the 
role as a resource to many of these 
same institutions. But these 
activities arguah(v could be 
undertaken. if the leadership 
exi!i•ted, by PHS or PACAC: the 
activity does 1101 flow from a 
rethinking of the museum ·s 
relationship to the commumty. 
what it would mean for the museum 
to sen,e the personal and ci\'1'' 

needs of a diverse commumry 111 

Peterborough today. 

What are vour thoughts on this 
challenge? 

What would it mean for the 
organi;ation to reorient it.felf 
around .fome of these ideas? 

One rejlect1011 of the split 
instilulional idenllly is staff's 
tendency to define their 
professional idelllilies with 
individual Junctions - ,:uratonal. 
education. archives. To combat 
these 1endenc1es (still the norm) in 
other i11stitutio11.., one strategy 1s to 
operate more through the use of 
cross-ftmctional teams drawn from 
differem parts of the museum. One 
role of these teams in some 
institutions 1s to collahoratil·e(r 
plan and develop exhibitions and 
programs. Rather than having 
these ideas and plans for 
exhibitions developed in one area 
(in large i11stit11tions usually 
curatorial), staff from across the 
institution are charged lo think 
across fimcttons, to link exhibit and 
program plans to imtillllional 
missions and goals - educational 
goals, civic goals, marketing goals, 
revem1e targets. and so 011. Cross­
f1111ctio11al management teams have 
hem shown to help break-down 
fimctional silos. 
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Could these models be applied in 
Peterborough? If not, whr not 
and how can these barriers be 
overcome? 

il A Community Identity Crisis - Peterborough's Character and Identity 
Collection.,. and 
Constituencies • 

This issut! is inst!parahlt! from tht! • 
last ont! and again pulls the 
i11stit111io11 in rwo dirt!ctions. This is • 
1101 always had: ft!J1S1011s and 
paradigms c:an he produc:uw rj 
ma11aged c:reauve(r. B111 this 
requires 1111dersta11di11g the renswm 
dearly. 

With notahle exceptions the <.'ore • 
museum na"atiw co111i1111es to he 
that of ear(r se11leme111. Tii·y 
(/992) descrihes community 
museums 111 Ontarw as havi11g 
moved through three paradigms 
that character1=e <.·ol/ecring and 
imerprerive pracrices: 

a) "Rescuing the Past .. - the Age 
ofCo/lec:ti11g (19th cemury to 
early /970); main imerpretive 
theme - the myth of the 
pionee ... : 

h) "Co11tro!li11g the Past .. - Age 
of Desc:ription Ma11ageme111 
(ear(r /970 's fO mid 19/W 's); 
main imerpreliw theme -
professio11ali=arim1: 

c) ''Revising the Past" -Age of 
Analysis ( mid /980 's to 
today); main imerprelive 
themes - m11/tic11/t11ra/ism. 
relativism. 

PG\,/A has taken signijicam steps 
illlo the third paradigm (with 
initiatives like repatriation) but 
seem co11tim1al(v drawn back to the 
first and second paradigms in 
terms of exhibits and programs 
themes, a11d thus the image it 
prese11ls to the community. For 

"I had no idea about small town attitudes before moving here .. 
the bigotry. prejudice and small mindedness was a shock,. 
.. this is a communitv of contrasts ... ultra conservatives and ultra 
progressives" 
( a town still dominated by the Peterborough ··old guard" - also 
the PCMA's traditional constituency) ··the museum doesn"t help 
with this . . . our stories are mostly about the old guard ... we 
need to connect to the current life in Peterborough ... for 
example Native artists . . . I like the idea of the museum as a 
cultural centre linking arts and heritage, not separating them in 
different institutions" 
"the cultural elite drive the current system and structures .. our 
challenge is how to build a program that better reflects the actual 
community .. there will be resistance to politicizing culture . . 
Peterborough needs to be pushed ... little steps but in the right 
direction" 
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example illustrations in the 
museum brochure depicl a/mus/ 
emirely Jcjh cemury themes. 

The museum is 1ryi11g tu walk a 
careful line heIWee1111ot alienating 
its traditional constituency - many 
of whom support the ear(v 
se11/eme111 narrative, while 
reachi11g 0111 to new audiem:es. 
Staff are veo· critical of the 
comen·atil'e values of the old 
guard hut i11stit111io11a/ practice 
seems to reinforce the l'l!IJ' 

i11jlue11ces they abhor. 

Are there .m-ategies that coultl he 
devised to address these issues? 
What th11ughts come to mind 
about the tension.-. here? 

iii. Organizational Dynamic.-. 

Familiar pauems t!mergedfrom 
the i11ten°it!ws and the co11.'itn1cuo11 
of the team story. The picture is of 
a extremely dedicated group of 
profe.monals. high(r committed to 

their work. BIii this professional 
dedication seems direct(v linked to 

the second part of the picture, that 
of an overextended staff. several of 
whom seem perpetual(v 011 the edge 
ofhumout. 

There seems either a reluctance or 
an inability to make choices and 
define priorities. But i.'i it unclear 
what process would be used to 
make choices even if the will 
existed to try. The reputatwn of the 
museum and past performance 
seem to drive staff to reach el'er 
higher. 

The stajjseem 011 one level a "'tight 
team" commillecl to one another. 
8111 there are also comp/aims 
about poor comm1111icalio11, of 

The Mu.-.eu m and its Staff: 

• 

• 

• 

"this is something I've done better than anything before in my 
life .. 

the city has such a bargain .. everyone gives 120% ... we· re a 
tight team god forbid anyone should leave .. 

··[ need to slow down ... (the pace) is not sustainable .. I need to 
get more people involved'" 
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people working in isolation, and of 
personaliO' c:011.flicts that seem to 
lie just beneath the !l11rfac:e. 

The paradox is that the Manager is 
a superb facilitator and 
communicator in meetings inside 
and outside the institution. It is the 
day-to-day comm1111ic:atio11 and 
people skills that seem to elude him 
and are missed hy hoth staff and 
the hoard. 

Tension around the Manager's management/leadership style 
continues. The Manager is frustrated himself with this ongoing issue 

• "If I manage the process I'm accused of being manipulative. If I 
don't. things don't get done". 

But The Manager ·sown story demonstrated his willingness to 
acknowledge these issues 

Do these is.,ues e1'0ke an•• • As the primary architect of the Division ... I take considerable 
pride in the infrastructure that exists for the new di-.ision but am 
still concerned about the level of community involvement and 
support. I am also faced with two nagging questions: how long 
we can sustain our current level of activity; and - perhaps most 
importantly - how much will this infrastructure protect us in the 
next round of municipal cuts expected in 1997. Ironically. my 
vulnerability does not stem from either of the above but rather 
from stepping back and letting go. This is a big step but a crucial 
one. I'm looking forward to this project as a vehicle to both 
share and test that vision". 

thought., or anr suggestion., about 
wal'·' to address these issues? 

fronical(v the .woryfefl victim to 
prec:ise(i· what Appreciate !11q111ry 
was !>11pposed lo avoid - framing 
the ··world as a problem ... Thts 
reflected both the Manager ·sand 
my own i111eres1s and a1,a(vric:al 
i11c:lina1ions. Some of the larger 
viswns of what the Division might 
be that emerged in i111erviews and 
in individual stories, were 1101 

captured in the composite 
document. 

Based on the interviews each team member constructed a story 
introducing them and expressing their hopes for the Division. These 
individual stories were compiled by the Manager and the researcher 
into a T earn Story that benchmarked a set of perceptions about the 
Division. 

Core issues identified in the Team Story included: 

• What is the relationship between the institution (PCMA) and the 
Division? 

• Can the staff and resources of the PCMA actually be the 
implementation arm of the Division., or is the PCMA simply one 
client organization among other clients of the Division? 

• If the two are to be integrated how do the broadened Divisional 
responsibilities relate to the more traditional collections and 
facilities of the institution? How can choices and priorities be 
determined? 

• How does a broadened view of culture and heritage in the 
community affect expectations in the institution, and in the 
Division? 

• Is another governance structure needed to more effectively 
broker partnerships and facilitate community-based cultural 
activity? 

• How can the work of the CHB be re-oriented from its current 
focus on museum issues to a broader planning function for 
culture and heritage? 

• How can culture and heritage issues be integrated more 
effectively into municipal planning and decision-making'.' 
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• How can capacity be built to realize the potential of both the 
PCMA and the CHO? 

The Learning Forum 

The Leaming Forum brought six teams from museums across Canada 
together in Toronto June 6-9, 1996. The Forum was part ofa pilot 
project of the Canadian Museums Human Resource Strategy ( 1995). 
entitled Leaming Across Organizational Boundaries (LAOB), which 
explored organizational learning and change in Canadian museums. 

Prior to the Leaming Forum, a participant from another museum 
expressed their hopes for the project 

• I hope this project will encourage museums of all kinds and sizes 
to seriously reflect on what they're doing, how they're doing it. 
and who they're doing it for, with the hope that this will result in 
enhancing the value of museums within our society Our work is 
really about providing greater meaning and value to the people 
we serve. I hope that we challenge traditional practices, to keep 
or modify those which serve our purpose, and to get rid of those 
that don't. I would be pleased if this project encourages this 
process of orga11i:atio11a/ self-rejlectio11. l would be even more 
encouraged if this project helps museums to work together on 
this and to share our successes and challenges. 

During the three days teams used a series of organizational learning 
techniques: community dialogue; paired team reflection; appreciative 
inquiry. Eurythmy ( a discipline of physical movement ... to the 
consternation of many). 

The Forum was nothing if provocative. Some members of the team 
found it frustrating, others moving, others productive. no one was 
indifferent. 

At the end of the Learning Forum teams were asked to reflect on the 
following questions: 

1 what progress has your team made on its task? 
11. what insights or tools to have you gained about organizational 

learning that will be the most useful to your team? 
111. what insights have you gained into how you work together as a 

team that will be most helpful in the future? 
iv what will your team commit to giving or receiving from other 

teams after you return home? have we established a community 
of learners that can support one another during and after the 
project? 

The following were key learnings expressed by members of the team 
and in each of these categories members of other teams. 
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The relationship between personal 
and imerpersonal issues of trust 
and team effectiveness seemed to 
please and surprise some members 
especially staff to hoard. 

After two ye,1rs of the CHD 's 
existence rhe Leammg Forum was 
rhe first focused oppor111111 o· for 
staff and hoard members to discuss 
rhe challenges and opportuniries 
co,mec:ted 11·11h the enlarged 
mand,1te. 

Adl•ancing the Team's Work 

The team came to know one another and understand their task or 
chalJenge better over the course of the three days. 

• --we've built up a lot of trust here this weekend, I feel like we're 
a team now" 

• ··1 hadn't spent 10 minutes with any of you before .. now I feel I 
know you" 

• "I wasn't interested in the structural issues before but now l 
understand these are important" 

• 

• 
• 

--we got past the chalk board .. we have a clearer sense of where 
we want to go" 
--we've begun to delineate roles" 
··we· ve got to find a concrete project to demonstrate the 
potential of the Division structure to more people" 

The Manager clearly hegan the • --rm frustrated we didn't get further on our task this weekend" 
t!l'elll with a clearer sense of the 
task and the challenges facing the 
('HD than other members of the 
team. n,is commem suggested he 
may have undere.'illmated the time 
required for others to "'get up to 
.\peed". There ll'as also some 
tension helll'een the Manager 
11·a111111g to "get 011 with the work" 
and the time needed for the team to 
get to knoll' one another and /eam 
how to work together Insights Into Organi:atfonal I.earning 

These were exact(v the kind of 

The team found Appreciative inquiry the most useful. and potentially 
applicable of the organizational learning tools to be taken home and 
applied. Paired team reflections surfaced some powerful. and not 
always comfortable insights. Community dialogue was uncomfortable 
for some team members. meaningful and emotional for others. 
Eurythm. weil enough said ... ' 

• "we·ve learned new ways oflearning and working together 
skills that we· ve learned this weekend can be applied in building 
relationships with the new division .. and with the community 
(these) skills are can also be applied to staff and the board" 

• "We·ve learned more about ourselves and our process of 
interacting". 

• "the purpose of the weekend was not to complete the task but to 
learn how to tackle the task" 

• "the point ofleaming across organizational boundaries is about 
how we learn not what information is acquired ... we should 
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leami11gs the researchers hoped 
participallls would rake from rhe 
Leami11g Fomm. the team seemed 
lo have diffic:ul(v hanging 01110 

rhese insights when rhey retumed 
to rhe fra111ic: paL·e of work. 

have learning across organizational boundaries with any kind of 
organizations - banks, other community organizations - as well as 
other museums". 

Insights Into lndividllal and Team Learning 

Some old issues resurfaced and some new issues emerged. 

P,x1r c:ommu11ic:alio11 is a recurring 
rheme. 

Commems aholll rhe Peterborough 
ream by orher reams in rhe paired 
ream rejlec1io11 sessions remforced 
some of the themes aholll ream 
dy11amics. weak commu11ica1io11s 
and leadership tensi<ms. Hearing 
that these were immediate(v 
apparem ro others 011/side the 
organi::ation provoked some 
powerful leaming. 

• 

• 

• 
• 
• 

One i11s1gh1 rhat emerged from • 
several paired team mrerwews that 
had 1101 :mrfaced before was rhe • 
commem thar the ream 's working 
style wa\" hyperacrive, one thar 
rolerated liule or 110 silence. and 
seemed characreri=ed by people 
competing for "a,r ume ". The 
Peterborough team commellled 011 
whar appeared to he rhe 
.. calmness .. of rhe working style of 
one other ream. 

• 
The ,\,fanager and several orher 
ream members were preoccupied in • 
rhese paired ream sess1011s with 
issues related lo stn,crural 
administrative and polillcal issues. 
A woman 011 another ream 
commemed that the male voices cm 
the Pererhorough ream were 
dominating a11d drowning out a 
female voice that was trying to 
mo~-e the discussion awayfrom 
administrative stn,ctural issues. 

"we work with one another but we don't communicate well 
across our division or functions in the museum .. 

"there are team members who seem able and eager to take on 
additional responsibilities but aren't being asked" 
"you need to rotate the leadership from (the Manager)" 
··but the team is protective of (the Manager)'" 
"there is vertical communication between team members and (the 
Manager) but little horizontal communication among team 
members" 

"there· s good energy on the team but the hyperness may be 
closing-down thinking about alternatives·· 
'"does there have to be as much anxiety as there is., ... don't you 
guys get together much . there seems like a lot of catching up to 
do" 

"the team meeting was really a conversation between two people 
debating bureaucratic procedures" 
··(Manager) draws people back to politics and structures which 
needs to be acknowledged but can't let this focus drown-out 
other voices and other issues such as the potential for building 
new community partnerships" 

336 



One exchange with a1101her team • .. we (Alberta) work on some principles of community 
development - one is that power grows when you give it away: 
we have to step back and let others in the community take 
ownership ... this seems important principle for the 
Peterborough team itself - it might also be a useful principle for 
thinking about the CHD's role in the community"' 

seemed to crystalli=e many 
difficulties experienced by the 
Peterborough team, and drt.'lt' a 
co1111eclion to the Division 's larger 
role in the c:umm,mity. 

