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Abstract
This action-oriented research project involved members of the Centre International de
Liaison des Écoles de Cinéma et de Télévision (CILECT) in an appreciative informed inquiry
of the organization’s ecology and ideation on innovative collective leadership possibilities
needed to successfully navigate, and learn from, major influences such as the global
pandemic. Participants included 56 delegates of CILECT, representing 180 affiliated member
institutions from 65 countries on six continents. Survey, focus group, and liberating structure
methodologies were used to engage participants in the sharing of lived experiences, the cocreation of a shared vision for the organization including distributed leadership, and
application of insights to advance CILECT’s role as a global film and media association
within today’s radically changing landscape. Thematic analysis of participant insights
suggested opportunities for member leadership at all points of the organizational hierarchy, in
areas such as global network engagement, communication and information distribution, and
navigating the ambiguity of today’s global environment. Findings are discussed with regard
to their potential to support CILECT through its journey as a learning organization and in its
application of adaptive leadership as a means by which to prepare for, and succeed within,
our new 21st century realities.
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Executive Summary
Centre International de Liaison des Écoles de Cinéma et de Télévision (CILECT) is a
global organization that provides a network for knowledge exchange in education for audio
visual media. This action-oriented research project explored multilateral knowledge transfer
within the membership of CILECT and supported its community in continuing to cultivate a
culture of adaptability, flexibility, and inclusivity. The purpose of this project was to engage
members in an inquiry of the organization’s ecology and facilitate ideation on innovative
organizational possibilities for the membership, framed through an appreciative stance. By
emphasizing community and raising awareness of the adaptability in CILECT as a learning
organization, the current leadership can prepare for future leadership. The study’s aim was to
support CILECT to gain insight into the changing ecology of the institutional members and
what areas of interest might be considered for further exploration of CILECT. The literature
supporting this study is based in adaptive leadership (Heifetz et al., 2009) and the learning
organization (Senge, 2006).
The main research question was; How might CILECT engage its members to explore
knowledge, experiences and practices, and further evolve its adaptive leadership?
More specifically:
1. What are stories told by CILECT stakeholders about the successes of the
organization?
2. What can systems thinking offer the membership institutions of CILECT?
3. What do the organizational stakeholders believe could strengthen a more engaged,
relationship-based version of CILECT in five years?
4. What could help CILECT create practices and accountabilities to support this
version of CILECT and further membership engagement?
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These questions were explored through an appreciative lens by engaging CILECT
members in an anonymous survey and in focus groups, after which the results were
disseminated in a harvest round between focus group participants and the CILECT
leadership. This project attempted to raise awareness for community engagement and offered
empirical knowledge to support organizational priorities for the future.
The key themes that emerged included approaches for engaging the network,
information and communication opportunities, and tactics for leading in a radical change
environment. From these findings, suggested areas for the organization to consider include:
1. The formation of work groups for ongoing discussions and communications on a
diverse range of topics (for example, student exchange, online master classes,
artistic research)
2. Increased points of contact and engagement for the staff of member institutions to
strengthen institutional ties to CILECT.
3. Lead further discussion around the various meanings of social change for the
membership in the different regions.
4. Using a think tank format, engage a diverse group of member representatives in
dialogue and exploration surrounding the future of CILECT, to be then reflected
back to the community, in order to support the continued evolution of the
organization.
5. Deliberate on how the CILECT website could better serve and reflect the
membership and its values.
6. Consider an inquiry on what could support CILECT in developing a more
sustainable staff planning process.
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This project offers insights and knowledge for CILECT and offers a role model of
adaptive leadership to engage stakeholders in the organizational mission for social change in
CILECT.
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Chapter 1: Focus and Framing
In the spirit and excitement of filmmaking, this thesis outlines an action-oriented
research project in terms of “pre-production” and “production” metaphors to guide the reader
into and through the world of film. In this way, the process of the thesis connects to the
artistic community of film makers who are the subject of this inquiry. By blending academic
research with film terminology, this work offers a storyline that subtly reflects both the
filmmaking journey and the research process.
The Curtain Opens…The Protagonist
The International Association of Film and Television Schools (Centre International de
Liaison des Écoles de Cinéma et de Télévision, hereafter referred to as CILECT) is the first
global network of cinema, audiovisual, and media schools. It was founded in Cannes, France
in 1955 by Marcel L’Herbier and Rémy Tessonneau to be a global bridge for political
differences through a common culture in the art of teaching film making. It was founded
during the second international meeting of film schools with delegates from Europe and the
U.S.A. to promote training for film, television, and related media by organizing global and
regional events such as festivals, forums, and exchange programs (Breitrose, 2004). Now the
organization includes five regional sub-associations representing more than 170 film schools
in 65 countries around the world.
There are five regional leadership councils within CILECT, which correspond with
the sub-associations: CAPA: the Asian Pacific region; CARA: the African region; CAN: the
North American region; CIBA: the central and south American region; and the largest
GEECT: the European region (see Figure 1). The development of the leadership councils in
these sub-associations was the strategy of past presidencies and shows the strategic
democratic direction that has been continually growing since the conception of CILECT (C.
d’Amico, personal communications, January 7, 2021). One past president of CILECT explain

THE CILECT COMMUNITY NOW AND IN THE FUTURE

17

the organization’s goal was to “bring people together, not stopping at politics, not ignoring
them, but going beyond them” (C. d’Amico, personal communications, January 7, 2021).
This is what makes CILECT so special and guides the direction of the conferences and
meetings that are the center of the organization.
Figure 1
An organigram of CILECT and its governing system.

©2020 by S. Nahas1

There have been five major transitions in CILECT’s history since its foundation in
1955 and all have stemmed from political and technical circumstances affecting the world in
general (S. Semerdjiev, personal communications, August 21, 2020). Whether it was due to

1
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have been created specifically for this report and grant copyright permission.
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the political changes in Europe in the late 1960s or the world economic crisis in 2009/10, in
each case, CILECT was called to review its values and priorities to adapt to the changing
needs of the membership (see Appendix A: Historical Timeline of CILECT). Now that
COVID has prompted the latest major transition of CILECT to move all communications and
events to an online environment, again the leadership has had to adapt accordingly. Though
this transition was crucial, it was also timely as the current President and partner of this
project wanted to find out what the members of CILECT’s current operational situation
ecology were and what strategies could be employed to support them (B. Sheridan, personal
communications, August 21, 2020).
Knowledge exchange around best practices in teaching, technological advances, and
the craft of filmmaking make up the better part of conferences and events funded and/or
organized by CILECT or its regional sub-associations. Through these meetings, the
community is held together with common goals. Members hold a vision, mission, and
purpose grounded in shared values surrounding the inter-connectivity of humankind and
cross-cultural thinking; as well, they provide quality education for film, television, and
related media (see Figure 2).
While this spirit is alive and well, the global pandemic has caused significant
challenges for the organization and its membership. Travel restrictions and social distancing
constraints meant the long-established in-person connections were no longer possible, as
regional and international meetings had to be cancelled or postponed. In these extraordinary
times, the CILECT leaders have been called to be flexible and work collectively to co-create
new innovative possibilities to serve their community.
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Figure 2
An excerpt from the CILECT Statues, English version from 2016 (p. 3).
1.2. SPIRIT AND AIMS
1.2.1. CILECT believes in the inherent inter-connectivity of humankind and fully supports
creativity, diversity, cross-cultural thinking and sustainable development as fundamental
prerequisites to human existence and progress.
1.2.2. CILECT is committed to developing and promoting the highest standards of
education, research and training for film, television and related media through establishing
and organizing global and regional forums for the exchange of artistic, pedagogical,
methodological and managerial best practices for all its members.