Forming a Learning Community 

The team did experience a very powerful experience of what it means 
to come together as a learning community not so much as the 
researchers had hoped with others outside the organization but with 
one another internally This was most evident on Sunday morning in 
the team· s last working session. Paradoxically the sense of 
community emerged around some difficult moments on a familiar 
issue of leadership tensions. 

After having his leadership style challenged by other teams the 
Manager. to his credit. put the issue on the table: 

This was the first ac:k11owledgme111 • "this weekend has been painful for me .. you· ve all been very 
gentle . rve been an obstacle in our process because I've been 
so close to it . . . I wonder if my leadership style is appropriate for 
the evolution of the organization in the next stage .... 

o/171/11erabiliry :Jr self-douhtfrom 
the A-.fanager and ii emked an 
1mmediare and emorional response. 

What recollections do vo11 have of 
this moment? What relel'ance, if 
anv. does this incident have 
toda}'? 

It was almost as rhough there was a 
need to re-esrahlish the r.:0111rol losr 
in acknowledging his self-doubts. 

I recorded these reflections after 
the evelll. 

• "the ll'eekend was a very· 
powerful and mol'illg 
experience for me. It have me 
a visceral and direct and 
emotional experience of a for 
of ideas about organi=arional 
learning I'd read about that I 
'knew· i111e/lec111al(v but didn ·, 

People expressed admiration and a desire not to lose the Manager 

• "we would never have gotten here without (the Manager) but 
your leadership style does leave you alone at the top" 

• "it's painful for the creator to let go of their creation"' 
• "one set of skills have gotten us this far. all of us may need a 

different mix of many skills in the future"'. 

At this point there was a tremendous feeling of openness and trust in 
the session. 

This was undermined somewhat when the Manager said one of the 
reasons he was not able to establish closer personal relationships with 
any of them was because "I might have to fire you one day" This 
reduced. but did not destroy. the sense of community in the room. 
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really 1111dersta11d ... I learned: 
the value of silence; slowing 
dow11 so more thi11gs happen: 
that the most productive a11d 
satisfying meetings are those 
in which someone has 
managed ro ·rake rhe 
temperature dow11 •. 1101 ·crank 
ii up·. al/owi11g more people 
c:olllribute. Taking the 
temperature down alm seems 
to relate to mm•i11gfrom 
mtellec:tuali=ed, abstract 
disc.11ssio11 to people speaking 
mor1: from direct t!Xperimce •. 
Most importalll I learned a 
deep humiliry about the 
collective wisdom of others' 

llnforumare(v I was unable to hang 
01110 these msights in as powerful a 
w~r as / 'd experienced them a, 
event. I found myself lap.~i11g hack 
illlo old pallems of thmking and 
i11teracti11g with others. as 
willle.,:~ed in part a, the team 
planning retreat (helm,~. 

What (if am•> in.'iight.'i hm•e 1•ou 
been able to hang onto from the 
Forum that continue to ha,•e 
meaning for you today? 

The team was hegi1111i11g to move 
past the ana(vsis of problems to 
propose practical and concrete 
strategies for deali11g with issues. 
For example: 

finding ways to involve more 
people 

Second Interviews 

In early July 1996. several weeks after the Leaming Forum. the 
researcher conducted repeat interviews with the team. The purpose of 
the interviews was to assess the impact of the Leaming Forum on two 
things: the team's understanding of their substantive task; and how 
they were learning and working as a team. 

Insights Into DMsional Challenges 

It was immediately apparent the team had gained considerable insight 
into the challenges facing the CHO and overall had greater optimism 
about its potential 

• •• I feel more hopeful . . . there is an opportunity to expand 
participation to include more organizations . I have a better 
sense of why it (CHO) exists" 

• I initially thought our task was should there be a Division and 
how should it work .. now I think it's how can it be improved ... 
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movi11g to Jormalb! people ·s 
Divisional roles more: 

recognition of the differelll 
operating em·iro11me111s and 
expectatums of the Division ill 
municipal gowrnmelll and the 
community. 

TT1is comment about ma11ageme111 
and decision-making styles at the 
city seems importalll. The .\,tanager 
commented he felt the style of 
manageme111 at the city ll'm 

changing as older politicia11s and 
managers were replaced with 
younger ones who seemed better 
ahle to work in more consensual 
1,·cry.•s. 8111 the differing leadership 
requiremems in the community­
hased and m11111c1pal p,ms of the 
Division ·s ll'Ork are an 1mporta111 
insight. 

how do we increase vitality .. bring in more people . . . I 
understand we need to build the new \ ision before we worry 
about the bureaucratic aspects . . . we need a more dynamic board 
that's less focused on museum business" 

• ··the factors holding us back are shortage of staff and 
resources ..... and we need to involve more people .. maybe there 
should be a process looking at the future ... broaden discussion 
and establish more relationships with others .. develop skills of 
staff in building these relationships' 

• ·-rn happily take on more Divisional responsibilities ... we need 
to involve (museum) staff more outside their specific 
responsibilities ... in board liaison and the bigger picture .. we 
also need to formalize everyone·s Divisional roles more·· 

• ··consensual management may be ok in the museum but you can't 
operate that way at City Hall" 

• ··we need to be working better inside the City and outside in the 
community . the (Peterborough) Arts Umbrella can take on 
part of the external role ... it doesn't represent the heritage 
community at the moment .. I need to do some thinking on this .. 

There conli1med to be concern • ·-rm still uncertain about our task .. we've basically been doing 
the work of the Di,.ision. now we have the title for it we're not 
involved at the board level, that's (the Manager's) arena ... 

ahoUI work load and owr extended 
resources. One team member had 
heen co11siste111 from the beginning 
about the central issue of priority­
se1ti11g. 

One team member commemed that • 
theyfelt the team shared a 
remarkably similar vision of 
heritage and culture in the 
community, but also 
acknowledging some of the. limiting 
traditions of the museum. 

we· re too busy at our own jobs now . we can't take on more . 
how do we establish priorities . . maybe this is the task . . . we 
have to make some tough choices, what's the process for doing 
this . . . do I neglect exhibitions over collections . . . there are 
ethical issues here·· 

"ail of share a remarkably similar view of culture and heritage ... 
despite the permanent exhibits being very traditional ... we really 
see the work of the museum as community interaction. education 
.. (the Manager) with the changing exhibitions has tried to pull 

in First Nation stuff, the multicultural stuff, the AIDS exhibit ... 
he· s always tried to have a very broad kind of activism approach 
.. but what you see in the permanent exhibits is very conservative 
. .. I don't knock it because it gives me something to work with 
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What prevented these issues from 
being raise,/? Wlr1• tlidn 't the 
person who felt not too much time 
!ih11uld not be allowed to pass not 
raise these issues? Whv didn't 
others? This seems ttJ have been a 
pi,•otal point in the process. Whr 
was there no follm9-through on 

that's predictable year to year (with school groups)". 

Insights Into Team Dynamics 

Beyond these substantive insights into the task it also became quickly 
clear that there had been a .. cooling" of enthusiasm for many of the 
insights related to leadership and interpersonal dynamics. These were 
being downplayed. although not entirely swept away 

One team member indicated there had been no discussion of these 
issues at the staff meeting following the Forum. This despite one team 
member saying during the drive home from the Forum that the team 
should not let too much time pass before coming together to discuss 
what had occurred and what they had learned. 

There seemed to be a desire to .. put the lid on" the emotional issues 
raised at the Forum. 

what were clear/1• vita/Iv important • 
i.uues for people personally an,/ 

.. there was a lot of pent-up emotion. a lot of intensity. I'm not 
sure this was healthy .. the personal issues didn't get raised at 
our staff meeting after ... the criticisms of(Manager) 1·m not 
sure were fair ... he felt badly" 

for the organi;ation? 

It is true thlll staff must 
themselves take on more 
responsibiliQ•. But how can thg· 
do so ifinformation is not shared 
wide/,•? How can one person 
decide on whtll people "11eed to 
know"? 

• .. I wouldn't trade anyone . it gets better and better ... the 
communications issues are sniping and griping it's improved 
(the Manager) is the fairest boss" 

There was some reaction to critical conclusions about the team· s style 
of working. 

• ··1 took exception to the criticism that saw our team· s intensity 
as negative it was really passion . how they interacted didn ·1 

seem real to me .. 

On the other hand some conclusions regarding team dynamics were 
reaffirmed. and some concrete steps taken to address them. 

• .. it's true we do need to work harder at communicating in the 
organization. especially horizontal communication ... we· ve 
committed to having more staff meetings .. I suggested we 
establish a binder that contains all the materials for the Culture 
and Heritage Board that would be available to staff" 

• .. the communication issues are real ... but staff themselves have 
to take more responsibility for this . . . I'm still a believer in a 
·need to know' policy on information sharing·· 

• .. giving power away .. each team member needs to take on some 
responsibilities ... people began to relate to one another more. 
not just to (Manager), this is important, we started talking about 
this and need to continue" 
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But there was some reassertion of old panems. 

This is a real and /egihmare • "l know my staff well .. not all of them are ready for some of 
this ... I've been delegating more responsibility ... but it's still 
my responsibility to allocate resources .. leadership is a shared 
responsibility but management is not" 

distinclion, bur it can also he 
111stifica1io11for mailllaining righr 
colllrol. A helpful analogy re/ares 
to teaching som,!One 10 drive. If • "(the Manager) saw that his leadership style may not be what was 

needed ... I'd been frustrated .. (another staff member) was 
frustrated .. but was it all genuine" . . . l sense we· re lapsing 

y{)u hang {)ll/0 rhe ll'hee/ (i.e., over 
manage) rhe person newr learns to 
drive. On rhe orher hand ifyou 
don '1 grah the wheel ll'hen you 
need 10, yo11 horh die. 

This insight a/s{) re,·ea/s the strong 

back into old roles" 

One team member felt the Manager's focus was shifting. 

role the Manager played in • "'(the Manager) is shrewd ... he is not like the dinosaurs at city 
hall ... but he can work with them . his gender is right and he· s 
very bright ... that's where he gets his satisfaction .. he· s a 
political guy .. he· s sensitive too he· s always been very 
sensitive to the Native community, to the whole race relations 
stuff ... he· s really good at that son of thing .. he· s intere!>1ed in 
the right stuff He's politically bang on and he can play the 

directing the museum toward more 
colllemporary rs:mes and museum 
practice. The dmm.wde may he that 
the i11stil111io11 came to re(v 011 this 
person which mt~l' part(v explain 
why ii is difficult to .mstam 
progress. game" 

The Team Retreat 

A one-day "retreat'" was held on July 22 (away from work) 

In an effort to encourage shared leadership the Manager asked two 
team members to plan and coordinate the retreat. The following goals 
were identified for the day. 

By the end of this retreat it was hoped the team would have 

• a shared vision of the Division; 
• shared vision of culture and heritage: 
• a critical path. plus a method for recording and evaluating 

progress: 
• exciting ideas: 
• sunburn. 

Shared Diloisional Vision and Purposes 

Most of the morning at the retreat was spent on what were described 
as "big picture" questions of vision for the Division: the meaning and 
interrelationships among concepts of culture. heritage. identity: 
questions of diversity in the community. A lengthy discussion took 
place on exclusion and prejudice in the community. the first time 
these issues had been explicitly raised by the team. 
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n,is was a rich conl'er.'iatio11. 
worthy of heing rewsited hy staff 
and the hoard It is a celllral is .. \11e 
for museums m trymg to define a 
more relevant, contemporary role 
in 1he1r comm1111i11es. 

Tawr et. al. (1998) 111 an 
exammalion of racism in cu/rural 
production m Canada argue rhe 
cultural sector is in a state of 
denial aholll sys1em1c racism in 
artistic and cultural production. 
They argue that liberal 
democracies like Canada are 
caught in ten.mms herween a h,!lief 
system that emphasi=es liberal 
values of "tolerance", 
"acceptance", "equiry ", and rhe 
realily of a sociery wilh sysremic 
srructures of cliscnmmalion. The 
language of liberalism lulls us into 
a false sense of complacency that 
acts to reinforce rather than 
challenge racism. They call this 
phenomenon "demo-racism". 

There was agreement that as long as cultural issues remained focused 
on --sare·· and non-controversial ideas - for example. on early 
community history. on "the K-factor" and cultural tourism. on safe 
ans and culture activity - both municipal government and 
Peterborough's "old guard" (the two are closely linked) were 
comfonable with culture as an issue in local governance. But as soon 
as cultural activity got a little more challenging - ··something a little 
beyond. a little more intellectual. then the hands go up" 

• "they want to celebrate who we were - not examine who we are" 
• "'there is really a definite line between what we can accept. things 

that are easily accessible or don't challenge us much or make us 
think more about our identity. But as soon as you take one step 
beyond that, people tum away" 

There was a lengthy discussion about the museum and the division's 
responsibility to ··lead or follow" community norms 

• ··Peterborough is certainly becoming a retirem~nt community 
and that's shaping it. One of the negative sides of that is that 
people are moving to Peterborough to get away from the 
multiculturalism of Toronto. The perceived violence of Toronto 

. to preserve the WASP thing that they grew up in when 
Toronto was for them" 

• ··what's the culture of Peterborough we're charged with 
perpetuating and maintaining? .. should we be the 
Peterborough Museum of Cultural Intolerance? . the Museum 
of Racism? is our role to just reflect community views ... or 
to challenge those views?·· 

The Manager described an incident several years before when a 
former board member pushed for a policy on ethno-cultural equity. 

• "the biggest problem was the way she tried to bring it about 
that's when the board really dug in. Like the work we've done 
with First Nations and the AIDS exhibit. those things were OK. 
they were seen to be politically correct and therefore safe and 
appropriate. But as soon as we staned challenging. saying there 
is racism in Peterborough, then they resisted: ·no there isn't 
.. we don·t see that son of thing in Peterborough'. For that and 

other reasons (the board member) resigned from the board and 
the board went back to their view of Peterborough" 

One vocal board member pushed for stronger political stands on 
community issues. The Manager and others were more cautious. 
agreeing the institution could not remain neutral, but not wanting to 
push the status quo too hard. 

• .. there· s always a tension between continuity and change if you 
want to frame it that way, some things we want to hold onto in 
the community and other things we want to let go and redefine. 
But there is something about the Division not explicitly defining 
what values need to be promoted but helping engage people in a 
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Should the Dfri.'tion haw! su,:h as 
statement? If so, how might it go 
about developing one and what 
challenges might be anticipated to 
confirming it? 

dialogue out of which might emerge a clearer sense of what those 
values are .. what we want to be at the heart of the community"' 

• "I think the only way there is going to be consensus in the 
community is by forcing people to think about things. And that· s 
only going to happen by us holding up a mirror (to the 
community)" 

• "but who are we to decide what the values are at the heart of the 
community? ... besides if we declare ourselves it gives them 
something to shoot at" 

• "I think there are some universal values that should be reflected 
in the way this community behaves ... like ethno-cultural 
tolerance and respect for diversity ... we (the Division) do not 
have a belief or value statement and I think it would be an 
interesting exercise to move towards trying to articulate what the 
shared beliefs are at the board level. at the institutional level" 

The Manager felt the organization must be pra!,'lllatic and watch for 
opportunities to push a more progressive agenda forward. He and 
others were less inclined than the board member to adopt broad 
principles and commitments. They pointed to the weakness of the 
Social Planning Council in the community. The Council had been 
stereotyped and marginalized by Council and by the business 
community as "radicals and troublemakers" which undermined their 
ability to move an agenda ahead. The fear was expressed that cultural 
issues would get tied up in this conflict. 

,Uanagement an,/ Gol'ernance Issues 

The primary issue discussed here was the feasibility of the Division 
simultaneously forming part of the administrative and political 
structure of municipal government, while also acting as a 
representative body for community interests. A tension was identified 
between the problem-solving and conflict-resolution mode of the 
municipality, and the need for strong external advocacy - sometimes 
against city positions on cultural issues. Several members pushed for 
a resolution of this issue in structural terms. The Manager and several 
others took a more pragmatic view. 

• "I remember something I read about municipal cultural policies 
which was the need to balance the benefits of arm's len!,rth 
relationship to government with the need to work inside city 
structures better. This is what I was trying to create with the 
Division. The participation of the PAG or PACAC in the 
Division doesn't mean they can't continue to take independent 
stands on some issues ... but we also have the potential to speak 
with a collective voice when it's in our interests ... " 

• ··my attitude is always "if it ain't broke don't fix it' .. understand 
the tensions, the paradoxes you're managing but accept they'll 
never be completely resolved. 
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Are there ways o(creatfrefr 

The team wrestling with how to define outcomes for the Division. 
With the museum attendance figures, the numbers of school tours, 
etc., performance measures based on museum functions or activities, 
were relatively straightforward. But it was less clear what constituted 
.. success" for the Division. 

• ··politics are a recurring theme here ... political outcomes are 
what the CHO delivers ... much of this is solving problems for 
the city if important issues come to Council in other areas 
they always take it under advisement and refer it to staff for 
study and sober second thought . in the past when cultural 
issues came to Council they were either seen as too marginal to 
warrant study or Council didn·t seem to have confidence staff 
could provide sound advice .. we can be valuable problem­
solvers but it means playing politics on several levels . if we can 
prove our value we can maybe justify additional resources" 

But it was acknowledged 

reporting on Divisional • ··recording and tracking Divisional activity is harder to record 
than attendance figures ... we need to find some way to report 
annually on Divisional accomplishments" 

achiei•ement.f an,/ outcomes, 
especia/11' those related to the 
second and third facets of the 
Division '.f responsibilities (support 
to the municipalin• an,/ 
community cultural 
,lei•elopmend? 

Could a reporting n•stem for all 
cultural activity in the community 
he devised based on the ahm•e? 

Rccogni:ing the need to halance 
this ··soft" p/01111i11gfimctio11 with 

This led to a discussion about the need to be reporting on cultural 
activities and resources throughout the community, and the possibility 
that one function of CHO could be to establish a consistent format 
and template for reporting on this activity - and a channel for 
funneling that information to the city. 

The relationship between the museum and the Division also took up a 
great deal of time. The Manager agreed the Division needed to have a 
higher profile. but cautioned about underplaying the museum . 

• .. without the museum there is no CHO ... the city really still sees 
us institutionally ... connected with this building . . several years 
ago the Recreation Division gave up responsibility for managing 
facilities in order to focus more on planning, facilitating, and so 
on. They got almost entirely shut down in the last round of 
budget cuts. The view is 'how much can it really cost to facilitate 
a few meetings?' Also when the downsizing started it was the 
planners that were the first to go ... remember this is a 
municipality where the city budget is the corporate plan~ 

.. harder"facility maime11a11ce and • .. council makes lots of nice pronouncements about their 
commitment to culture and heritage .. but they would close us 
down in a minute if they had to~ 

direct service delivery 
re!>pon'iihilities seems astute. 
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The Cultural Strategic Plan for 
South Etobicoke ( J 997) organizes 
its recommendations around the 
following functional needs: 
community design. education and 
instruction. audience development. 
culture and economic development, 
cultural facilities and open space. 
cultural organizations infrastructure 
( coordinating administrative and 
governance structures). marketing 
culture. funding cultural initiatives. 
and tools for updating the strategic 
plan. 

The composition and structure of the CHB was discussed. The 
Manager proposed thought be given to a more '"federated model" in 
which half the members would continue to be appointed by the city 
and the other half elected by at an annual community forum. 

Rather than having people representing specific institutional interests 
the board might be organized functionally. with different sub-groups 
taking responsibility for different aspects oflocal cultural 
development - for example, cultural education. festivals and events. 
community-wide strategic planning, information and communications 
systems, advocacy, fundraising, etc. 

There was also continue debate about whether museum staff should 
have their Divisional responsibilities formalized, or whether there was 
strength in not nailing down a rational model 

The Manager adopted a pragmatic perspective: 

• ··what we have is a really broad framework which I think 
everyone feels has some real strengths to it. It's broad and 
flexible and there· s an ability to find whatever you want to find 
there. Rather than trying to come at it from the front-end and 
defining the Division in the abstract maybe it· s about becoming 
more aware of what activity falls into the museum and what is 
divisional In part we ·n figure out the role for the Division by 
looking more carefully at what· s already been done on the 
ground" 

Several team members. and the researcher, were uncomfortable with 
this ··messiness". pressing for a more systematic understanding of 
how things work and how people fit in. 

leadership Issues 

The Manager's leadership style was raised again as both a stren~rth 
and a liability for the Division. 

• "we need to grapple with this leadership question. It keeps 
coming up. It's a real problem" 

• "I think as a consensus emerges about the operating framework 
and priorities of the CHB (the Manager) is going to have to say 
how do I fit into this? What's my role going to be? This is hard 
... the Division is the lifeboat (the Manager) created for the 
PCMA ... he inflated it, people climbed on board and now we 
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Is this definition of/eadership 
compatible with working in more 
team-based, c:ol/ahorative WQ),'S~' 

Being specific: abow the contexts in 
which consenmal decision-making 
is appropriate and those in which it 
is not is importalll. The line is not 
always easi(v drawn 

need to decide which way to row". 

The Manager himself sent mixed signals, acknowledging the need to 
work more collaboratively, but demonstrating his inclination to be 
drawn back to more familiar ways of working. 

• .. l see an important part of my job as providing leadership and the 
analogy I like to use is that of an artistic director. That l have a 
vision and how that vision develops depends on input from staff 
and my perception of the community And then I try to shape a 
program or a series of programs that reflect or advance that 
vision. And if at some point the board doesn ·t agree with that 
vision then l either back off or it's time for me to move on and 
the institution gets another artistic director who then brings their 
1,;sion" 

• ··one of the distinctions I've tried to make is that l share 
leadership in terms of how the team works. how we work with 
the community. but the responsibility that's harder to share is not 
leadership but management. In terms of the city. I'm the manager 
of the Division. That's what I get paid to do. Some of those 
things are more difficult or impossible to share" 

Several team members agreed with the management/leadership 
distinction. 

• "that's helpful for me ... sort of collaborative direction setting 
but the management buck has to stop somewhere . you can ·1 

have shared leadership in stick handling things through the 
municipality somebody has to do that who knows the players" 

• ··the city not only does not encourage consensual decision­
making it actively discourages it. There is very little 
communication between departments or divisions. And there is 
no decision-making between them either It's all various little 
empires and the dominant management style is autocratic as 
opposed to democratic .. it· s changing slowly but the people in 
senior positions - both council and staff - operate this way". 

Another dimension of leadership was revealed in an exchange 
between the pragmatic Manager and the more vocal and 
confrontational board member. 

• "I remember the woman at the (Leaming) Forum who talked 
about being a smooth stone ... less resistance" (Manager) 

• "keep your head down you mean" (board member) 
• "yes, but also adaptable" 
• "don't make waves ... that is just cop-out stuff. Sorry if that's 

out ofline" 
• "I think what she was saying was not that you shouldn't take 

positions but that she can be more effective in her job by not 
always taking confrontational stands on things. That there was a 
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• 

way to have the waters still flow down stream and get things 
done but not always to feel it has to be done in an atmosphere of 
confrontation·· 

. depends on whether you read that metaphor as the water 
being the status quo. That stream may need to have its direction 
changed. And being a stone that let's the water flow over it is not 
going to change that direction"' 

There are obviously 110 .. righ1" or • .. but it may also not be productive to be the boulder or stone that 
takes the heroic stand ends up getting swept downstream. There 
may be another way to redirect the stream that takes a little 
longer. its important to choose your battles and realize you·re 
likely more effective to be effective if you can reach consensus 
and get agreement to take small steps in the direction you want 

.. wrong .. answers to this de bare. 
C11/ti1•a1i11g the judgment needed w 
know when ro rake stand,; and when 
to accept compromise is an 
imporram facet of leadership. 

to move" 

l1arification of Team Task 

Through discussion the following goal statements for the team were 
identified: 

1. engage more people in the process of shaping a vision for the 
Division (i.e .. needs assessment); 

ii. raise the public profile of the CHO; 
111. identify priorities within the existing CHO mandate; and. 
iv. deal with internal administrative. governance. and resource 

allocation issues. 

The team broke up into pairs, each one agreeing to work on one of 
the four goals. Appreciative Inquiry was used in each pairing to 
define propositions for moving ahead on the four goals. Each pair 
was to bring back a .. provocative proposition" to the group as a 
whole on each goal. 

The following four proposals emerged from this work· 

in order to engage more people a Culture and Heritage Festival 
should be organized. a high profile event that would involve 
every group possible; 

ii. in identifying Divisional priorities it was also suggested an event 
be organized, in this case a multicultural heritage festival; 

iii. to raise the Division's profile it was proposed that a Divisional 
logo be developed that could be used by groups to promote 
events and signal support and encouragement from the CHO; 
further that at an award ceremony be organized (to also double 
as a fundraiser event) at which the work of the Division and 
other local cultural groups could be profiled; 

iv to deal with administrative and governance issues it was 
proposed that the organization more clearly delineate Divisional 
and institutional roles and responsibilities; restructure the board 
by eliminating representation from local cultural organizations 
and replacing at least half the members (the other half still to be 
appointed by council) with elected representatives from the 
culture and heritage community. to be selected at an annual 
Culture and Heritage Forum. There was also the suggestion that 
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A,ty ow11 a11alytic:al 11eed to get at 
the "hig p1c111re" c:lar,jied wa.m 't 
shared hy others and was forci11g a 
level of a11a(v.m that 11wm 't 
helpful. Others had a dear e11ough 
grasp of the h1g picture to get 011 

with it.- "ready, fire, aim·· 1101 
"ready, aim, fire". 

Also germane: "We <.·011 ·1 think our 
ll'OJ-' to new ll'OJ-'S of acting. ll'e can 
011ly act our WOJ-' to 11ew ways of 
thi11ki11g" (Orr. l99i). 

Orga11i:alio11a/ change literature 
makes a strong poilll ahout groups 
needing to have concrete, ear(r 
.\11ccess to stay motivated. /11 
retrmpect many of the proposals 
that came forward from the retreat 
maJ-' have been too long-term: ,11/ 
were importalll and most quite 
concrete, but few that the team 
co11lci see some quick results 011 

the Division push for a fixed percentage of tax to be dedicated to 
the work of the Division. similar to that of the library community 

Individual team members were recruited to be lead on the four 
proposals. The Manager offered to complete a critical path based on 
these priorities. The team determined that a presentation should be 
made to the Culture and Heritage Board (CHB) at its September 
meeting. 

At the end of the afternoon the team conducted a team dialogue. 

In the community dialogue the researcher commented that based on 
the first round of interviews he had expected the group to be further 
apart on some of the .. vision-level stuff'. and his surprise how close 
together people were on these issues. He said he thought some of this 
excitement seemed to dissipate in the afternoon when discussion 
turned to concrete details. 

One team member said they telt just the opposite 

• "It's funny because I felt a lot more energetic this afternoon 
thinking about real concrete things .. Thinking about 
possibilities and ways of doing things. And I know that's me. I 
want to do a job and be able to see what to plan. The discussion 
this morning is important and meaningful but it's still a 
theoretical exercise to me. It's applying those ideas that gets me 
excited and interested. So it's when you started the timetable that 
I really started to get wakened up·· 

Several other team members agreed that energy was higher when 
talking about concrete acti\ities .. rather than ideas and goals" One 
commented that they found the one-on-one interviewing and 
conversation at least as stimulating as group discussions 

Another team member· 

• ··rm really tickled at the thought that we·re finally on to 
brainstorming about some concrete ideas and the direction we 
want to head is a direction of boosterism for the Culture and 
Heritage Board. It's like we've hit a point where we are feeling 
like this is a worthy thing and we really want to start pushing a 
high profile for it and giving energy to having it take its place in 
municipal affairs. I really firmly believe that culture and heritage 
in a lot of ways is the future of Peterborough. It doesn't have an 
awful lot left that can sustain it as a vibrant place. Culture and 
heritage is one of those things that could and I get excited when I 
see concrete steps being taken like let's plan an event, lets talk 
about recognition programs. lets hit those things" 
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The difficulty w11h 111forma1w11 flow 
011 the team. and ill the 
orga11i:a11011 more general~v. keeps 
rt!cu"ing in feedback. 

Are there .ftrategie.,; the 
organi;atio11 might tr}' to address 
thi.f i.Js11e ofinformation flow? 
Are there some creative 11.,;es of 
technology that might help'! 

Thi.f wa.,; a central insight, ,,nd 
especially important coming from 
someone who admitted difficulty 
delegating and investing time in 
inl't1lving others. 

Is this still an operating 
assumption for the Division? How 
might it be b11ilt on? 

The Approaching Storm 

The team met on September 5 to plan their presentation to the CHB 
the following week. It was clear momentum and continuity of 
interaction had been lost over the summer. In late August the 
Manager prepared a critical path summarizing the conclusions of the 
team retreat and establishing tasks. milestones and responsibilities of 
team members. But people were less engaged with issues than they 
had been at the retreat. 