As a result of the pandemic, CILECT leaders and members alike needed to explore
new channels through the internet to stay connected, including corresponding with the
President, the Executive Director, and Regional Councils as well as other members outside of
their own regional association. This multi-lateral communication has been an important
resource to hold the community together and support the membership in this extremely
dynamic environment.
The Story Begins…
This action-oriented research project explored multilateral knowledge transfer within
the membership and supported CILECT in continuing to cultivate a culture of adaptability,
flexibility, and inclusivity. The purpose of this project was to engage members in an inquiry
of the organization’s ecology using an appreciative stance in order to facilitate ideation on
innovative, collective leadership possibilities to successfully navigate, and learn from, major
influences such as the global pandemic. Through this work, CILECT created opportunities to
engage and empower members to co-create new concepts and pathways for the organization
to adapt to the radical changes taking place in the world today.
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By undertaking this study, the researcher hoped to reinforce CILECT’s founding
principles of “creativity, diversity and cross-cultural thinking” (CILECT, 2016, p. 3) while
contributing to community engagement. With more schools wanting to join CILECT every
year, it is a unique and important platform for discussing universal topics such as leadership
and organizational development within art education.
The main research question was: How might CILECT engage its members to explore
knowledge, experiences and practices, and further evolve its adaptive leadership?
More specifically:
1. What are stories told by CILECT stakeholders about the successes of the
organization?
2. What can systems thinking offer the membership institutions of CILECT?
3. What do the organizational stakeholders believe could strengthen a more engaged,
relationship-based version of CILECT in five years?
4. What could help CILECT create practices and accountabilities to support this
version of CILECT and further membership engagement?
Significance of the Inquiry
This research, and the questions posed within it, should be understood in the context
of the researcher’s paradigm, as it is seated in a relational ontology (Wilson, 2001) and this
inquiry is therefore based on a relational, dialogic approach to qualitative, action-oriented
research. As such, this research holds possibility for many realities and accepting that all of
them are fluid. The epistemology, therefore, is closely linked, being based in relational
knowing and the importance of holding space for collaboration to generate knowledge
(Gergen & Gergen, 2015). Wilson (2008) explained that “research itself is a sacred ceremony
within an Indigenous paradigm . . . building relationships and bridging this sacred space”
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(p. 87). Therefore, the methodology used in this study promotes accountability in
relationship, which is in line with the ontology and epistemology of the researcher.
The scope of this project provided fertile ground for first-, second-, and third-person
research possibilities (Reason & Torbert, 2001). Reason and Torbert (2001) discussed the
range of influence that research can offer, from the individual to the organizational level in a
transformational way. From a first-person research perspective, this project allowed the
researcher to reflect on, and learn about, her leadership and experience working with peers
and colleagues to influence positive change (Torbert & Taylor, 2008). Using an insider
perspective (Coghlan & Shani, 2015), this project strengthened a community inquiry between
members of CILECT, as members shared their own experiences, challenges, and
opportunities both individually and collectively. Further, as an organization, CILECT
practiced being “engaged [in] critical self-exploration” (Reason & Torbert, 2001, p. 2). This
project offered CILECT as an organization, an opportunity to reflect on its own processes and
practices to explore organizational growth, development, and leadership for the years ahead.
Additionally, this project held relevance not only for CILECT and its members, but also
offered a unique perspective to leadership studies in the 21st century, as empirical knowledge
of media educational institutions and the leadership therein may have otherwise remained
unknown.
Logline
This project practiced multilateral dialogue within a global association while building
community and fostering adaptability in CILECT as a learning organization. This work also
assisted the organization in preparing for future transformation of the ecology of CILECT
and offered empirical knowledge for leadership development, including that of the
researcher.
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Organizational Context and System Analysis
One way of understanding the organizational context of this study and CILECT is to
look into the association and its various systemic aspects. The story world of CILECT can,
therefore, be best understood by looking at the decision-making processes, communication
practices, and who makes up and benefits from the organization.
The Story World
Several elements make up the world of CILECT, including the decision-making,
communication, and engagement processes that show the uniqueness and scope of actions
within it. For many years, CILECT has offered activities and events, such as yearly
conferences and film prizes as well as funding student exchange programs. International
projects such as The Ethics Lab (www.theethicslab.com), proposed with support from a past
president and the current president of CILECT, is a primary example of adaptive leadership
strategies found in CILECT and the range of possibilities supported by the organization.
“The Ethics Lab project, first and foremost, is an online, highly sophisticated virtual,
technological endeavour endorsed and nurtured by CILECT to establish a first of its kind,
communal archive of human knowledge generated by members of the CILECT community”
(D. Geva, personal communications, July 31, 2021). It is offered to staff and students of any
member institution in the CILECT community, providing communal reflection on the ethical
aspects of being human set in the context of the work by its members. Projects such as these
can be initiated by any member representative in the organization.
CILECT operates as a member-driven organization, with decisions steered by
regional and executive councils, an elected president, and by all general assembly members.
The presidency term runs for four years, with the possibility of a one-time renewal, which
sets the stage for the direction of CILECT during that time. This project capitalized on
emerging priorities within the organization, focused on highlighting how communication and
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operational processes have evolved over the years and how engaging members to play a more
active role in co-creating the organization’s future has shaped CILECT. The CILECT
President also expressed an interest in exploring how this project might yield a pathway
towards post-pandemic adaptive leadership practices (Heifetz et al., 2009) for the collective
culture of CILECT and the CILECT members themselves (B. Sheridan, personal
communications, June 12, 2020). He further voiced wanting to explore members’ current
operational situation and what strategies could support this changing ecology.
At the same time, largely due to the global pandemic, the CILECT membership has
voiced an increasing demand for connection and a need for a more complex communications
matrix that is robust enough to withstand environmental threats (i.e., interactive virtual
engagement) that can replace or be a part of a hybrid model, complementing in-person
gatherings. As such, this research aimed to explore innovative communication possibilities
that could support this community in its ongoing cultural evolution. Therefore, this project
concentrated on the membership of CILECT as beneficiaries and influencers of the CILECT
system.
Decision-Making Processes
One of the strengths of this organization is the member-driven decision-making
process. There is a Regional Council for each regional association, which includes up to five
school representatives (one per country) who discuss and decide on regional affairs, such as
conference proposals or regional fee policies. The Chair of each region participates in the
Executive Council, which is made up of the five Regional Chairs, the Executive Director, and
the President (see Figure 3). All Council positions are voted in through their respective
regional membership (one school, one vote), with the exception of the President, who is
voted in by the entire CILECT membership, and the Executive Director who has an ongoing
contract and is appointed by the Executive Council. However, in the General Assembly of
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CILECT practicing one vote per member institution on topics, such as the strategy and
budget, means that the responsibility for the association and its future lies in the hands of all
members, not just the representatives in the councils.
Figure 3.
Infographics of the member-driven decision making process used by CILECT.

©2020 by S. Nahas

Communication
As a global organization, operations are conducted through a multi-lateral approach to
communications. There are four major ways that communication happens within the
association: (a) through newsletters (emails) sent out by the Executive Director, (b) by
reaching out individually to other representatives in the CILECT directory, (c) by making
postings on the relatively new platform called the CILECT Community on the Mighty
Network app, or (d) by attending CILECT or regional conferences or events. Before the
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pandemic, many members managed to travel to conferences for in-depth face-to-face
discussions on specific topics such as film-making, pedagogy, or technical advances. In the
same way, the yearly Congress provides a general assembly for all members to discuss and
decide on administrative processes, including new membership requests. Now as the majority
of the membership are unable to travel, the flow of information is largely comprised of
newsletters sent out by the Executive Director, online conferences, and multi-lateral member
participation on the CILECT Community, which is growing steadily, now with over 350
registered users (see Figure 4).
Figure 4
The four major communication pathways for information to be imparted and delivered in
CILECT.

Copyright 2020 by S. Nahas
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The communication pathways discussed here have contributed to further possibilities
of engagement and projects. For example, these include publications such as The 21st
Century Film, TV & Media School: Challenges, Clashes, Changes (Mourão et al., 2016), in
which scholars from CILECT institutions were invited to contribute articles on film school
pedagogy and community. A second edition is now in production. Other research projects
such as Pinocchio (d’Amico et al., 2000) and Pinocchio-2 (Semerdjiev, 2002) are also
available online, offering valuable information for developing curriculum. Similarly,
Damasio et al. (2016) steered a project partially funded by CILECT on the study of
Entrepreneurship by the Cinema Industry Alliance for Knowledge and Learning II. It was
successful in producing a useful document discussing entrepreneurship within film schools
and film studies, and like the Pinocchio reports, it is currently available to the membership on
the CILECT website.
Standing committees have also been established periodically to allow a more
extended and in-depth inquiry on specific topics such as diversity, equity and inclusion.
These committees report back to the Executive Council and share reports at conferences as
well. The main point of information dissemination and inquiry, including links and
documentation for individual projects, jobs, or, announcements, is the CILECT website
(www.cilect.org). The CILECT website is an important tool for all CILECT members, and
the Executive Director, CILECT’s only paid staff position, is responsible for keeping it up-todate.
The website is the official face of CILECT. Although the information is sent out quite
frequently during the school year by the Executive Director, the membership schools’ contact
persons often change. This means there is a continuous source of new members, and
cultivating lasting relationships between institutions could then be challenging. The most
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regular meetings are the Executive and Regional Councils, who meet one to three times per
year to decide on upcoming events and other administrative changing needs.
Influences and Benefits
Many of the topics and decisions are due to continuous influences to this association,
beginning with the teachers and administrators who built the network itself (see Figure 5).
Another persistent influence has been the development of technology. For example, the
internet created technological breakthroughs between 2005 and 2010 that changed audiences’
viewing habits worldwide. This also had an effect on distribution models, and therefore,
inspired and reshaped curriculum in many CILECT schools and fostered debates on the
evolution of teaching (Mourão et al., 2016). Another example is the necessity of online
classrooms during the pandemic in 2020, which created a major challenge for most film
schools in CILECT.
The other influence that has been apparent since the founding days of CILECT is the
national political landscapes that have directly related to the economic stability of the film
schools around the world (Breitrose, 2004). These landscapes are becoming more and more
interrelated, but also transparent, mostly because of technology (C. d’Amico, personal
communication, January 7, 2021). This relationality could be a potential threat, as funding
bodies could use commonality as a reason to increase efficiency rather than focus on quality
in film school education, raising the possible risk of reduced funding in the future. However,
it should be noted that knowledge and exchange of knowledge also hold much opportunity, as
illustrated in this thesis. Further, with the pandemic affecting all educational institutions, this
area of focus is important when considering the larger system within which CILECT
operates.
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Figure 5
The influences that are most prevalent in CILECT are shown here. It also includes the major
beneficiaries from the work carried on in the association.
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Since the pandemic struck in the early months of 2020, CILECT’s membership has
voiced an increased desire to exchange experience and a need to connect. The boundaries of
this research excluded students and the film and media industries, even though they are
beneficiaries of the work of CILECT and its members. This study concentrated on the
membership of CILECT as stakeholders and influencers of the CILECT system, by including
representatives from each of the five regional associations that make up the organization. The
regional associations operate, for the most part, autonomously, though financial support to
promote inter-regional connectivity through cross-regional participation at conferences is also
available. Similarly, by creating cross-regional focus groups, this project was able to
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contribute to the strengthening of the organization’s cultural values of inter-connectivity and
diversity.
Overview of Thesis
In the following chapters, the current research project is grounded in scholarly
literature followed by a description of the study’s methodology, findings, conclusions, and
recommendations. The foundation of this research project is based in a literature review
presented in chapter two that explores an adaptive leadership practice and learning
organizations. Within this exploration, processes to cultivate an adaptive organizational
culture are discussed, with a specific focus on educational arts and film-based organizations
such as CILECT and its member institutions.
Chapter three discusses the methodology and methods implemented in the study, and
the thematic, process, and values-based coding used to analyze data gathered. In chapter four,
the analysis of the data will be described, including the findings and conclusions of the
project. The inquiry implications and recommendations will then be reported and summarized
in chapter five.
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Chapter 2: Literature Review
To set the scene in which CILECT is operating and in which this project was
conducted, two major themes will be discussed: (a) the learning organization and
(b) adaptive leadership. Beginning with the learning organization, key areas of focus include,
understanding the organization, change in educational organizations, and constructive
conflict. This is followed by a review and analysis of key aspects of adaptive leadership,
including the global context, exploration in leadership, developing adaptive leadership,
distributed leadership, and adaptive leadership’s relationship to adaptive culture. Combined,
these concepts form the theoretical foundation of, and evidence-base for, this project as well
as offer exploratory pathways for the future of CILECT.
The Learning Organization
Considering the CILECT association as an entity, the focus of literature that informed
the project and offered a base for systems thinking is a learning organization (Senge, 2006).
This includes understanding an organization through three core learning areas: (a) the
aspirations of the membership for the organization, (b) the reflective capacities of the
representatives from the members, and (c) the ability to deal with complexity (Senge, 2006,
p. xi).
Three Core Learning Areas
Aspirations. Cultivating learning organizations is more important than ever, as we
witness rapid change around the world in all fields of business, including film making and
education. The global pandemic has changed the way many businesses operate, and the
aspirations of most organizations are now to discover new ways of working in the changing
landscape we find ourselves in. In this global context, it is important to recognize that
although we come from different cultures and backgrounds, “Learning organizations are
possible because, deep down, we are all learners” (Senge, 2006, p. 4). As noted by Senge
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(2006), “The organizations that will truly excel in the future will be the organizations that
discover how to tap people’s commitment and capacity to learn at all levels” (p. 4).
This holistic perspective may have inspired K. C. Laszlo (2012), who stressed the
importance of leaders understanding organisations as a learning community viewed through
the lens of human and environmental well-being. To cultivate this type of community,
leadership, as noted by K. C. Laszlo, is critical: “Evolutionary leaders can foster the
emergence of evolutionary learning communities in a mutually reinforcing way” (p. 104). In
a global association that has been operating as such for over 65 years, the aspirations of the
organization have evolved. Therefore, CILECT is a good example of an organization founded
on many different cultures and backgrounds, offering a rich diversity of aspirations that could
be further integrated and hold an incredible potential for social change. In the same way,
reflection on the structures and culture from within an organization could serve as a
framework to understand CILECT in a more systematic way.
Reflective Capacities. Two core disciplines of a learning organization are team
learning and shared vision (Senge, 2006). Using reflection can aid in promoting and
understanding both. Senge et al. (2015) noted there is real power in developing reflective
capacities within a community, and leaders practicing collective leadership need the capacity
for “fostering reflection and more generative conversation” (p. 28). Perhaps this is why The
Ethics Lab (www.theethicslab.com), which offers reflective discourse through an ethical lens
to support and promote a collective experience in the community, has been so well received.
“Over 25,000 CILECT members used the lab’s website, more than 100,000 times in 18
months of the project’s existence” (D. Geva, personal communications, July 31, 2021).
Perhaps other methods could also be applied.
In action research, there have also been methods developed to encourage systemic
reflection of organizational culture, such as the learning history (Bradbury et al., 2015). This
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is a method based in Senge’s learning organization, which asks stakeholders to reflect on
their systems using a “transitional object” (Bradbury et al., 2015, p. 17), and to visualize a