Frustration was expressed with the process that seemed to have 
involved a tremendous amount of talk and reflection. but little 
concrete action. 

Two staff members were dealing with serious family illness which. in 
addition to the ongoing stresses of over commitment at work. was 
contributing to high levels of stress. 

One board member expressed frustration about such long periods 
between meetings. and so little information or communication 
between meetings. 

When the Manager focused on the critical path. which people had 
received but not digested. anxieties were reduced and the team was 
able to move forward. But a level of frustration remained. 

The Manager proposed that rather than trying to do all the work the 
team had identified at the retreat they might use appreciative inquiry 
to involve more people to build a shared "ision and commitment to 
the Division by interviewing key stakeholders. 

• "One of the challenges that we had as a team is that we keep 
trying to do it ourselves. And correct me if I'm wrong but I think 
the best use of our time and energy is to try to come up with a 
process to get other people to help do it. To involve more people 
in doing it ... [ keep coming back to it's nice to try to solve this 
problem myself or for use to try to solve it but then it's only our 
voice and it's not the community board or the board voice for 
that matter". 

The proposal was that the team would identify individuals to 
interview. including members of the nm. The results of these 
interviews would be brought back and consolidated into a series of 
"provocative propositions". part two of the appreciative inquiry 
process. The individuals interviewed would then be invited to a 
community meeting at which these propositions were tabled an 
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At the time I thought "these guys 
have real~v hit their strtde ". You 
spoke clearly about the i.v~mes, 
worked as a team, were all 
invofred in disc11s.'ii011 with the 
hoard I remember thinking wm,·' 
Then is all came unglued ..... 

discussed. Someone compared this to "bringing the Learning Forum 
to Peterborough'" 

It was decided the team would take a number of issues to the board: 

1. an update on the team· s work to date: 
ii. a draft definition of culture and heritage; 
111. the proposal regarding the use of Appreciative Inquiry for 

engaging more stakeholders 
1v the initial proposal for a Divisional logo and a special event to 

build profile; and. 
v some initial work on distinguishing the work of the PC\1A and 

the Division. 

Another team dialogue closed the meeting. 

• "it's getting easier .. we're working better as a team .. I listen 
better" 

• --we·re moving from solving problems to identifying tasks" 
• "we're beginning to share responsibility, not taking it all on 

ourselves we·ve changed from trying to figure-out everything 
about the Division and the board to designing a process for 
figuring it out" 

• --our meetings are still too far apart ... we need to be prompted 
by someone between meetings we need to keep the momentum 
going" 

• ··1 feel good about going away with concrete tasks ... 

The Storm - The Cultural and Heritage Board 
Meeting 

The Manager requested an extended meeting of the CHB on 
September 12 to report on the team· s work. A memo distributed in 
advance of the meeting provided an agenda and background material 
on the team's work for review This included copies of the critical 
path; the interview protocol including a brief description of 
Appreciative Inquiry: a chart intended to support an exercise aimed at 
distinguishing institutional (PCMA) from Divisional roles and 
responsibilities. 

One team member provided background on the LEARi'ITNG 
FORUM project. describing it more clearly than the Research T earn 
was ever able. Another team member presented a definition of culture 
and heritage, deaiing with an abstract and difficult issue with great 
clarity. Another team member had prepared a presentation on 
appreciative inquiry that was superb. Here the team was "firing on all 
cylinders". 

Then. several long-standing members of the board, including the 
Chair, "revolted". 
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There seemed to he many factors at 
play here:. problems of 
communication between staff and 
the hoard. differing \'lt'll'S on the 
priorities. some sense that the 
Board was not playing w; acril'e 
and high profile a role as se,•eral 
had hoped 

Another factor may have been 
simp(v differellf views of the world. 
Se,•eral of the hoard members 
seemed to he like concrete pro1ects 
and found the disc.71ssion about 
apprecrative inquiry and 
definitions of culture 111st too 
theoretical. 

I wondered after the meeting if the 
order of presentation might have 
made a difference. Would the 
hoard have reacted differelll(v had 
the team srarrt!d w11h the more 
concrete issues about separatmg 
museum and the Di\'isional 
activtty, and on the tangible evem. 
The discuss,011 of appreciative 
inquiry, coming hard 011 the heals 
of the discussion about the 
definition of culture, may just have 
hee11 too much to digest. 

• "We are putting the cart before the horse. We have accomplished 
nothing that in any way responds to why the board was put 
forward. Why the board was changed in the first place .... That's 
why rve been contacting people over the summer because I've 
felt we've been sining here for two years .. we can't even define 
what the board is to our own satisfaction. lfwe can't define it 
ourselves and we can't find our own direction and what this 
board feels is its mandate. how can we add fifty other people to 
the mess? 

The team responded. defending the process It was clear the board 
was not aware of the many of the initiatives undertaken by staff 
These communications issues seemed compounded by some 
personality conflicts between the Manager and the chair. The 
meeting resulted in all the issues that had been brought forward by the 
team being tabled There was great frustration on the part of 
everyone. 

A member of the team described the encounter as follows in notes 
from the meeting. 

• ·• .. the meeting was a disaster. Board members responded hastily 
to the concept of conducting Appreciative Inquiry interviews and 
felt that the approach we advocated involves too much talk and 
not enough action. ·we already know who we are, let"sjust do 
it'. Some board members seemed resentful that they hadn't been 
already involved in the process every step of the way. On the 
whole it seemed we took a big step backwards in our task. as it 
seemed the most important job ahead of us now is to mend 
fences" 

The Aftermath 

The team met several times through the fall to continue work on the 
goals identified at the retreat. But the momentum and confidence of 
the group carried into the September 12 meeting seemed diminished. 
The team expressed frustration that more wasn't able to be 
accomplished between meetings and people continued to be frustrated 
with the lack of time available to move work ahead. 

Nonetheless, a great deal of productive work took place. 

351 



ln retrospect the Researcher might 
have c:/arified that teams operate in 
different modes/or differelll 
purposes. Starhawk (1987) 
idemifiesfimr differelll groups tied 
to fimr differem group purposes: 
task groups. support groups. 
intimate groups. leaming groups. 
The team was working in all four at 
i·arious points in the process hut 
came to assoc.wte LEARNING 
FORl!!vl with only the /eaming and 
reflective acti\•ity. 

Were there other factors that 
accounted for the cooling that the 
learning history hasn't capt11red? 

Are they insights that might 

Appreciative inquiry interviews were conducted with the mayor. the 
Chair of the Social Planning Council. the local Chamber of 
Commerce, a Quality of Life Coalition. and with a newly formed 
committee leading the Greater Peterborough Area (GPA) 20/20 
exercise, a community economic development strategy. All generated 
valuable insights and suggestions. 

There was some slippage on planning for the special event but 
eventually an ad hoc committee on the special event met and 
proposed an evening event with live entertainment that would 
celebrate recent cultural accomplishments and serve as a fundraiser 
for the Division. There was considerable enthusiasm about these 
concrete plans. 

It was decided to use appreciative inquiry to interview and "recruit" a 
steering committee for the proposed Culture and Heritage Forum 
scheduled for the spring. 

There was also work done on the administrative and governance 
issues of separating Divisional and institutional functions and staff 
responsibilities. There was also good thinking done on distinguishing 
Di-.isional activity on the basis of those that staff were expected to 
take a lead on, those responsibilites fell to the board to lead. and 
those that were shared. The board was not being used effectively, too 
much of its time was being taken up with administrative matters and 
not enough with external advocacy. networking, profile building - all 
activities they were anxious to undertake. 

In January 1997 the team decided the fonnal team process should "go 
into hiatus" The team had come to see the research solely in terms of 
the reflection and reporting on the team's learning style and 
interaction. rather than also on the tasks themselves. 

The team discussed the upcoming Reflection Forum. There was only 
moderate interest expressed in participating. The notes from the 
meeting report the following: 

• "Members expressed growing frustration with the project, the 
process and the rate of progress. We've had virtually no contact 
with the other groups (following the Leaming Forum). It was 
suggested that the focus for the Forum should have been with 
different types of institutions rather than other museums. The 
team was reminded that we are attempting to do this through our 
application of appreciative inquiry. The team felt increased 
pressures both internally (within the group) and externally (from 
the September board meeting) to move from planning and 
analysis to action: from talking about it to actually doing it. It 
was suggested that by following a more rigid process that we've 
lost the flexibility to respond quickly to change in the political 
and economic environment and opportunities. There was general 
recognition that by trying to apply the practices of the Learning 
Forum to our task both processes suffered. The group is very 
product oriented and there is no sense of personal fulfillment 
because there is little tangil>le product at this stage. There was 
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inform other oroces.,;es and 
activity in the institution toda)'? 

This seems parado:m:al gn·en some 
of the 1e11sw11s over leadership 
style at the Dil'lsion. It may haw 
hee11 thal 1he Manager had begun 
w app(v some of the lessons he had 
drawn from LE.ARNING FORUM. 

It was clear durmg this pertod that 
1he Manager 's professional 
.satisfactio11 was being drawn 
i11creasinglyfrom 1he broader work 
with 1he Division, in parhcu/ar his 
work with the m1111icipality, ancl 
less wilh /he museum. He 
acknowledged this one day in 
reporting 1ha1 ill a co11versalio11 
with a museum colleague 1he 
colleague had obsen·ed thal 1he 
Manager would surely be movi11g 
011 s0011 lo a larger institution. He 
replied that the more exciting 
c:halle11ge for him was ill the 
municipal are11a, illlegrating 
culture and heritage is.mes more 
effeclive(1,· illlo community 

consensus that our dissipating energies be focused on the Special 
Events Committee and the Cultural Forum. The team should 
meet only to support and/or advance these projects or to honor 
its basic commitments to the research project". 

Recurring Dialogue With Manager - 1997-98 
Bi-monthly (on average) conversations with the Manager continued 
through 1997-98. During this time the Manager was steadily building 
support at City Hall and in the community for the work of the 
Division., this despite continued financial pressures on all municipal 
departments. He believed one reason for the growing trust and 
support was that 

··1 wasn·t seen as a team player before, now I'm seen as an ally". 

The most significant development for the CHO during 1997 was the 
resignation of the Director of the Peterborough Public Library and the 
Manager's appointment as the (part-time) manager of the institution. 
The relationship between the city and the Library Director and 
Library Board had grown progressively worse through the budget 
cutting and downsizing process. In the Manager's words. 

• "They just don't get it, they haven't read Politics 101 they're 
marginalizing themselves, winning the battle and losing the war" 

The Manager was seen as someone who could manage internal 
operations in a more collaborative and democratic fashion. The 
institution was organized in a hierarchical way, with narrow staff 
specializations and little ability to work outside these areas. He 
described the organizational culture at the Library as "closed and 
insular" 

He decided to use appreciative inquiry as a method for interviewing 
library staff. and securing their buy-in to the change in the 
organization. 

The Manager was also seen by the city as someone with a more 
community-oriented approach to library ser.ices, a priority if it was 
to build support and the possibility of alternate sources of revenue. A 
strategic planning process led by the Manager involving library staff 
and board identified the following priorities: higher public profile, 
stronger community links and stronger advocacy, improved ties with 
city council, updating of internal policies and procedures - all similar 
priorities for the CHO. 

In return for taking on management responsibilities at the library the 
museum was provided backfill money to enable part-time staff person 
to be hired to take up some of the administrative and other 
responsibilities of the Manager. 

Linking the library and the Division more closely also opened up 
opportunities for synergy. The library staff's expertise in information 
technology brought valuable additional skills and perspectives to 
those existing in the Division. Web site linkages and support was 

353 



development. 

The ,\,lanager was being validated 
ill his new role in the Division. 
However, other staff found 
themselves in a changed col1/ert, 
and one for which not all felt 
prefXIred. Others were not getting 
the same reinforceme,u and 
\'ll/idation as was the Manager. He 
reported that morale wa~ not great. 

negotiated with a local Internet service provider; this brought a 
donation of hardware and free Internet service to interested 
organizations. The Manager was able to represent the interests of a 
network of stakeholders in negotiations with the local company. 

Other accomplishments (not exhaustive) during the 1997-98 period. 
organized according to the three broad CHO roles: 

Responsibilities related to manageme/11 of PCMA • 

• continued praise forthe museum· s education programs: 
• upgraded PCMA (and CHD) web site. and growing community 

use of the site; 
• the Archives assumed formal responsibility for the historical 

records of the City Clerk; 
• leadership with a consortium of community museums in Ontario 

in the production of traveling exhibitions for rotational use 
through their own institutions and for use by other museums (an 
initiative funded by the federal government); 

• improvements to the physical plant - an upgraded driveway and a 
new roof for the museum; 

• construction of the Heritage Pavilion outside the museum to 
serve as a site for museum programming and a perfonning ans 
venue; 

• secured resources for part-time Program Assistant. Museum 
Clerk and contract cleaners. 

Responsibilities related to providing support and assistance to the 
City on culture and heritage issues: 

• the inclusion of a CHB member on the Civic Awards Committee; 
• coordinated input from the culture and heritage community to the 

GPA 20/20. a key municipal priority (the cultural community had 
a larger turnout at community meetings than any other sector); 

• the addition of representation on the CHB from the library and 
the Native Friendship Centre; 

• successful mediation of a conflict between a downtown property 
owner and a cultural organization that would have meant the loss 
of a perfonning arts space (served as mediator at the request of 
the City); 

• protected Community Project grants slated for elimination by the 
City; a representative of the CHB invited to join the Committee; 

• at the request of the United Way assisted in adjudicating 
community grants; 

• at the request of the mayor joined a Waterfront Development 
Taskforce. a key municipal priority linked to downtown 
redevelopment; 

• at the request of the Mayor appointed to the City's Millenium 
Project; 

• more applications were received to serve on the CHB than any 
other municipal board or advisory committee; 

• the Manager was invited to give a presentation and lead 
discussion at a meeting of the Mayor's Committee on the Future 
of Peterborough; 
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How does tlriv list of 
accumplis/rment.v make vo11 feel 
abo11t the work oft/re PCMA and 
tire work oft/re Division? 

Do pride in tire accomplishments 
in one carry over into tire other? 
/(not, what pret•ents them from 
doing so? 

The pre.~.mres are real. and 
impossible to deny. But the best 
managers somehow find ways of 
creating the time and "p.\J•chic 
space .. needed to reflect and plan. 

The Manager acknowledged that 
one of the reasons he was as 
prepared as he was to exploit 
oppommities with the new Division 
was becawie he had !ip!lll time 
reflecting, "theori=ing" about 

• the CHO and the library moved from the bottom to the top of the 
list of agencies in line for computer upgrading; 

• mediated negotiations between the city and the Peterborough Art 
Gallery that resulted in the Gallery returning to previous funding 
levels. 