new desired future.
Using reflection to consider all aspects of an organization, including the processes,
beneficiaries, as well as the history is what the researcher of this current project refers to as
the systemic lens. “Collective reflection for action lies at the heart of the learning history”
(Bradbury et al., 2015, p. 17). By using a systemic lens and reflecting collectively on what is
important to the stakeholders, change processes within each individual and organization can
be supported. Burns (2015) also suggested reflecting on the complexity of an organization
through systems thinking in order to understand the systems dynamics and culture that a
researcher is working in. Instead of wanting security in stagnation, those involved are
encouraged to look for possibilities for change through systems thinking (Bradbury et al.,
2015; Burns, 2015; Lichtenstein, 2015; Senge, 2006). While this offers a base for reflection
of the organization, there may be other approaches to engage individuals in CILECT that are
worth considering here.
Complementary to this systemic lens is the theoretical foundation of appreciative
inquiry. Cooperrider and Srivastva (1987) are primarily recognized as introducing this
fundamentally different approach to change in organizations by asking: When is an
organization at its creative best? They found that by interviewing participants to talk about
what was working well in an organization, they were able to offer those participants a way to
bring more attention to the positive aspects of their workplace experience. This was
important, as they discovered spending time with problems was detracting from focusing on
the actual desired state and, with this, the possibility of achieving it. The five principles for
understanding and applying appreciative inquiry are: (a) constructionist (knowledge is a
social phenomenon); (b) simultaneity (inquiry creates change); (c) anticipatory (include the
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imagination); (d) poetic (using inspiration through story); and (e) positive (developing
towards positive change) principles (Macpherson, 2015). Together, these principles offer a
foundation and a structure to implement appreciative inquiry that can build communities and
connections to encourage and sustain positive organizational change (Cooperrider, 1990).
This co-creation of appreciation for an organization through reflection can be a powerful tool
to shape organizational culture.
By looking at organizations with an appreciative inquiry lens, it is possible to learn
about the culture of an organization. Appreciative inquiry methods may aid in this
exploration. Bushe (2012) asserted that implementing appreciative inquiry methods,
“[allows] a collective to uncover what might be” (p. 14). This speaks to a respectful
acknowledging of the present situation of the organization and persons involved. Also helpful
in this context are tools such as deep listening (Brearley, 2015) for the patience and timing
that might be needed. For example, “[d]eep listening is a concept that has much to teach us
about effective community leadership” (Brearley, 2015, p. 93). By using reflective and
experimental methods such as these in organizational development, more possibility for an
atmosphere of learning is probable, even when dealing with complex themes such as culture.
Therefore, utilizing reflective capacities through a systemic lens and considering the
appreciative inquiry approach to change can offer insights to understanding an organization,
its culture, and its structures.
Culture and Complexity. The complexity found in organizations is amplified, in that
as researchers, we are also dealing with a dynamic complexity needing to be addressed
(Senge, 2006, p. 71). Schein and Schein (2016) recommended leaders consider both the
context of an organization, as Hofstede (2001) did, and they addressed the structures in order
to lead real change within a culture. Senge (2006) similarly stated the importance of
reflecting on the structures and the tensions inherent in an adaptive culture within
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organizations, noting that they are ever changing. Though the complexity of dynamic cultures
may take time to understand, longstanding Indigenous leadership and culture offer insights
and knowledge that may be helpful in this process.
Indigenous perspectives and worldviews offer a lens for working with complex
organizations, as systems thinking has been practiced in Indigenous cultures for centuries
(Gladstone & Pepion, 2017). In Indigenous culture, relationships are the threads that hold life
together, whether this is amongst people, between people and the natural geography around
them, or the relationships between and among people and natural objects, most of whom are
extended animacy and not considered inanimate objects (Cajete, 2000; Wilson, 2001, 2008).
This points not only to the fluidity of culture, but also to the understanding and inclusion of
the environment. Therefore, working with an Indigenous worldview can give an
understanding of the situation’s foundation, while also making it more complex. For
example, Voyageur et al. (2015) gathered research and stories to show how Indigenous
leadership holds the possibility for “shifting from individualized present-day perspectives to
the collective, future oriented approach of seventh generation thinking” (p. 14).
Understanding that change is an ongoing process and that everything is related to each
other could be helpful in addressing complex challenges in organizations today. Heifetz and
Laurie (2001) discussed an analogy of the dance floor and the balcony, underpinning the
perspectives needed to foster change, whereby looking from the balcony reflects a longersystems view of events. Interesting here is that this shows “how ancient Indigenous wisdom
translates to leading-edge contemporary leadership practice” (Brearley, 2015, p. 92). These
concepts were important to consider, as working with CILECT involved many complexities,
such as structure, systems, as well as the many regional cultures found within it.
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Understanding the Organization
Working with CILECT’s members through innovative community practices meant
successfully navigating the environment of different mindsets, while understanding the
benefits of resistance and simultaneously continuing to cultivate adaptability, flexibility, and
inclusivity. As an insider researcher of the association, aware of ongoing conflicts, it was
possible to see and understand the need for change and still recognize how “resistance is [a]
healthy, self-regulating manifestation that must be respected and taken seriously by the action
researcher” (Coghlan, 2019, p. 148). In some ways, resistance could also be considered a
form of intelligence within the culture (De Dreu & Van de Vliert, 1997).
Recognizing the knowledge inherent in an organization is important for understanding
what and how change might happen, or in other words, “collective knowledge impacts
learning” (Calliou & Wesley- Esquimaux, 2018, p. 44). Laloux (2016) believed there is an
intelligence in organizations to adapt, if “the goal is not to give everyone the exact same
power. It is to make everyone powerful” (p. 123). Yet, looking at the bigger picture is only
one important perspective in understanding an organization and its culture. By zooming into
the membership and the staff of each member institution what becomes clear is that mindsets
are just as important to consider in order for iterative development of change to occur.
Similarly, Mistry (2021) discussed how the re-distribution of colonial power is imperative
and needs to be examined within educational institutions and classrooms for teaching film. In
the same way, this work has attempted to act as a model for inclusivity and adaptability, by
experimenting with relational power dynamics and group culture.
Snowden and Boone (2007) offered a logical approach to diagnosing and dealing with
complexity through categorization and analysis through the Cynefin model. Snowden (2021)
recently presented a modified Cynefin model with five domains pertinent to our global
situation today: (a) complex, (b) complicated, (c) chaotic, (d) clear, and (e) confused,
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showing the range of environmental positioning and helping stakeholders to understand the
situation in which their perceptions are being generated. In the case of CILECT, while all
film schools globally are dealing with the effects of the pandemic, what might be a
complicated situation for one member, might be chaotic for another. Perhaps this is why
some scholars stressed the importance of identification and analysis of situational response
(Heifetz et al., 2009; Snowden & Boone, 2007).
Bushe and Marshak (2015) focused on two aspects of organizational analysis: (a) the
diagnostic mindset and (b) the dialogic mindset found in organizations, which could provide
an additional perspective to address specific organizational problems and yet allow an
evolving complex action plan. Doherty (2016) similarly used the term in her article, in which
she called for a “dialogic film school” (p. 105). Though her concept is focused on bringing
together theory and practical skills, more than on the management of film schools, the
dialogic approach is similar. It could be said that the individuals who make up this
organization and the researcher involved employ both a diagnostic and/or a dialogic mindset
while working together on social change.
Both mindsets serve specific purposes and, together, make organizational
development a real possibility. For example, the diagnostic mindset is helpful at the onset of
a project to diagnose “the elements, factors and forces maintaining the current state” (Bushe
& Marshak, 2015, p. 12). Then, the dialogic mindset allows “conversational and relational
processes of inquiry” (p. 26) to explore considerations before making conclusions or
recommendations for the future. Using the diagnostic mindset was important for informing
this project and understanding the ecology of the CILECT membership. Watching the
dialogic mindset at work is where the transformational change by and through the
organization itself became emergent (Bushe & Marshak, 2015).
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Change in Educational Organizations