Responsibilities related to community cultural planning and 
developmem: 

• supported and facilitated a cultural tourism and joint marketing 
strategy for local culture and heritage groups under the umbrella 
of"Celebrate Canada in the Kawarthas (this initiative was seen as 
one of the most positive concrete results to emerge from the 
GPA 20/20 process), 

• organized and facilitated a .. Culture Matters" Roundtable for the 
visiting provincial Liberal culture critic; 

• organized and coordinated a Mayor's Reception for the ,,;siting 
Ontario Minister of Culture; 

• participated in planning the Pathway of Fame. an initiative to 
recognize local artists and community leaders; 

• coordinated a meeting with the Ministry of Natural Resources 
(MNR) to organize public art and heritage exhibitions in a local 
MNR building. 

The Manager was increasingly sought out by cultural organizations to 
serve as a "broker and facilitator in dealing with the city" 

The Cultural Forum took place as a joint initiative with the 
Peterborough Arts Umbrella. Although not ruling out the possibility 
of continuing the Forum as an annual event the Manager felt some of 
these ongoing acti\ities and relationship building might well have as 
significant an impact as a more formal process. 

He reflected on the team· s frustration with the research process: 

• "in light of all the uncertainty and financial pressures there is no 
time to sit back and reflect or plan. we have to seize 
opportunities as they arise and run with them. It's hard to stay 
focused on rethinking your mandate when you have doubts if 
you'll even exist tomorrow .... He did acknowledge that he felt the 
Division was still trying to figure-out .. what business we·re in. It 
was easier in the museum. we had some sense of the museum 
business. [ think people are less clear just exactly what the 
business of the Division is. but I think we'll figure it out as we do 
if" 

Despite the disillusionment he felt the experience had been positive. 
There had been a need for 
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issues of local c11lh1ral govema11ce 
over many years. This combined 
with his i11volveme111s outside the 
community in the museum and 
heritage fields gave him access to 
new ideas and perspectives that 
increased his capacity to act 
effectively a11d decisive(r when 
opportunities arose. Leadership 
was possible hecm,se time for 
reflection and new ideas. 

• ··much better communication within the Division about our 
activity and the larger context for the change in mandate and the 
project has forced us to confront this ... I think we're better for 
being involved, but you can't assess the changes overnight" 

He reflected that as a result of the process he felt 

• (he was) "listening better and delegating more .. ifl'm to 
survive in the new position I have to delegate more, give away 
more responsibilities". 

In meetings with staff, the CHB and community groups, 

• .. rather than managing the meeting and assuming responsibility 
for follow-up I ask them what they want to accomplish and help 
lead a discussion about the options for doing so" 

Again on the Leaming Forum and follow-up: 

The am,wer to the first queshon I • .. I think we really got confused about what were Leaming Forum 
activities and what were our tasks ... in other words could you 
have had the Forum without each team having specific tasks. I 
think it might have worked better if teams had been working on a 
similar task . human resource issues. revenue strategies, new 
community expectations". 

believe is 110. The link hetK'een the 
c:onc:rete, real task facmg the 
institution was c:rtlical. 

Might it have worked heller if 
teams had been working 011 similar 
tasks? Po.,;sihly. This wa,; rejected 
because we didn 't want to force 
i11stit111io11s illlo a pre~efined ho:r. 

Sei-era/ things 1l'ere teamed from 
the Leaming Fon,m. First. 
technology can .\11ppleme111 hut not 
replace physical proximity and the 
opporrumtyfor <>/ people commg 
together face-to-face at regular 
il11ervals to renew relat1011sh1ps, 
lean, from one another and 
generally generate enthusia,;m. 

Second. that communities ca11 't he 
willed illlo existence. If there is a 
felt need for them they will form. 
The project failed to generate a 
sufficiem experience of felt need 

The research might a/so have been 
dearer about was the distinction 
between "single-loop "and 
"'double-loop" lear11i11g. !11 the 
more familiar single-loop /eaming 
a group tries to understand SfJt!cific 
iSl11e or problem and attempt to 
solve it. /11 double-loop learning 
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the team moves hack through the 
process they 'i-e just used to soh-e 
the problem to try and 1111dersta11d 
the assumptwns that lay behind the 
grm,p 's thinking. Double loop is 
more difficult and demanding, ,md 
1101 productive for everyone. The 
bias of the researchers ll'as that 
many of the illlractah/e problems 
faci11g museums required the kind 
of fimdamenta/ re-framing of 
issues double-loop learning makes 
possible. But people must have 
co11jide11ce they are first dealing 
ll'ith co11crete problems. At the very· 
least the researchers might haw 
been dearer about the disti11c1io11 
and possih(v have identified our 
h_lpo1hes1s more c/ear(v. 

We all c/i11g to the (false) hope that 
learning and change will he 
straightforward and linear. The 
ll'orld doesn't cooperate .. Cooper 
et al. (199 i) refers to /eaming as 
"slow sedime/1/ary activity"; a 
seed pla111ed 011e momelll may 1101 
germinate ulllil years later. This is 
difficult to keep in mind and 
appreciate in the pressure of day 
life at1dll'ork. "p!iychic !>pace" 

Due to the high number of people wanting to serve on the CHB the 
Division was able to benefit from a .. crop" of young, energetic 
community representatives who were bringing energy and fresh 
perspectives to the Division. The Manager describes them being 
better able and more interested in larger policy perspective, more "big 
picture people", and interested in getting involved in a hands-on way 
in specific activity. They were also .. young Liberals" more connected 
to the new mayor than the old. At the Manager's urging Board 
members were increasingly replacing him on key committees. such as 
the Waterfront Development Committee. He saw his job increasingly 
as 

• "building a web ... it's about public relations, its about politics. 
its about building relationships" 

There were still challenges bringing cultural issues into municipal 
government's consciousness. Despite the strong turnout from cultural 
groups in the GPA 20/20 planning exercise there was no mention of 
cultural issues in the vision and strategy. There also continued to be 
stereotyping and balkanizing of different interests in the community. 
For example, the Social Planning Council did participate in the 
strategic planning process but came to feel, with some justification, 
that the process had been "captured" by the business community. 
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One indication of the change in perception of the Division was 
reflected in coverage in the local paper. At the beginning of 1997 the 
Manager was still being called the Manager of the Museum. even 
when he was doing Divisional business. By the beginning of 1998 he 
was described as .. the city's leading cultural bureaucrat". 

The cultural area was the only area in the municipality where there 
were recommendations for increases in budget in the 1998 budget 
review process. During the Division's intervention in support of 
restoring cuts to the Peterborough Art Gallery there was some 
discussion about the possibility of the institution reponing through 
the CHO. The ideas were rejected as premature but there was also 
concern expressed at city hall about the Manager having too many 
facilities to manage. As the Manager commented reporting 
relationships were not the same as line management. Council still had 
difficulty separating the Divisional planning function and reporting 
relationships from functional operations. The .. edifice complex" was 
still alive and well. 

In light of the facility-bound perceptions of the city he wondered 
.. how do we put a building around the Division"" 

The difficulties signaling the unique work of the Division also 
reinforced the need to find ways of reporting on Divisional activities 
in a more powerful and compelling way that might help challenge 
these perceptions 

This led the Manager to wonder if the time had come for him to move 
to his office out of the museum and library to in city hall. in order that 
"I'm seen as more ofa city person". He had considered this step a 
year before and rejected it as premature. He now felt it might help to 
change perceptions and build support for the view that as he took on 
more city responsibilities some additional resources were needed at 
the museum. 

Third and Final Interviews 

The Peterborough Story, as it had been compiled to this point in the 
research.. served as the basis of one part of the final interviews. 
utilizes the Leaming History format to present the results of research 
to date as the basis for final interviews with team members. On the 
basis of the Story People were asked to reflect on when the team had 
been at its best, when the Division had been at its best. and when they 
as individuals had been at their best during the Story. So as not to 
filter out negative facets of the process people were also asked to 
identify the most difficult or frustrating moment. and anything they 
felt in retrospect might have been done to overcome those 
frustrations. 

The second part of the interview focused on three more focused 
issues and themes. 
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This response came as a surprise. 
This team member was the person 
at the retreat who commemed that 
she had been energi:ed hy 
pragmatic disc11ssio11 about action 
a11d discouraged hy "abstract a11d 
theoretical" q11estions like 
definilio11s of culture and heritage. 
When m1d how people learn is 
1111predictable; ideas may surface 
at 011e moment b11t only later take 
011 relevance and meaning for the 
/eamer. 

Interviews were conducted with the four full-time staff and one of the 
original three board members that formed the original learning team. 

General Response to Learning History 

Positive Response to Learning History 

All team members found the Learning History a valuable synthesis of 
the team's work, both the substantive issues and challenges facing the 
CHO in fulfilling the mandate. and insights gained into organizational 
learning and team dynamics. Negative feelings about the process had 
fallen away People seemed pleased and proud of the distance they 
had traveled as a team during the period covered by the Learning 
History. 

• "the story is beautifully documented ... it brought back lots of 
ideas and insights from the process that rd lost sight of . . we 
need to review it as a team ... it isn't enough that you're 
reviewing this with us as individuals" 

• "this could serve as an extremely valuable resource for the board 
many people still don't have enough context or history on 

where the Division came from and some of the issues it faces" 
• "this is a frank, fair assessment . . I found it hard to put down . . I 

want to use it with my students .. it provides an accurate picture 
of what happened to this museum ... but it also serves as a really 
useful introduction to museum leadership issues, to the evolution 
of museum roles in the community ... to governance issues ... it 
was also good therapy for me " 

The Learning History rekindled interest in discussing issues facing the 
organization. together with matters related to interpersonal 
relationships and team dynamics. 

Structured Questions 

i. Team at its Best 

This question evoked fond reflections on the learning process. Earlier 
cynicism and alienation about "too much reflections" had fallen away. 

• "at the retreat ... especially when we were discussing different 
definitions of heritage and culture ... that felt like we were really 
together as a team ... people were relaxed and comfortable and 
productive ... " 
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This response from the Manager is 
also revealing. I felt the board 
meeting had been a major blow to 
the confidence and mome11111m of 
the team. This reminds us again 
that the meaning and significance 
of ewmts are never fixed or static. 
Meaning turns 011 the need,; of the 
obsen•er in a specific co/lle:rt at a 
.,pecific momem in time. 

The i11dil'id11a/ played a gro1111di11g 
role/or the team. commual(v 
urging it to return to focus 011 

pragm,mc. everyday c:onc:ems and 
prob/em-solving. This relates to 
differmg leadership roles and 
requiremems in the orga11i=atio11 
addressed he/ow. 

• "we were at our best at the Culture and Heritage Board meeting 
... we were all pumped ... everyone was performing well ... we 
were supponive of one another ... and we took the setback in 
stride ... this last pan was as important as the first pan for me .. it 
demonstrated we were a team and could come back from a 
setback .. •• 

• ··we were at our best when we were pragmatically solving 
problems together ... getting the work done ... we were also good 
when we were supporting (the Manager) and helping him stop 
second-guessing himself' 

ii. Division at its Best 

People responded enthusiastically and with pride in the achievements 
of the Division. This was the case even among those staff whose 
professional identities had been more closely tied to the museum and 
to traditional museum functions. Confusion regarding Divisional roles 
and operations had not disappeared but there was greater optimism 
and commitment expressed to resolving them. A common theme was 
the centrality of the Di"vision • s role in building relationships and 
networks in the community. 

• Celebrate Canada in the Kawanhas~ .. it was a concrete 
event, it built profile for the Di"vision. for culture and heritage 
issues in the city generally and for panicipating organizations 
it showed the benefits of collaboration ... it's about building 
relationships .. 

• •• ... a meeting last week of educators from cultural organizations 
in the area .. 21 people came out ... it showed that a lot of work 
building relationships with people over the years paid off .. at the 
time I wondered if the time invested was worth it ... this proved 
it was" 

• "during the Roy Studio Collection' ... here you had a volunteer 
committee of the CHB coming together to lead a community 
fundraising campaign, raising a lot of money ... with no previous 
experience -with fundraising . it built profile for the Division . 
we didn't succeed at the time but it showed the board and the 
community could pull together .. the irony is we may still get the 
collection". 

4 A joint marketing and promotion project facilitated by the CHO. 
5 The campaign to purchase a local historical photography collection. 
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The different kinds of 
accomplishmellls people rook pride 
in also reflected the different 
leadership roles idemified in the 
Starhawk ( /987) framework, 
discussed below: 

This individual .~w the 
imerpersonal issues more c:lear(r 
than anyone else hut was unable to 
raise them in the organi=alion. At 
the Learning Fon,m, for a variety 
of reasons - including the 
Managers • ack11ow/edgme11t of Jus 
own v11/11erability this team 
member was able to overcome 
these inhihitiom. It was 1101 to /a.w. 

TT1is shift seems an mcredih(r 
importalll .\ymho/ of the changed 
perception of the nrga11i:atio11 011 

the part of the City. 

This seems an importallt insight. 
The Manager identified the three 
hoard members because they were 
seen as younger members, with 
fresh perspectives and new ideas. 
This was a logical decision at the 
lime bur did serve to reduce buy-in 
from others 011 the hoard more 
connected to the past traditions of 
the organi:ation and the 
community. 

iii. Personal Best 

People were more hesitant and tentative in offering moments when 
they themselves had been at their best. 

• "last week when all the educators came together ... this is the 
stuff that really interests me .. also when we were confronting 
the personal issues at the Learning Forum ... that stuff is scary 
and we were confronting it together . . I was at my best when I 
was hopeful we could change the way we worked together ... I'm 
not so sure anymore we can ... •• 

• "getting the clerk's records was the most satisfying .. we've built 
a lot of credibility with the city in the last year .. we'd tried ( to get 
the record) before and the city stonewalled ... this time they saw 
us more as part of the c:ity so now in their minds all we were 
doing was changing the location ... this is symbolic .. the most 
personally rewarding thing for me is my role professionalizing the 
archives ... they used to be pretty hokey ... mostly used by 
genealogists but not really serving others in the community . like 
academics and scholars. other researchers . . . this has changed" 

• "during the Library strategic plan . . I took a lot of what I'd 
learned from our process and from the museum and was able to 
apply it ... l think I can now take some of what I've learned at the 
Library and bring it back to the museum and the Division" 

• .. when I was able to get together with other people who do my 
job . other curators and talk about job specific stuff ... l was 
disappointed we didn"t have more time to do this at the Learning 
Forum" 

iv. Worst Moment 

There were no generalized complaints about the process overall. such 
as .. too much reflection .. Instead the focus was on quite specific 
incidents that had been setbacks for the team and its work. 

• .. the Culture and Heritage Board meeting ... I couldn·t believe 
the response ... we made a mistake only working with keeners 
on the board ... it we·d had one of the old guard who were more 
skeptical and who reacted so negatively at the meeting we might 
not have been taken by surprise ... we might have built some buy­
in from the old guard". 
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My own i11terpretatio11 of this 
momelll wa~ very: differelll and 
more positive. I felt the Manager 's 
illlelll Mm to signal that he felt he 
did/eel supported, while still 
acknowledging he had to learn to 

work more collaboratively. The 
more decisiw negative momem in 
terms of undermining tn1st from my 
perspective was the Manager's "[ 
may have to fire you someday" 
comment of the Manager later 111 

the meeting. 

This is a useful reminded when 
there is a tendell(.y to di.\parage the 
growth i11 professional a11d 
operauonal sophistication at the 
expense of probing missions and 
"'first prmciples .. 

• "'at the Leaming Forum just after we got the scary personal stuff 
on the table ... I felt really inspired ... then the Manager shut it 
down . . I said something about his leadership style leaving him 
alone at the top .. and he said he didn't feel alone ... I thought 
he was shutting me down .. that's when I lost hope about us 
working together differently" 

• "my frustrations are never with people ... the worst moment was 
the downsizing ... here we are going through this really 
progressive process that's invigorating for everyone and then you 
get hit with the cuts ... but I'm convinced that had we not been 
so outward looking as an institution we'd be a part-time facility 
today .. and maybe not have any of the current staff .. 

• "the moment (the Manager) announced he was going to manage 
the Library ... we're still not clear how to deal with his 
responsibilities . . . the delegation and responsibility is not clear'' 

v. Overall Accuracy of the Leaming History 

People generally felt the story accurately captured the experience the 
team had moved through. There were cenain elements they felt might 
have received more emphasis. 

• "the story doesn't really describe education programs or give 
enough indication of how much work goes into developing 
programs . . I disagree that exhibitions are mostly collections 
driven ... many of the temporary exhibitions are brought in from 
other institutions .. we build a program around every temporary 
exhibition .. it's a collaborative process with a group of 
interpreters" 

• .. greater emphasis on the Fleming program .. it's an incredibly 
imponant part of the organization .. we couldn't do what we do 
without them .. " 

• "the deaccessioning incident in the 80's needs to be emphasized 
more ... it was really a blow to the organization .. our credibility 
suffered a big blow ... we had a lot of rebuilding of trust to do ... 
the Manager has done that" 

• .. more on the management and leadership issues ... this is a really 
imponant pan of the picture for me ... the Learning History has 
made me reflect more on this again~. 

vi. Overriding Themes from the Interviews 

Significance of Group Dynamics 

There was no explicit prompt for people to reflect on the team· s 
working style and group dynamics. But people nevenheless felt 
compelled to reflect on these issues. Comments reflected pride that 
some progress had been made, while acknowledging there were still 
problems to address. 
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This commem has enormous 
resonance for the shift in 
perspective that some people. 
including ml!, had at the Leaming 
Fon,m. For example. valuing 
silence. greater humility, ··raking 
the temperature doK·11 " and respect 
for the \'iews of the other, among 
others need to achieve is a major 
harrier to thinking and relating to 
others. The ohsen·ation !hat it is 
deeplr rooted III the culture, is also 
insighljul. 

The praclical ccmstraints in small 
organi:ations are an importa/11 
reality check in considering 
alternative work models. 

This is a valid criticism of the 
story. Although the story pomts to 
problems of tradi1io11al leadership 
style, in some w~·s it fell vicflm tu 
the ver}' models it c:ritici:ed. 

This seems an ertraordinari(r 
telling observation of the isolation 
of actil'ities. as well as a practical 
!mggestion for gelling at change -
i.e., the review of Joh descriptions. 

• .. we are communicating better . . . the Manager has changed . . he 
now asks at the beginning of meetings who wants to chair? we 
still don't have enough meetings ... but when we do they're better 
... ( the Manager's) trouble is he just thinks too fast .. he sees an 
issue and the best and fastest way to deal with it and it's just really 
tempting to say 'here·s what we should do' .. he's trying not do 
this as much but when you see your way through something it's 
hard to keep silent ... sometimes the group will find its way 
through ... sometimes it won't but you have to let it try ... we all 
have to have more humility about having the right answers ... we 
all have such a personal need to achieve ... to get recognition for 
our work as individuals it's so deep in the culture it· s really 
hard to fight" 

• "we still have issues to get back out on the table ... the leadership 
issues that came up at the Leaming Forum . we need to get back 
to this ... but we need some kind of skilled facilitator . . it not 
easy to do on you own .. you need someone with specific skills" 

• "we still have issues of trust to face .. it· s a lot better than it used 
to be . but it· s still not there yet . 

• "we still work in isolation .. in a small institution everyone is so 
busy we just end up saying 'OK I'll do this. you do that" .. you 
divide up the responsibilities instead of thinking about how we 
might function as a team . . . it tends to separate you because it 
seems the most efficient use of time ... it isn't always right but 
that's what happens" 

• "it read like an accurate description of the process ... my only 
criticism is that the voice of the Manager is more prominent than 
other staff ... I'd have liked to see a little better balance". 

Functional versus Mission Focus 

The tensions between traditional functional responsibilities and a 
more mission-driven organization continue. Several staff with specific 
functional responsibilities argued. convincingly. for not "throwing out 
the baby ... ".a better balancing of functional and mission-driven focus. 

• "we do function as a cross-functional team around some of the 
public programs ... but with collections issues you have more 
specialized attention ... both the museum collection and the 
archives . . there are issues of professionalism and the integrity 
of the collections that we can't lose sight of ... it's important that 
city hall and the community see that not just anyone can walk in 
off the street and do these jobs" 

• "no one on staff has ever seen an education program .. they really 
don't know what I do ... they don't know what goes into these 
programs ... the choice of temporary exhibitions really falls to ( the 
curator) ... it's in her job description ... sometimes we talk about 
possibilities .. but it's really her job .. we could be collaborating 
more planning exhibitions" 

363 



Yes, yes, yes. 

This wa\' a new, and importalll, 
i11sigh1. Again emotional is.mes 
prm•ed inseparable from more 
"rational" forces for hlockmg 
change. 

Sei·eral suggestions related to 
staff's relarionshtp to the CHB. 

Although there wa\' hesitanc.y in 
formali:ing Divisional roles earlier 
in the process the time may now he 
right to revisit this decision 
through mechanisms like job 
descriptions. 

An educational f1111clio11 for the 
Division is in keeping with the shift 
in cultural p/a1111i11g addressing the 
functional to needs of the local 
cultural system, see categories in 
solllh Etohico/ce C11/t11ral Strategic 
Pim, (above). 

• "it isn't just about missions and organizational theory ... it's about 
who we are as individuals and how we work together . " 

An unanticipated link was made between professional insecurities and 
the functional focus. 

• "some of the staff feel insecure about our degree of 
professionalism ... I see students coming out of the Fleming 
program with all these skills and all this talent and I think it makes 
us feel ·what do I really know"" 

Institutional (PCMA) and Divisional Roles 

People were still struggling with how to balance roles in the museum 
and the Division. But rather than simply analyzing the problem 
concrete suggestions emerged about what might be done 

• "staff still feel pretty isolated from the board ... I've only been to 
two board meetings in two years . 

• "from the perspective of the board I think the staff with the 
exception of(the Manager) still think of themselves mostly as staff 
of the museum not the Division . . we still need to do some work 
here" 

• ··we need a sub-committee of the board to deal just with museum 
issues ... the Culture and Heritage Board needs to focus on larger 
issues . . . not get dragged into the detail of the museum . . . but 
there are museum issues we need to focus on . . . PCMA should be 
like the other organizations represented on the board ... each of 
them have their own boards or management committees ... the 
museum should too" 

• "we can still do more work just bringing the different groups 
together ... building the network .. I'd like to see a bigger role 
for both PAC AC and the Art Gallery in the Division" 

Other practical suggestions and observations: 

• "we need to be looking at the possibility of Fleming students 
helping with the work of the Division as well as the museum" 

• "we need to go back to look at job descriptions . . these really 
haven't been reviewed since the Division was established ... 
revisiting job descriptions might help us get at the separation of 
functions .. might help us look at ways of working together 
differently .. it could also help clarify Divisional responsibilities 
... the Division needs more of a operational structure" 

• "(re. the meeting of area educators) ... I was confused because I 
saw this as me doing the work of the Division but the Manager 
said afterwards the Division didn • t have any mandate for 
education . . . that this was institutional . . . l thought l was doing 
the work of the Division .. and was happy to be doing it'". 

• .. the board has also begun to talk about a cultural master plan and 
l find that an exciting prospect ... we still aren't functioning 
cohesively as a board ... I think the planning might help us pull 
together" 
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The eagerness of staff to he more 
inmlved in Divisumal pla1111111g ,s 
a strtking change from the 
beginning when all'riety aho11t 
increased workload,; overshadowed 
all other co11sideratiom. 

This is rel'ealing. Numbers of 
visitors. exhibits. education 
programs are 1101 outcomes. hut 
rather outputs. They describe the 
activity 1111dertake11 htll not the 
impact or re!.11//s of that activity in 
terms of public benefit. Much of 
the reporting of performance in 
museums and other cultural 
orga11i:atio11s remains focused 011 
m1tp11ts rather than more 
mea11i11gf11I outcomes or public 
benefits. This is again related to 

Priority Setting 

There was much more confidence and determination on the part of all 
staff to make choices and establish priorities, and specific suggestions 
for how to do so. 

• ..... we have too ambitious an exhibition schedule ... we invest a 
huge amount of work developing programs and then sometimes 
the exhibitions are only here for a few weeks . we don't exploit 
them as much as we could for attendance, revenue ... " 

• . once a year at least we should re-.,iew what we said we'd do. 
what we did, what things we did that we didn't expect. and what 
we want to do next year both staff and the board need to do 
this .. staff don't interact with the board enough" 

• .. the Division is spread too thin .. (the Manager) at first felt we 
had to build the profile of the Division at the city ... so we got 
involved in everything .. sining on this committee. that task 
force .. we have enough credibility now to say ·no we'll pass 
on that one . . I have these things on my plate that are more 
important· . I think our involvement with many projects is 
pretty shallow .. they• re not really our initiatives .. the staff and 
the board need to more involved in priority setting" 

• ··we need someone at city hall who can focus exclusively on all 
these city projects and committees, that should be the focus of 
(the Manager's)job .. we need more of an operational structure 
for the Division .. 

• "we· re still not facing the resource issue and the level of activity 
we're still trying to do too much and keep too many people 

happy ... we need to identify what the priority issues in the 
community will be over the next year and commit to them 
then when the board or the city come and say 'here .. do this' we 
need to be able to say ·no that's not a priority now· the work in 
the community is Divisional .. we need a clearer separation of 
institutional and Di\isional work .. 

The need for priority setting was linked in the mind of one member 
with the need to be able to report more clearly on outcomes in both 
the museum and the Division. The latter were still felt to be more 
difficult. 

• "we knew what the outcomes were we were trying to achieve for 
the museum ... numbers of visitors ... exhibitions, education 
programs . we·re a lot less clear what they are for the Division 
... maybe if were clearer we· d be able to define priorities ... we 
might also be clearer about how to report on the activities of the 
Division ... it's hard to capture what the deliverables are for the 
Division~. 
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the traditional Ju11ctio11al defi11itio11 
of orga11i:atio11al idemity in 
museums. 

This is not to minimi:e the 
difficulty capllfrmg the outcomes of 
the Division, which is a rec:11"i11g 
theme in discussions. 

Can vo11 think of some way to 
approach the i.u11e that might also 
provide a framework for reporting 
c11/t11ral actfrity across the 
community? 

Are there ways of addressing these 
leadership issues in the absence of 
new monQ• to hire a replacement 
Manager al the m11.<,e11m? 

Management and Leadership 

The Manager reflected on these issues at some length. 

• "(the Learning History) made me reflect again about differences 
at the two institutions .. at the museum I feel like I'm still micro 
managing ... paying more attention to the details of operations .. 
where as at the Library it feels more like macro management .. . 
more big picture stuff. both are needed .. it's not either/or ... I 
find moving back and forth between the two gives me perspective 
on both" 

• .. l think about managing as a continuum of activity . from 
planning to organizing to leading to controlling .. you need to be 
doing all these ... I also think about the skills of a manager ... 
you need conceptual skills, technical skills. people skills ... no 
one on staff (at the museum) has all these things but there is a 
mix of skills there·· 

• "there is a leadership vacuum at the museum rm not sure 
what the solution is ... people don't seem willing or able to 
assume different roles •• 

Leadership issues were also an issue and a concern for staff. 

• .. morale suffers because there's a vacuum ofleadership ... the 
Manager·s more tied up at the Library and we don't get as much 
of this focus ... l feel the difference when's he's not here ... we 
need more opportunities to get together to work through issues 
and to get our frustrations on the table" 

• (the Manager) is only here half as much as he used to be because 
of the Library and we haven't fallen apan .. people can take on 
more responsibility ... but we're stretched pretty thin ... and we 
still work pretty much on our own" 

Managing Change 

This theme was the primary focus of the Manager's reflections. 

• ··1 found myself thinking that the word 'change' isn't precise 
enough ... it doesn't convey the different kinds of change an 
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These reflections seem an 
insightful !>71mmary of some of the 
cemra/ conclusions of the research. 

Overall I was struck by how 
powerful a tool the Leaming 
History had been as a catalyst for 
organi:ational /eammg. This 
raises the issue, noted repeatedly in 
the literallfre review, of the need to 

systemati:e orga11i:atio11al teaming 
practices. More formal cha1111e/s 
for sharing i11formatio11, reflec:ting 
individual(v and collective(v 011 
is~71es, and acting 011 the re!>11/ts of 
this teaming actii'ity are needed 111 

orga11i:atio11s. The call 011 the part 
of several staff for morefrequelll 
pla1111i11g sessions for the staff and 
the board are one mechamsm, hut 
there need to he others that are 
imegrated more 11110 day-t<Hiay 
work. 

There commues ro he a te11de11c.:r 
011 the part of most staff lo 

underplay the importance of 
emotional issues and dynamics. 
People on the whole are still more 
comfortable examining questions 
related to orga11i:atio11e1/ purposl!s, 
stn1ct11res and priorities. One staff 
person, while thoughtful a11d 
insightful abo11t these iss11es, 
seemed unable or 1111willing to rats/! 
them with others. 

vii. 

organization goes through . . . I was reminded of the anicle on 
evolution and revolution in organizations ... change is never 
constant or predictable ... you can have slow evolutionary change 
like the evolution of the PCMA into the Division over time ... but 
then you get revolutionary change being thrust upon you ... like 
the Library changes, like budget cuts ... like losing staff ... you 
have to be ready for both and not be frustrated that things don't 
proceed in a linear way ... the world isn't like that although 
sometimes l think we think it will be" 

Summary of Themes 

Overall the interviews provided strong evidence of organizational 
learning having occurred. There was greater clarity about and support 
for the Divisional mandate. Although issues remained about and the 
balance of institutional and Divisional responsibilities there was 
consensus that all staff had responsibilities to both. 