A particular point should be made about the changing working environment in the
CILECT member institutions, as the aspects and demands for education in media globally has
taken on new dimensions. A. Taylor (2016) discussed that new forms of film schools have “a
direct relevance to film pedagogy” (p. 20) and that “market driven film schools” (p. 21) have
different priorities, and perhaps values, than art schools do. This points to ongoing
developments of film school institutions, which have also had an effect on the community of
CILECT.
CILECT was founded as a bridge between political ideologies in the cold war and
“created a precious space in which teachers of cinema and television could talk with each
other about their common passion” (Breitrose, 2004, p. 4). Breitrose (2004) scripted the only
known written history of CILECT and explained how the first meetings were dedicated to
discussions on craftsmanship, such as production design or methods to approach teaching
film. The exchange of information between members until early 2000 primarily looked at the
technical aspects and aesthetics of film narratives. However, CILECT has had to make
delicate choices around inclusivity and across political animosities, while cautiously
remaining relevant and future oriented.
Today, through the urgency and applicability of media technology and amplified by
the global pandemic, the relevance of work done by all CILECT members has become more
important and more deeply laced with ethical considerations. As the conferences and
organization grew in diversity and size and technology increased in availability, so did the
need for ethical reflection. Geva (2019) answered this by proposing The Ethics Lab project
which offers reflection on the meaning of human interaction in the context of film making
and the growing ethical consequences of the stories film makers choose to tell. The
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organization also recognized this need after the CILECT Congress in 2016 on “Ethics and
Aesthetics” and implemented a Standing Committee for Equity, Diversity and Inclusion.
Past Changes. The elements of reflection and change have always been inherent in
CILECT, as it has developed from a founding group of six film schools to grow and represent
approximately 180 institutions worldwide, but this was not always an easy process. Past
presidents have faced enormous challenges (e.g., the availability of film-making technology,
the introduction of the internet) and needed to explore radical changes to the processes and
CILECT statues to meet the needs of the membership (S. Semerdjiev, personal
communications, August 21, 2020). As educational institutions began to include media
studies in their programming over 30 years ago, discussions around opening membership to
vocational schools were heated. After much debate, it was decided that they would be
included in the membership to further inform the discussion on media education with
traditional film schools (C. d’Amico, personal communication, January 7, 2021). Another
change has come with the pandemic and is challenging the way classes are taught in most
schools globally. The question of education, including “what and how” it is necessary to
learn, are rampant in membership institutions because of this change. Although the
technicalities of teaching online are dominating discussions, the systemic considerations of
new forms of classes are also beginning to emerge.
From a systems thinking perspective, there are many holistic approaches to teaching
that could be considered (Cajete, 2000; Jacobs, 2016; C. O. Scharmer & Käufer, 2013). Four
Arrows (Jacobs, 2016) explained the need for more awareness around decolonizing of
educational systems and the effects of working primarily in the English language. These
concerns have also begun to be discussed by members of the CILECT community (Mistry,
2021) at regional conferences and in the Standing Committee for Equity, Diversity and
Inclusion webinars in Europe and America. Cajete (2000) took a clear, but heartful, approach
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and suggested that education should include “finding face, finding heart, becoming a
complete man or woman in relationship to one’s self, family and community and the natural
world” (p. 62). In effect, he called for dissolving the separation between science and
spirituality, as they inherently belong together (p. 78), but this perspective is not only held by
Indigenous scholars. One key informant expressed her vision for learning through a
leadership mentoring system in CILECT by saying “when structural leadership is in concert
with relational and charismatic leadership …well would that not be something to go for?” (J.
Mistry, personal communications, 31st May, 2020).
21st Century Changes. C. O. Scharmer and Käufer (2013) also pointed to the need
for educational organizations to embrace a new way of thinking. During the pandemic, O.
Scharmer (2020) called for an innovation in education—to consider the inside of the learner
and the outside of the learner as a systemic developing process. Similarly, Bruce Sheridan,
CILECT‘s President and Professor at Columbia College in Chicago, discussed that education,
including film and media education, may be failing because it addresses “a fixed point; the
individual, instead of understanding the individual as a fluid matrix which includes the
background and family history” in a process of development that is in continual change (B.
Sheridan, personal communication, May 7, 2020). Gauthier (2013) summarized the most
influential aspects of changing our educational paradigm by calling for transformation of :
Primary, secondary and tertiary education, . . . management and leadership
development, . . . media programming, and . . . life-long learning-would offer [some
of] the largest multiplying effects on both individual interiority and behavior, as well
as culture, systems and structures. (p. 25)
Therefore, a holistic perspective in education of CILECT member institutions demonstrates
the potential of change that is possible for societies globally.
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Another example of this educational paradigm and how it could be applied to
education for film and media is visible at Royal Roads University that includes building
common ground between the staff and students. This philosophy could act as a role model of
“an environment where people can learn together, for the collective good and for themselves”
(Kearney & Zuber-Skerrit, 2012, p. 402). Harris and Agger-Gupta (2015) talked about
redefining the MA in Leadership program:
In our experience, these relationships foster an open and trusting environment where
students can engage with each other to deepen their understandings, to support and
learn from each other, to coach and provide honest feedback and to question each
other’s assumptions. (p. 3)
As such, the educational paradigm practiced at Royal Roads University in the School of
Leadership recognizes the need to “rumble with vulnerability” (Brown, 2018, p. 13) to
support an environment of change. Brown’s (2018) theory on the relationship between
vulnerability and bravery has offered leaders and individuals tools for navigating difficult
situations. This is also echoed in The Ethics Lab workshops (www.theethicslab.com) as an
innovative approach for students and staff to come together as peers (Geva, 2019).
Geva’s (2019) proposal to discuss “a new pedagogy and practice in the field of ethics,
but also . . . the problem of what ‘us’ might mean and how we can imbue it with a new, but
essential, meaning” (p. 1) calls us to reflect. Further, this kind of dialogic, peer-to-peer, open
and trusting environment is essential for teaching and practicing artistic expression. This also
shows that change in thinking about educational organizations can happen if organizations
are willing to learn about themselves and the students they serve. A shift of this kind within
the organization of CILECT could mean a global shift in education for media.
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Constructive Conflict
Constructive conflict as it is discussed here is primarily focused on the association as
a living and learning organization (Senge, 2006), though this concept needs also to be
considered in terms of leadership. It is, therefore, the last component talked of here and builds
the bridge to discussion on adaptive leadership.
Wheatley (2017) explained that living systems such as a global organization go
through change processes in order to “save itself, to preserve its identity” (p. 65). In the same
way, Wiedemann (2016) described that film schools are “faced with the unavoidable and
acute need to rethink the foundation of its existence” (p. 85). This shows how important
conflict is for change, as well as being needed for sustainability, and the challenges that
leaders face in working towards change.
Beckhard and Harris (2009) suggested considering the change process in terms of
three conditions an organization could investigate: (a) future state, (b) actual state, and (c) the
state of transition (p. 687). They offered a set of actions to support major change processes:
“[D]efining the future state, assessing the present and managing the transition” (p. 687).
While addressing the first two stages might appear a matter of diagnosis and dialogue,
inherent conflicts within all states and particularly the third, handling the change process may
need careful consideration. In order to support and guide a shift in an organization such as
CILECT, it is important as a leader to address the conflicts found in the system and
understand how they can be managed as well as see the great potential they offer.
By looking at the organization and the individuals in it, the same kind of appreciation
for differences can be seen. Senge (2006, p. 139) discussed the inherent probability for
“creative tension” that individuals within an organization develop and the effects it can have,
which in the film-making process is often the case. Senge also discussed the dynamic
between a desired future and the current reality. Stroh (2015, p. 73) expanded this idea to an
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organizational perspective, offering a map to outline the conflicts or tension found through a
“four stage change process” in the context of organizational development, and Johnson