There had been progress in altering interpersonal dynamics. There 
was greater confidence on the part of staff to define priorities and 
insistence on the legitimacy of doing so. This represented a growth in 
willingness and readiness to challenge organizational authority. The 
Manager was working in more consultative and democratic ways, 
although seemingly with greater success at the Library. where he was 
less encumbered by organizational history. 

Lateral communication across museum functions had improved but 
still had some distance to go. 

Focal Research Themes 

i. Ideological Paradigms and Belief Systems 

Burrell and Morgan's ( l 979) matrix of ideological paradigms and 
belief systems formed the basis of these questions. It is a useful tool 
here because it speaks to two dimensions of the "identity crisis" 
facing the organization. The subjective-objective axis is relevant to 
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The challenge of dealing with oral 
history and 11011-physic:al 
col/ecticms is a practical 
explanation of why most museums 
have co11ce11trated phy.m:al 
artifacts. 

The ice cream metaphor is 
powerful. especially so because it 
was made by the board member 
who had been the most critical of 
the conservative community values 
and norms in Peterborough. 

the traditional functional orientation of the museum. an orientation 
more focused on physical collections and care of these collections 
rather than on the knowledge and meaning that can be derived from 
them. The second axis addressing power relations is relevant to the 
fundamental conservatism and reluctance to challenge authority and 
local power relations that characterize most community museums. 

Subjective-Objective Orientation 

Traditional museum purposes and practice would predispose 
individuals to fall on the objective side of the continuum; these are 
people for whom the world is an objective reality, where things can 
be understood in straightforward ways, and where causal 
relationships can be defined and understood. Three members of the 
team saw themselves just slightly on the objective side of the 
continuum. The two staff members responsible for collections were 
two of the three, the Manager the third. 

The other two team members located themselves on the subjective 
side of the continuum. although only modestly so. These individuals 
signaled an greater interest in subjective experience and a more 
constructivist approach to human understanding,. For them 
knowledge exists "in here" not .. out there"'. 

The objectivist perspective: 

• .. the central resource of the institution is the collection but the 
collection needs to be relevant to people ... and I realize the 
collection isn't representative of the community ... the story of 
unions, ethnic groups and other themes are missing ... a lot of this 
collecting is trickier ... involving oral histories etc. . .. archives are 
actually further ahead on this than museums on dealing with these 
issues .. 

The more subjecfr•,ist view: 

• ·Tm more interested in exploring relationships and multiple 
meanings in the community ... I want to challenge people· s 
comfortable assumptions about Peterborough ... it's a much more 
complex place than anyone acknowledges ... it has a much more 
sophisticated mentality than we give it credit for ... it takes real 
sophistication and care to interpret it ... when I was working on 
the heritage inventory and collecting oral history I was amazed at 
the richness of insight ... at the public wisdom ... it was like 
Hagendaz ice cream .. the first few spoonfuls are great ... but then 
you get overwhelmed at how rich it is". 

Challenging Power Relations 

All team members saw themselves challenging rather than accepting 
existing power relations. The two members who saw themselves on 
the subject side of the horizontal continuum were also the most 
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radical on the vertical power relations axis. 

• "I see myself as a radical humanist .. I believe in the power of the 
group . . . I don't like hierarchies . . . only responsibilities ... the 
municipality is all about power and hierarchies ... so I'll never feel 
comfortable there.., 

• "the museum needs to challenge the community a little more ... 
but we need to be careful .. we should be able to challenge issues 
like racism ... to show this has never been an idyllic community 

. the truth doesn't usually come out in local histories ... I don't 
believe museums should be radical but they should be open and 
have a social conscience" 

• "I'm a radical structuralist ... I think the institution is too ... we 
keep trying to challenge and move away from the temple ... but 
we keep gening pulled back ... we need to understand why this is 
.. we are taking baby steps . but I think in the right direction" 
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This team member illlerpreted the 
question in the collfext of 
organi:ational dynamics and 
resources, rather than larger socio­
political dynamics in the 
community. 

Personal convictions seemed to 
reflect some level of political 
consciommess. But as earlier there 
was very· little i11dicatio11 g1ve11 how 
a willi11g11ess to cha/Ieng authority 
might he translatecl into 
orga111::at1011al or professwnal 
practice. Whether people would 
actually ··walk the talk" in practice 
remains a questum. lvlost people 
like to think of themselves as 
challe11gmg authority hut 1101 
everyone acts 011 these co11vicrio11s. 

The other is.me raised by the 
vertical axis is the cliffere/11 
approaches to chal/e11gi11g 
authority. One team member waf a 
consisrem and vocal critic of 
municipal authority. The 
A,fanager ·s approach, in part due 
to professional respo11s1hilities but 
also seeming(v due 10 

temperamellf, tended to be less 
conjromario11al. Which was more 
effective is open 10 debate. A local 
cultural gowmm1ce .\}'Stem /ike(v 
requires h01h - working effectively 
and in less co11.fromat1011al ways 
inside govemme/11, and 
maimai11111g pressure from oumde. 
labome (1990) refers to this as a 
''pincers strategy" aimed at 

facilitating change .. 

The col/ectiw portrait of the 
orga11i::atio11 confirms the 
hypothe.fis that orga11i:atio11al 
reform is co11strai11ed by a 
dominam ideological paradigm of 
fimctionalism. !11dMd11als are 
intellectual(v aware of the need for 
change hut their individual pre­
dispositions act against this 
reform. 

• "I respect authority ... I respect (the Manager) ... but sometimes 
challenge him ... so just slightly above the line ... I'd like to see 
the organization have more power ... more power would translate 
into more resources to do the job better" 
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ii. Leadership Needs and Requirements 

Starhawk ( 1987) provides a mapping of differing leadership styles 
needed in organizations at different stages of their evolution .. A 
group or organization or even a movement moves through stages that 
have different goals, problems and pitfalls. 

At different stages the roles and tasks ofleadership vary. Starhawk 
assigns names to different leadership roles: crows, graces, snakes, 
dragons and spiders. 

Crows fly high and see far. from above. They take the long view. see 
the long-term vision. keep in focus the group· s goals They suggest 
new directions. make plans and develop strategies. and look ahead to 
anticipate problems and needs. 

<iraces are continually aware of the group's energy, helping to raise it 
when it flags. and to direct and channel it when it is strong. Graces 
provide the group with fire: enthusiasm. raw energy. ability to 
expand. . They furnish inspiration and generate new ideas. 

Snakes are coMected with feelings and emotions, and also fertility 
and renewal. Snakes cultivate an awareness of how people are 
feeling ... (They) keep current with the group's gossip. They become 
aware early of conflict. and bring it into the open. where they may 
help to mediate or resolve problems ... Snakes violate the censors, 
bring into the open what others may not see or prefer to keep hidden. 

Dragons keep the group grounded. in touch with the practical. the 
realistic Dragons also live on the boundaries of the wild. guarding 
hordes of treasures ... (they) guard the groups resources and its 
boundaries and articulate its limitations. 

Spiders spins the web that connects points across a stretch of empty 
space. Every circle needs a centre. a way in which people feel 
connected. A group· s centre may be a spiritual hear. a common goal 
or vision. or it many manifest in a person. (If assigned to a person) 
the spider is most effective . . not by monopolizing communication 
but by asking the questions that can create and strengthen. a true and 
complex web of interactions. 

All team members described themselves as hybrids of two or more 
leadership styles. People's self-perception largely matched how others 
saw them and collectively the organization had a balance ofleadership 
styles. The shortfall if one existed was a spider that knit the various 
leadership styles together. this is consistent with lack oflateral 
communication and information sharing. 

One member saw themselves as a spider but more in the context of 
knitting relationships within the Division and the larger community, 
rather than more narrowly in the institution. Several staff members 
were pleased that their own perspectives were being acknowledged as 
part of this spectrum of types of leadership. 
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This shift in the culture of City 
Hall that seems to have 
accompanied the new mayor and 
co1111cil is striking, and hopeful. 

All but one member of the team saw the Manager as a crow. This 
person argued that crows were individuals with long-term vision. who 
could see twenty to twenty-five years out. Few organizations had 
crows according to this view. More common were leaders like the 
Manager who were effective strategists in the short- to medium-term, 
and strong at problem-solvers. These political and strategic insights 
were valuable in the municipal context 

The Manager was described by this team member as someone whose 
strengths were his political and analytical instincts that operated in the 
short- to medium-term. skills that served him well in the municipal 
environment. 

The Manager saw himself as ··a crow caught in a web". tom between 
providing the long-term view and knitting the various parts of the 
organization together. His sense was that the crow was the leadership 
style he had used the most in the past and he was trying to share that 
role to a greater extent with others and work harder at knitting people 
and activity together. 

iii. Planning and Governance Structures 

Fielding and Couture ( J 998) describe a systems view of municipal 
planning that is used by the City of Winnipeg .. 

Municipal government is envisioned as a system of interrelationships 
between three principal groups: the community. the c:ity co1111c:il and 
the civic administration. There is a triangle of primary products that 
emerge from the relationships between these groups as a result of 
give-and-take between the parties: leadership. strategy. and value. 
Managing the city system is a matter of managing the processes that 
produce these three products. 

Reaction to the system model of local planning and governance was 
mixed. Everyone felt it was helpful in mapping different dimensions of 
local planning and governance. But most felt that it grossly simplified 
the complexities of these processes. One said the dynamics were more 
"like a web., than what they interpreted as a linear and causal system 
model. 

There was general consensus that city council had in the past been the 
weak link in planning and governance on issues of culture and 
heritage in Peterborough. There was some optimism that the new 
mayor and council might reverse this pattern and provide stronger 
leadership. 

• "the current council is stronger ... they refuse to get drawn into 
the minutia ... they have more respect for the knowledge of civic 
administration .. they're less suspicious of staff ... they're 
demanding and getting a more democratic and inclusive approach 
to decision-making from city staff .... the city used to be driven 
completely by the budget . . . the budget wa\" the city's corporate 
plan ... the current CEO was the former Director of Finance and 
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This is a legitimate perspecti\•e, hut 
also seems to set up an 
unnecessary dichotomy. Sure~i- the 
Managers· leadership skills and 
111s1ghts are a mluah/e resource to 
the Division, hut he must also 
encourage greater community 
input and ownership. 

that was how he managed ... the new council is demanding a 
broader perspective . . and getting it .. 

Many felt that arrows between the three components needed to go in 
more than one direction. "Knowledge" flowed both to and from the 
community from council; "direction" flowed both to and from council 
from civic administration. There was a general sense that the model 
underestimated the role of civic administration, that both the council 
and the community relied on the knowledge and continuity provided 
by city staff The board member who had been critical oflocal 
planning decisions held this position. but was especially critical of the 
planning department for not staying abreast of current thinking in 
community development. Other parts of civic administration. in 
particular Community Services. he felt were stronger and more 
knowledgeable. 

Several commented on the arrow related to ta.xes needing to flow 
from the community to council as well as civic administration, that 
ultimate accountability on ta,ces lay with council not with civic 
administration. 

All saw the Culture and Heritage Board in the middle of the diagram. 
being fed by and feeding council, civic administration and the 
community. Two team members saw the board, as distinct from the 
Dhision, needing to move closer to the community, and to be driven 
more by the needs of that community. 

• "the board needs to be telling the Manager what to do not vice 
versa ... if more direction and leadership flowed from the 
community I think other organizations would be more willing to 
report through the board ... it needs to be clearer were the 
Manager is located and where leadership comes from .. •• 

• "the average age of the board dropped thirty years with the recent 
appointments ... it operates better with more of a strategic 
perspective ... although we still don't have a strong cohesive 
sense of context and direction" 

• "the board needs to organize itself more around the culture and 
heritage community· s needs . . . those things that everyone needs 
.. advocacy. marketing and promotion. communications and 

information sharing, strategic planning, fundraising, partnerships 
.. things like that" 

Others saw the board and the Division closer to civic administration, 
and needing to remain there. This was in part a pragmatic recognition 
of the Manager's strong role vis-a-vis the board and the location of 
the Division within civic administration. All agreed that the board 
could function more effectively and could wield greater influence in 
local decision-making. 

The Manager's strengths in the municipal context were seen by one 
member as a liability in the community. 
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The leadership rem,ions here are 
familiar, but one senses progress 
has bee11 made both in 
acknowledging the differellt 
co11te:rts, and a shift i11 the style 
and behavior of the Manager. 

011 a more personal 1101e I hope rhe 
experience was a mea11ingfulfor 
each of you individual(v. Ir has 
bee11for me. 

The process gave me a glimpse of a 
differellt WCQ-' of seeing the world -
a perspective f 'm not yet able to 
hold onto hut one I catch a glimpse 
of now and again. Ir came mosr 
sharply il1lo f0<.11s at the Leaming 
Fon,m. It has something to do w11h 
seeing my place in the world 
differem(r and with more humility. 
I on(v know that when it comes into 
foc.11s I feel less apart. less all'are 
of me, and more aware of others -
others who in rum, paradoxical(r, 
seem part of me. 

I hope this accoum does partial 
justice to this rich experience. It 's 
been a prrvilege and f'i-e leamed a 
lot. 

• "he's a very skilled power broker . . . this is essential in the 
municipality but you can't operate that way in the community .. 
I'd contrast his role to (the head ofa local arts umbrella group) ... 
who knows everyone but doesn't play the power games .. ., 

One team member felt the Manager should move his office to city hall 
to signal the shift in his focus 

Wrapping Up 

The team has helped move the organization through a pivotal period 
in its history. Building on strong foundations they have established a 
new and broadened vision to guide the organization into the future 
This vision is grounded in a deepened understanding of the place of 
culture and heritage in civic life. It acknowledges that with new 
purposes must come new practices, new structures and new 
leadership capabilities. 

The vision will only be realized if it animates the work of all those 
committed to the work of the organization - staff. volunteers, board 
members, supponers. Success will also require a commitment to the 
same process of continuous learning and change - with all its joys 
and frustrations - that the team experienced in the course of their 
work. 
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Appendix E: Secondary Research Themes 
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Ideological Paradigms and Belief Patterns 

Burrell and Morgan's ( 1979) provide a useful tool for analyzing organiz.ational theory, 
describing four ideological paradigms - which they understand to be comprehensive 
patterns of beliefs about social reality. The mapping of these four paradigms is illustrated 
in the attached chart. 

A subjective-objective dimension forms the horizontal axis, or continuum. This 
represents an individual's understanding of reality, knowledge and human nature. At one 
extreme, an objectivist approach views the world as an external, objective reality, where 
knowledge can be explained and predicted with regular and causal relationships. At the 
other extreme, a subjectivist approach places reality in the human consciousness, 
stressing the importance of the subjective experience of individuals in creating the social 
world, and is concerned with explaining and understanding. All of us exist somewhere 
between the two poles on both axes, the issue is simply where. 

The vertical dimension represents assumptions about the nature of society, and illustrates 
the extent to which activities reinforce (at the lower end) or challenge (at the upper end) 
existing power relations. 

The four quadrants represent different paradigms that predispose one to see the world in 
a particular way. 

Questions: 

1. In which quadrant would you place yourself? Can you tell me a little about what 
thoughts went through your mind as you considered this? 

2. What would you say are the implications of these different perspectives for the roles 
played by museums or other cultural organiz.ations in communities? 

3. Does the chart provoke any other thoughts you'd like to share? 
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Leadership Needs and Requirements 

Starhawk ( 1987) analyzes differing leadership roles in the context of an organization's 
life cycle. A group or organization or even a movement moves through stages that have 
different goals, problems and pitfalls. 

At different stages the roles and tasks of leadership vary. Starhawk assigns names to 
different leadership roles: crows, graces, snakes, dragons and spiders. 

"Crows fly high and see far, from above. They take the long view, see the long-term 
vision, keep in focus the group's goals. They suggest new directions, make plans and 
develop strategies, and look ahead to anticipate problems and needs. 

Graces are continually aware of the group's energy, helping to raise it when it flags, and 
to direct and channel it when it is strong. Graces provide the group with fire: enthusiasm, 
raw energy, ability to expand .... They furnish inspiration and generate new ideas. 

Snakes are connected with feelings and emotions, and also fertility and renewal. Snakes 
cultivate an awareness of how people are feeling ... (They) keep current with the group's 
gossip. They become aware early of conflict, and bring it into the open, where they may 
help to mediate or resolve problems ... Snakes violate the censors, bring into the open 
what others may not see or prefer to keep hidden. 

Dragons keep the group grounded, in touch with the practical, the realistic. Dragons also 
live on the boundaries of the wild, guarding hordes of treasures ... (they) guard the 
groups resources and its boundaries and articulate its limitations. 

Spiders spins the web that connects points across a stretch of empty space. Every circle 
needs a centre, a way in which people feel connected. A group's centre may be a spiritual 
hear, a common goal or vision, or it many manifest in a person. (If assigned to a person) 
the spider is most effective . . . not by monopolizing communication but by asking the 
questions that can create and strengthen, a true and complex web of interactions" (1987, 
278-282). 

Questions: 

I. What leadership role do you think best represents the role you play in the Aurora 
Civic Museum? 

2. Do you think others would be surprised by how you see yourself? Were you? 
3. Can you think of times in an organization's life that the leadership perspectives you 

bring would be especially important? When might they be less critical? 
4. Does the Aurora Civic Museum have a good balance ofleadership styles? If not, how 

might it be strengthened? 
5. Have these questions provoked any other thoughts you'd like to share? 

378 



N 

Dragon 

w Snake Spider Crow E 

Grace 

s 

379 



Planning and Governance Structures 

Fielding and Couture ( 1998) describe a systems view of municipal plam1ing that is used 
by the City ofWiMipeg. Senge (1990) defines systems thinking as "a discipline for 
seeing wholes" - a framework for seeing interrelationships and patterns of change. Senge 
defines a system as a "perceived whole whose elements hang together because they 
continually affect each other over time and operate toward a common purpose". 

"At the highest level, municipal government is envisioned as a system of 
interrelationships between three principal groups: the community, the city council and the 
civic administration. There is a triangle of primary products that emerge from the 
relationships between these groups as a result of give-and-take between the parties: 
leadership, strategy, and value. Managing the city system is a matter of managing the 
processes that produce these three products" (1998, 15). 

The traditional role of the planner has been one which facilitates.city council's 
understanding of the community it serves on the one hand, and provides direct public 
services in various facets of civic life on the other. The authors argue these roles must be 
broadened by becoming more involved in civic administration. "Our conceptual and 
analytical skills together with our understanding of communities and their citizens have, 
in the past, demonstrated our ability to build better communities. Now we must use those 
same skills to help shape better government and better services" (1998, 14). 

The Aurora Civic Museum and the Aurora Historical Society have some civic 
responsibilities for heritage and culture in the town. 

Questions: 

1. Does this mapping of responsibilities make sense to you in terms of the Museum and 
the Society and their roles? Do you have any questions about the model that might 
help clarify its implications? 

2. Given the history of the Museum and the Society, its current resources and talents, in 
which dimension or dimensions of the model can they make their most important 
contribution to Aurora? 

3. Given its history and current resources where might the Museum and the Society's 
weakness lie? Can you think of some strategies that might help to address these 
weaknesses? 

4. Has the diagram provoked any other thoughts you'd like to share? 
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Appendix F: Kitchener and Aurora Interview Materials 
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Memo 
To: 

From: Greg Baeker 

Date: July 29, 1998 

Re: Interview 

Thanks for agreeing to speak with me at 1 :30 pm Thursday. 

Let me give you a little more background on the research as a context for the call. 

As I told you I have a background in museums and public policy. I spent 10 years at 
the Ministry of Culture working on heritage and cultural policy. I felt strongly by the 
end of my time there that ·the future· lay at the local level; that it was here the next 
breakthroughs in cultural development had to occur. 

This was the reason for choosing to do doctoral work in Planning at the University of 
Waterfoo. The dissertation title is ·Museums and Community Cultural Planning: 
Strategies for Change•. The work draws together some of my past academic and 
professional experience with the doctoral studies. The thesis explores ctlanging 
understandings of culture and cultural planning in cities, and roles for m~ms in 
this new context. 

The research focuses on three broad areas, each addressed graphically in the 
attachments that follow. The premise, not altogether surprising, is that there are new 
purposes that cultural planning must address in cities, and that with new purposes 
must come new pradices and professional competencies, and new governance 
strudures. 

1. New Purposes - four ·ideological paradigms· or belief patterns related to 
museums and cultural development. 

ii. New Leadership Needs and Requirements; and, 

iii. New Planning and Governance Structures. 
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There are obviously no "right" or "wrong" answers here. Although I'd like to get your 
general reactions to i. and ii. - which are really more focused on the museum side of 
the research - I'd like in particular to concentrate with you on iii., getting your 
thoughts based on your perspective in Kitchener. You might start and have a look at 
iii first. 

The Culture Plan is really impressive. I like the mix of a solid framework with very 
concrete recommendations and ·doable" initiatives. I have several questions about 
your process, critical success fadors, barriers encountered along the way, etc. 

I hope the conversation can be an informal one. Any and all comments or feedback 
will be confidential. 

I'm happy to share the results of the research with you as soon as I'm finished. 

I hope the total time I'll need to spend with you on the phone will not exceed one 
hour. 

Thanks again for your time and interest. Speak to you at 1 :30. 
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Ideological Paradigms and Belief Patterns 

Burrell and Morgan's (1979) provide a useful tool for analyzing organizational theory, 
describing four ideological paradigms - which they understand to be comprehensive 
patterns of beliefs about social reality. The mapping of these four paradigms is illustrated 
in the attached chart. 

A subjective-objective dimension forms the horizontal axis, or continuum. This 
represents an individual's understanding of reality, knowledge and human nature. At one 
extreme, an objectivist approach views the world as an external, objective reality, where 
knowledge can be explained and predicted with regular and causal relationships. At the 
other extreme, a subjectivist approach places reality in the human consciousness, 
stressing the importance of the subjective experience of individuals in creating the social 
world, and is concerned with explaining and understanding. All of us exist somewhere 
between the two poles on both axes, the issue is simply where. 

The vertical dimension represents assumptions about the nature of society, and illustrates 
the extent to which activities reinforce (at the lower end) or challenge (at the upper end) 
existing power relations. 

The four quadrants represent different paradigms that predispose one to see the world in 
a particular way. 

Questions: 

1. In which quadrant would you place yourself? Can you tell me a little about what 
thoughts went through your mind as you considered this? 

2. What would you say are the implications of these different perspectives for the roles 
played by museums or other cultural organizations in communities? 

3. Does the chart provoke any other thoughts you'd like to share? 

385 



Subjective 

RADICAL 
HUMANIST 

INTERPRETIVIST 

Challenge extant 
power relationships 

Reinforce extant 
power relationships 

AS 

RADICAL 
STRUCTURALIST 

TEMPLE 

FUNCTIONALIST 

Objective 

~ 
~ 



Leadership Needs and Requirements 

Starhawk ( 1987) analyzes differing leadership roles in the context of an organization's 
life cycle. A group or organization or even a movement moves through stages that have 
different goals, problems and pitfalls. 

At different stages the roles and tasks of leadership vary. Starhawk assigns names to 
different leadership roles: crows, graces, snakes, dragons and spiders. 

"Crows fly high and see far, from above. They take the long view, see the long-term 
vision, keep in focus the group's goals. They suggest new directions, make plans and 
develop strategies, and look ahead to anticipate problems and needs. 

Graces are continually aware of the group's energy, helping to raise it when it flags, and 
to direct and chaMel it when it is strong. Graces provide the group with fire: enthusiasm, 
raw energy, ability to expand .... They furnish inspiration and generate new ideas. 

Snakes are connected with feelings and emotions, and also fertility and renewal. Snakes 
cultivate an awareness of how people are feeling ... (They) keep current with the group's 
gossip. They become aware early of conflict, and bring it into the open, where they may 
help to mediate or resolve problems ... Snakes violate the censors, bring into the open 
what others may not see or prefer to keep hidden. 

Dragons keep the group grounded, in touch with the practical, the realistic. Dragons also 
live on the boundaries of the wild, guarding hordes of treasures ... (they) guard the 
groups resources and its boundaries and articulate its limitations. 

Spiders spins the web that connects points across a stretch of empty space. Every circle 
needs a centre, a way in which people feel connected. A group's centre may be a spiritual 
hear, a common goal or vision, or it many manifest in a person. (If assigned to a person) 
the spider is most effective ... not by monopolizing communication but by asking the 
questions that can create and strengthen, a true and complex web of interactions" ( 1987, 
278-282). 

Questions: 

I. v-/hat leadership role do you think best represents the role you play in arts and 
cultural development in the City of Kitchener? 

2. Do you think others would be surprised by how you see yourself? 
3. Can you think of times in an organization's life that the leadership perspectives you 

bring would be especially important? When might they be less critical? 
4. Does the City of Kitchener have a good balance ofleadership styles contributing to 

good governance? If not, how might it be different? 
5. Have these questions provoked any other thoughts you'd like to share? 
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Planning and Governance Structures 

Fielding and Couture ( 1998) describe a systems view of municipal planning that is used 
by the City of Winnipeg. Senge ( 1990) defines systems thinking as ··a discipline for 
seeing wholes" - a framework for seeing interrelationships and patterns of change. Senge 
defines a system as a "perceived whole whose elements hang together because they 
continually affect each other over time and operate toward a common purpose". 

"At the highest level, municipal government is envisioned as a system of 
interrelationships between three principal groups: the community, the city council and the 
civic administration. There is a triangle of primary products that emerge from the 
relationships between these groups as a result of give-and-take between the parties: 
leadership, strategy, and value. Managing the city system is a matter of managing the 
processes that produce these three products" ( 1998, 15). 

The traditional role of the planner has been one which facilitates. city council's 
understanding of the community it serves on the one hand, and provides direct public 
services in various facets of civic life on the other. The authors argue these roles must be 
broadened by becoming more involved in civic administration. "Our conceptual and 
analytical skills together with our understanding of communities and their citizens have, 
in the past, demonstrated our ability to build better communities. Now we must use those 
same skills to help shape better government and better services" (1998, 14). 

The Arts and Culture, Special Events Department has responsibility for planning in 
matters of culture for the city. The Department, together with the Arts and Culture 
Advisory Committee, comprise the management and governance structure for cultural 
development. 

Questions: 

l. Does this mapping of responsibilities make sense to you in terms of the Department's 
mandate? Do you have any questions about the model that might help clarify its 
implications? 

2. Given the history of the Department, its current resources and talents, in which 
dimension or dimensions of planning do you think it makes the most important 
contribution in Kitchener? Contributing to Leadership? Contributing to Strategy? 
Contributing to Value? 

3. Given its history and current resources where might the Department's weakness lie? 
Can you think of some strategies that might help to address these weaknesses? 

4. Has the diagram provoked any other thoughts you'd like to share? 
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Greg Baeker 

Memo 
To: 

From: Greg 

Date: July 29, 1998 

Re: Interview 

Thanks for agreeing to speak with me Friday morning. I wonder if it's possible we 
might make it 9:30 instead of 10;00 am? If I don't hear from you I'll assume 9:30 
works. 

Let me give you a little more background on the research as a context for the call. 

As you know my background is in museums and heritage policy. After 10 (long!) 
years at the Ministry of Culture I came to feel strongly that ·the Mure· lay at the local 
level; that it was here the next breakthroughs in heritage conservation and cultural 
development had to occur. 

This was the reason for choosing to do doctoral work in Planning at the University of 
Waterfoo. The dissertation title is ·Museums and Community Cultural Planning: 
Strategies for Change•. The work draws together some of my past academic and 
professional experience with the doctoral studies. The thesis explores changing 
understandings of heritage and cultural planning in cities, and roles for museums in 
this new context. 

The research focuses on three broad areas, each addressed graphically in the 
attachments that follow. The premise, not altogether surprising, is that there are new 
purposes that cultural planning must address in cities, and that with new purposes 
must come new pradices and "rofessional competencies, and new governance 
strudures. 

i. New Purposes - four "ideological paradigmsft or belief patterns rel~ted to 
museums and cultural development. 

ii. New Leadership Needs and Requirements; and, 
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iii. New Planning and Governance Structures. 

There are obviously no "right" or "wrong" answers here. I want to get the benefit of 
your lengthy experience in the field, and in Aurora, wor1<ing with wonderful folks like 
Les. 

The materials Les sent along on the wor1< the Society is doing in re-examining its 
roles and functions are really inspiring. I have several questions about your process, 
critical success fadors, barriers encountered along the way, etc. 

I hope the conversation can be an informal one. Any and all comments or feedback 
will be confidential. 

I'm happy to share the results of the research with you as soon as I'm finished. 

I hope the total time I'll need to spend with you on the phone will not exceed one 
hour. 

Thanks again for your time and interest. Speak to you Friday. 
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