(1992) offered that conflicts may not be a matter of solving, but rather could be polarities
needing to be managed. What is apparent in these theories is that it is necessary to look at this
conflict as a manager and see it as a dynamic of opposites needing each other.
A multitude of polarities are inherent in CILECT, which create constructive conflicts
(De Dreu & Van de Vliert, 1997). Similarly, collaboration is the foundation of artistic
practice in film and media, and it is generally understood by film and media educators that
diverse and perhaps adverse ideas bring richness to a creative project (Mourão et al, 2016).
In the same way, CILECT has to navigate through polarities such as focusing on the
needs of institutions while engagement is an individual experience. While offering events for
institutions, CILECT has no influence on which individual staff will be supported to engage
in CILECT activities. Other polarities include promoting diversity, while also needing
cohesion in consensus, or spending time on present-day operations, as well as daring to
implement resources in future planning. All of these aspects could be seen as conflicting parts
of the association or perhaps as polarities that are not necessarily stagnant and so require
leadership in managing them and the changes they create (Arnold, 2017; Johnson, 1992;
Oshry, 2007).
What begins to surface is a perspective that considers conflicts as interrelated and
interdependent aspects of a complex system (Burns, 2015; Lichtenstein, 2015). This is the
starting point for a discussion on adaptive leadership that understands the interconnectivity of
the world today and what systems thinking has to offer it.
Adaptive Leadership
The theories around adaptive leadership (Heifetz et al., 2009) discussed here provide
insight into the environment of CILECT leadership and what it has to face in the world today.
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Looking at adaptive leadership (Heifetz, 1994) and its relationship to distributed leadership
(Bolden, 2011) provides perceptions of how it can be implemented. Also discussing
leadership globally, how exploration can serve and develop leadership (Bradbury et al.,
2019), and finally the relationship between adaptive leadership and adaptive culture (Heifetz
et al., 2009) offers a holistic picture of the challenges in the organization. In this way, not
only the leaders themselves have been considered in this project, but also the circumstances
in which they are working or want to have in effect.
Adaptive leadership, as discussed here, refers to the development and applicability of
leadership practice within a changing environment (Heifetz, 1994). Heifetz et al. (2009)
defined the term adaptive leadership as “ the practice of mobilizing people to tackle tough
challenges and thrive” (p. 14). Heifetz et al. saw the importance of leaders’ challenges,
regardless of their cultural backgrounds, and highlighted the importance of focusing on and
developing the self while understanding the cultural context of leadership as a system. A.
Laszlo and K. C. Laszlo (2009) added a spiritual component to this equation, recognizing that
one’s relationship with nature holds powerful insights for leadership, which was also shared
by other scholars (Cajete, 2020; Epitropaki et al., 2018). This perspective of relational
leadership focuses on the environment in which a leader is working as well as reflects the
development of the leadership structures in CILECT as they are today. As the association
grows, there is a continuous call for creativity in collectively led problem-solving processes.
Distributed Leadership and Adaptive Leadership
Within the field of research in education since the early 1990s, similar concepts to
adaptive leadership, such as distributed leadership, have grown steadily (Bolden, 2011). For
example, Heifetz et al. (2009) considered that “the world needs distributed leadership because
the solutions to our collective challenges must come from many places” (p. 3). Gronn (2003,
p. 278), who successfully re-introduced the term “distributed leadership,” had considered the
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individualistic nature of most leadership studies to that point and suggested a more
collaborative role model, which has been embraced particularly in the educational sector.
Bolden (2011, p. 13) explained how, together with terms such as “‘shared’,
‘collective’, ‘collaborative’ . . . leadership,” there is a change in the mind set of what we see
as being important in leadership now. Also, in CILECT, leadership has been discussed
primarily in terms of what is needed in the classrooms, but also touches on the leadership
theories in the context of entrepreneurship in media studies (Damásio et al., 2016).
Wiedemann (2016) explained, “Film is a collaborative art form. . . . In the coming years,
instruction in management skills will be an increasing central training in all disciplines” (p.
103). These concepts align with the need for collaborative and adaptive leadership, though
they do not specifically consider the environment as a key aspect. This could include the level
of empowerment as well as authoritative structures involved that could have an impact on the
willingness to embrace distributed leadership models (Corrigan, 2013).
C. O. Scharmer and Käufer (2013, p. 3), however, provided a theory of “leading from
the emergent future,” which is perhaps most akin to the concepts of adaptive leadership
(Heifetz, 1994). Here, it is suggested that leaders practice awareness of the present moment
while looking to the future, instead of the past, in their learning. In this way, C. O. Scharmer
and Käufer (2013, p. 21) offered to practice “presencing” when paying attention to the
environment to learn from it, and they included the self in the process to move from an egocentric standing to an eco-centric position in leadership. Similarly, K. C. Laszlo (2012)
offered what she called “evolutionary leadership . . . that creates a premium on creating
human and environmental well-being” (p. 104). These concepts show there has been
recognition among scholars of the importance of the changing environmental aspects of
leadership.
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The focus of distributed leadership could be placed between collaborative and
evolutionary leadership and appears very similar to adaptive leadership; though, primarily,
distributed leadership sees the distribution of authority as the key. Bolden (2011) defined
distributed leadership using three aspects: “having an emergent property . . . openness to the
boundaries of leadership . . . [and] expertise are distributed among the many not the few”
(p. 257).
M. Taylor (2013, pp. 11–13) took this idea one step farther and emphasized the
evolution of worldviews and orientations growing in Western leadership culture, naming
“integrative leadership” and “collaborative leadership” as important aspects of leadership in
today’s global challenges. As M. Taylor asserted, interaction is how leadership today needs to
evolve. While these concepts hold many similarities to adaptive leadership, without
addressing specifically the emergent element of environment especially in a global
association such as CILECT, they fall short to describe what is needed. Therefore, in terms of
terminology, adaptive leadership was important for this researcher to use, as it included the
perspective of a dynamic environment and sees leadership as a collective, fluid, relational
event.
Heifetz’s (1994) adaptive leadership model highlights the importance of mobilizing
resources by letting go of traditional roles. Heifetz et al. (2009) explained that what is
sometimes necessary here is the opposite of what one was trained to do. For example, in
order to co-create solutions and “leverage diversity,” adaptive leadership may call for “giving
up some authority usually associated with leadership” (p. 6). Indigenous cultures have
fostered a kind of shared leadership akin to adaptive leadership, which has been called
“ensemble leadership” (Rosile et al., 2018, p. 308). Rosile et al. (2018) describes this form of
leadership as being “collectivist, dynamic, decentered, and heterarchic” (p. 308).
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While distributed leadership may still hold some form of authority, the roots in
ensemble leadership lie in a relational model of shared collective leadership. “Ensemble
leadership defines every follower as a potential leader” (Rosile et al., 2018, p. 308).
Depending on how familiar or open an organizational culture is to this form, this might also
create confusion and chaos, which may or may not be good for the organization. As this
project was based in a radically changing global context of regional cultural environments,
adaptive leadership was seen as being most applicable.
The Global Context
Today, more and more authors are discussing leadership and organizational ecologies
globally, though much of what is mentioned here is primarily from a European or North
American perspective. Gauthier (2013) expressed a more drastic wake-up call and described
a radical dynamic change coming, as the systems (globally) we have been working in and
under in the last hundreds of years are now failing, including our system of education.
Though, interestingly, he commented that the media has yet to pick up on this change. While
this may be true, Sheridan (2016) a media scholar and film maker, also discussed the
importance of the educational environment for students and their ability to be creative.
Researchers have also recognized the need for more experimentation in organizations
to continue to address the complex needs and challenges of today’s shifting global landscape
(Bradbury et al., 2019). Adaptive leadership focusses on challenges and opportunities such as
these as an important part of leadership by suggesting that decision making and action are
formed through responding to this environment. Through a constant back and forth between
the dance floor and the balcony, new insights and understanding can be acquired about what
might be going on in an organization (Heifetz et al., 2009).
Globally or locally, how an organization or individual deals with a global pandemic
comes down to how they see the world. “The design of strategies that promote evolutionary
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development is a human activity, and as such, will always be the result of particular
Weltanschauungen” (Laszlo et al., 2002, p. 117). This is a German word that describes how
one sees the world, which translated into English would be considered as the worldview.
Grambell (2018) similarly discussed how an Indigenous collectivist mindset could be applied
to reflect on “how alternative collectivist models may influence how people lead and relate to
others, and operate in community” (p. 36).
Our individual worldview defines not only how we see the world, but also how we
relate to others. Little Bear (2000) explained how the European colonial dominant world view
leaves little room for any other way to see the world, as it clashes with an Indigenous
worldview by seeking authority in humanity. While he discussed this in terms of what is
happening in North America, this researcher questions if it might also have applicability in
other parts of the world. Similarly, Jacobs (2016) explained that “only our original worldview
can embrace the mandate for seeking its complementary” while the European dominant
worldview cannot (p. xii). He explained that humans are born with an innate focus on
sustainable, inclusive ways forward. In CILECT, both the dominant and the Indigenous
worldviews are present in the membership, making the commonalities around inclusivity a
rich subject for further research. Also, looking at how leaders around the world dealt with the
global pandemic, it is possible to see how worldviews that foster solidarity and respect can be
supportive in times of change.
S. E. Wilson (2020) reported on Jacinda Arden, the Prime Minister of New Zealand,
and her strategies to deal with the pandemic, naming qualities such as “building trust . . .
[and] a shared sense of purpose” as being key components to collective action (p. 285). She
understood that collective action was the best way to engage people in protecting themselves
and their families. In the same way, the possibilities of the future for the global association of
CILECT depend on those engaged within the membership. Working with CILECT in focus
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groups and harvest rounds modeled new ways of engaging the membership to serve the
potential of the association for social change. Through creativity-oriented interactions and
exploration, across all levels and between all individuals in an organization, adaptive
organizational culture can evolve (Bradbury et al., 2019).
Exploration in Leadership
Improvising and experimenting are important components of a laboratory culture
needed to build an adaptive culture (Heifetz et al., 2009). Bradbury and her colleagues (2019)
explained that action research is needed more than ever in this time of existential threats to
our planet and suggested combining “collective learning . . . [which can] promote
collaborative experiments” (p. 3). Heifetz et al. (2009) expanded on this and stated,
What is needed from a leadership perspective are new forms of improvisational
expertise, a kind of process expertise that knows prudently how to experiment with
never-been-tried-before relationships, means of communications and ways of
interacting that will help people develop solutions that build upon and surpass the
wisdom of today’s experts. (p. 2)
These theories ask leaders to be more present to what is going on, rather than looking for
control, and to see outcomes as an evolving process rather than a goal to be reached (C. O.
Scharmer & Käufer, 2013). In simple words, the focus is on being more than the actual doing
and to be open to new forms of improvisation. Other scholars have discussed similar
concepts, such as Snowden’s (2007) “sense, categorize and respond” (p. 3) or Laloux (2016)
who added to Snowden’s theory and suggested that leaders move from known methods such
as “predict and control to something much more powerful: sense and respond.” (p. 117). In
C. O. Scharmer and Käufer’s (2013) theory of presencing, which means “sensing and
actualizing one’s own highest future possibility—acting from the presence of what is wanting
to emerge” (p. 19), sensing and presence come together. These theories repeat the power of
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awareness and experimentation, both for an individual as well as the institution, and offer
insight as to how adaptive leadership might be developed further.
Developing Adaptive Leadership
In terms of learning to practice adaptive leadership, there are scholars who have
offered guidelines for looking at leadership as a developing practice. Nonaka and Takeuchi
(2011) describe cultivating leadership through, in part, using compassionate practices
creating practical knowledge. These authors explained that ways to create and practice
wisdom is through six abilities for wise leaders of tomorrow such as; creating occasions to
learn from each other and learning to integrate experience from everyone who make up the
organizational culture (Nonaka & Takeuchi, 2011). In her description of evolutional
leadership, K. C. Laszlo (2012) similarly discussed how leaders need to learn to “embody the
personal integrity needed to guide and support others in the collaborative learning and design
. . . necessary for manifesting sustainability” (p. 104). In this way, leaders can work with both
the inside and environment to develop adaptive leadership, while also developing an adaptive
culture.
Parks (2005) demonstrated that leadership, and in particular adaptive leadership, can
be taught by naming areas of growth that all leaders are confronted with while attempting to
practice adaptive leadership. These include: “personal agency, . . . authority, . . . complexity, .
. . change . . . [and] moral courage” (p. 2). Parks (2005) explained that personal agency is
everyone’s desire to have an effect on a system or contribute to something larger than
themselves. Authority, she noted, is important because, since the beginning of civilization, it
is the method in which people seek security in times of pressure. She added that in today’s
interconnected world with rapid change and complexity, a more considerable need for leaders
to understand adaptive leadership is justified. Further, addressing the intense polarization we
see in the world today, she pointed out the requirements for leaders to be able to confront the
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challenges they face with a moral courage. Yukl (2013) echoed this concept in his managerial
guidelines for learning adaptive leadership (p. 183).
Guidelines and practices for modern leadership are becoming more common place
and integrated in education, though not much is known if and how CILECT institutions
approach this subject for film and media studies (B. Sheridan, personal communication,
January 7, 2020). These ideas offer guidelines to CILECT members, managers and leaders to
adapt their leadership in preparation for dealing with radically changing environments.
Adaptive Leadership and Adaptive Culture
Organizational environments, or culture, have been defined and studied giving us a
frame to look at what constitutes culture and particularly adaptive culture. M. Taylor (2013)
described culture as “the ‘layer’ of social reality comprised of shared values and norms”
(p. 12). Yet, there is complexity here, as the meaning and potency of the word culture has
also been discussed within the CILECT community. In his remarks on resistance, Stocchetti
(2016) suggested there is also a negative potential within culture and its different meanings,
including its relationship to cinema and society. He suggested, “[Consider] culture not as . . .
attitudes, behaviors, meanings and values but as an institution . . . for the control over the
construction and organization of meaning in society” (p. 32). This rather dark definition hints
to the complexity of what is meant by culture, particularly when it is in crisis, such as what
CILECT has experienced during the pandemic. While this definition is not the one used in
this study, it also provides a strong stance to discuss culture and raises questions around
culture and systems.
Other scholars understood the culture of a group to be its genetic make-up that offers
insights into how a group is doing. Senge (2006) considered everyone in an organization, as a
system together, having the capacity to learn and contribute to its future state, which
multiplies the possibilities for development and learning on all levels. Also, as a leader, the
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importance of seeing the system and not being blind to it is an important factor in
determining the extent to which change may be possible within the system (Oshry, 2007).
Schein and Schein (2016) explained, “The earliest shared learning provides meaning and
stability and becomes, in a sense, the cultural DNA” of an organization (p. 7). Heifetz et al.
(2009) discussed working with the DNA of a group to help it to thrive. So, it follows that
leaders can help a culture that is dynamically growing and guide it in adapting, if it is
recognized as such. (Heifetz et al., 2009; Schein & Schein, 2016; Senge, 2006).
This is why leadership may be the key to building an adaptive culture, as it promotes
and offers the space to learn. This has been echoed by other scholars seeing the value in
creating space for change to happen (Harris & Agger-Gupta, 2015; Metcalfe & AlbanMetcalfe, 2001; A. Taylor, 2016). Creating the space for dialogue and learning is what has
been called leadership as engagement and is one of the guiding principles of the School of
Leadership at Royal Roads University (Harris & Agger-Gupta, 2015). Other leadership
theories offer a perspective on considering the effects of transactional and transformational
leadership styles (Alimo-Metcalfe & Alban-Metcalfe, 2001). A. Taylor (2016) similarly
quoted Ben Gibson who talked about possible leadership types that were not preferable,
including “the director of the school [who] becomes this kind of Irving Thalberg2 figure at
the head of a fictional, controlled, command economy” (p. 17). Therefore, leadership is an
important consideration when looking to analyze and develop an adaptive culture.
Schein and Schein (2016) analyzed culture in terms of what can be seen and
measured, including “structural stability, . . . depth, . . . breath, . . . [and] patterning or
integration” (p. 10). When applying this to the radical global challenges that are now upon us,

2

Irving Thalberg was one of two Hollywood producers in the 1920s who ran Metro Goldwin Meyer and was
more interested in the artistic practice of film-making than the actual management of the studio.
(https://www.imdb.com/name/nm0856921/bio)
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such as the current pandemic, structural stability and patterning or integration have taken on a
radically new form and are still changing. For example, the advances in technology such as
SpatialChat (https://spatial.chat), which is an online conference platform offering a
conference experience virtually, or even mobile video calls with Zoom have created new
possibilities for building connections and culture in organizations today. In conclusion, it
seems that adaptive leadership could contribute to an adaptive culture, and an adaptive
culture could support adaptive leadership (Heifetz et al., 2009).
Chapter Summary
This literature review was the foundation for the research question: How might
CILECT engage its members to explore knowledge, experiences and practices, and further
evolve its adaptive leadership? First, the literature explored what makes up a learning
organization and how to manage resistance and collective knowledge in support of creating
social change. It then offered leadership theories to address the developing agency of holistic
change in educational organizations and for the planet (Gauthier, 2013; Grambell, 2018;
Voyageur et al., 2015).
This researcher chose adaptive leadership in the course of this study, as it promised a
fluid and future-oriented positioning, with collaboration and awareness of the environment
(Heifetz et al., 2009). Through the researcher’s experience with film making and the aspects
of creative tension that are often present in the film making process, the researcher was able
to apply these theories to CILECT and its members through this project. Also, worldviews
were discussed to understand the depth of change needed in education, organizations, and
leadership (Gauthier, 2013; Jacobs, 2016). How the positioning described here has been
implemented to co-create social change by using the methodology and methods of an action
research engagement project are discussed in the next chapter.
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Chapter 3: Methodology
This chapter provides a detailed account of the methods implemented in this project.
This begins with a description of the mixed-methods action-oriented inquiry that was utilized,
followed by an overview of an appreciative inquiry-based approach that guided this work.
Participants, data collections methods, project team members, and ethical considerations are
all described in detail, offering a transparent summary of the study’s key processes.
The Production Plan: Action-Oriented Inquiry
This project implemented an action-oriented inquiry methodology (Reason & Torbert,
2001), which will be depicted here through the framework of the “Action Research
Engagement Model (ARE)” (Rowe et al., 2013, p. 20), which was practiced with an
appreciative stance, based on elements of an appreciative inquiry. The action-oriented
research process described here is a means of understanding different realities to improve a
community for the benefit of those involved (Greenwood & Levin, 2007; Reason & Torbert,
2001). This structure was chosen to ensure a collaborative research design that supports
sustainable growth and inclusive practice during a change process.
The first cycle of this methodology required framing collaboratively, where we, (i.e.,
CILECT’s President, the research inquiry team, and the researcher) analysed the
organizational context, key issues, and opportunities for the CILECT network. The President
posed questions such as: “What does leadership mean in an unpredictable moment such as
during a pandemic, What is contingent leadership, and How can we learn to not fall back into
the known but to fall forward into the unknown?” (B. Sheridan, personal communications,
May 15, 2020). Interviews with key informants and research into the organization’s history
were also part of this pre-ARE planning process. The three cycles of ARE were used to guide
this research. These included the (a) readiness cycle, (b) transition zone, and (c) next change
cycles (Rowe et al., 2013, p. 20; see also Figure 6).
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The readiness cycle involved engaging stakeholders in describing their experience
with the organization through an electronic survey. Then, together with the inquiry team, the
membership’s survey responses were analysed to inform focus groups. This allowed group
dialogue and thinking on next steps for, and potential actions within, the organization for
CILECT’s future.
Figure 6
Action research engagement cycles.

Note: From the Action research engagement: Creating the foundation for organizational
change (ALARA Monograph No. 5; p. 20) by W. E. A. Rowe, M. Graf, N. Agger-Gupta, E.
Piggot-Irvine, & B. Harris, 2013. Copyright 2013 by W. E. A. Rowe, M. Graf, N. AggerGupta, E. Piggot-Irvine, & B. Harris. Reproduced with permission.

The project then entered the transition zone or second cycle as the emerging data set
was examined through the lens of innovative possibilities for the organization. Also in this
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cycle, the organization’s Executive Council and focus group participants took part in a
harvest round (see Appendix B for invitation), where the research results were discussed as a
springboard for dialogue, reflection, and ideation surrounding actions for change in the
organization.
In this way, the project was able to transfer the leadership of potential change back to
the organization for the final cycle: the next change cycle. Continued opportunities for
dialogue and engagement surrounding applications of this project’s findings are being
planned by the organization’s President. Additionally, focus group participants have
requested to continue dialogue on themes that emerged during the study. In this way, it could
be said that change is being internalized as the organization begins to move into and through
the next change cycle.
Appreciative Inquiry
Appreciative inquiry is important to introduce here, as it was fundamental in
informing the appreciative stance of the researcher and in designing elements of the inquiry.
Although the approach implemented here only includes elements from appreciative inquiry as
a methodology, it was essential to use an alternative form of inquiry to the norm of problems
needing solutions by implementing affirmation as a basis for positive change (Cooperrider,
1990, p. 93; see also Stavros et al., 2018). Using mixed methods that incorporated elements
of appreciative inquiry, the CILECT membership explored the organization and their own
experiences through appreciation, while collaboratively looking for innovative practices for
transitioning into the future.
Appreciative inquiry offers five core principles: (a) constructionist, (b) simultaneity,
(c) anticipatory, (d) poetic, and (e) positive (Cooperrider, 1990; Macpherson, 2015), which
have been used as elements within this study. Firstly, working with a relational or
constructionist ontology, the project and context were collaboratively developed by listening
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to and through dialogue, with stakeholders (including key informants and the partner) being
mindful to explore the knowledge held by the organization’s membership. As “words create
worlds,” the data were considered as a social and “ongoing dynamic process” (Macpherson,
2015, p. 3).
Simultaneity points to the relationship of the inquiry to the change process
(Cooperrider, 1990). It required the researcher to pay attention to the inquiry itself, and
understanding the effects of the questions being asked. This principle was most visible in the
preparation of the survey questions and focus groups. Together with the partner, questions
were developed with an appreciative stance, which were then included in the survey. As the
focus group participants were asked to reflect on the survey data, their questions and insights
were intricately woven into emerging areas of focus for the organization.
In the same way, the appreciative inquiry principles of poetic and anticipatory were
incorporated into the survey and focus groups. By using found poetry (Butler-Kisber, 2020),
an arts-based method of research and analysis, the principle of poetic as an inspiration for
action was implemented. Similarly, visualizations of the data using Wordle
(https://wordart.com/) offered this art-based community a familiar form of the data to connect
with, as “imagination is a vital resource for directing the future” (Macpherson, 2015, p. 3). In
the same way, through incorporating appreciative inquiry questions around the future of
CIILECT in the survey and focus groups, the participants were guided towards co-creation of
the organization using the principle of anticipatory.
Finally, the principle of positive was instrumental for the groundwork of the project
and positioning of this researcher. “Positive questions lead to positive change” (Macpherson,
2015, p. 3). For example, the survey questions were co-created with the partner using this
intention. Incorporating positive questions during the focus group as well as an appreciative
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stance offered a space for social bonding, providing an important foundation for difficult
conversations surrounding organizational change.
Further, by reflecting gratitude, strength, possibility, and optimism throughout all
stages of this project with the partner of the project, participants witnessed a collaborative
leadership model (Bushe, 2012) that may act as a role model for further projects. An
appreciative stance in the project design supported flexibility, generosity, and the importance
of listening, which created opportunities for connection among the organization’s
membership. Being informed by both ARE and appreciative inquiry, an adaptive leadership
lens provided a framework to collectively discover what the future state of CILECT might be.
Data Collection Methods: Camera and Sound Reports
The data collection methods employed in this study included (a) an anonymous online
survey and (b) two online focus groups using a semi-structured group interview format.
Emerging data from the survey were used to inform the focus groups. Interviews had been
included in the original research design as a possible third set of data; however, they were not
needed, as participants engaged fully in the focus groups. As such, the survey and focus
group responses formed a final data set from which project findings and recommendations
were extracted (see Figure 7).
Survey
The first method of data collection used was an online survey that engaged the
CILECT membership in reflection surrounding the current state of involvement of members
in the association. An interpretive and qualitative approach was used through a combination
of positive-based, closed- and open-ended questions (Saldaña & Omasta, 2018; De Leeuw et
al., 2008). The survey was made available to all five regions that make up CILECT’s
membership. The language of the survey was English and was conducted using the online
platform SurveyMonkey (https://www.surveymonkey.com/). The survey incorporated
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positive action-oriented inquiry questions and explored topics around communication
channels, participation of CILECT events, and ideas of CILECT advocacy (see Appendix C
for survey questions).
Figure 7
The research methods as well as the intention of filtering data to create a final set of data
through mixed methods.

© 2020 by S. Nahas
The survey asked participants about themselves and their working situation, and about
communication structures in the community of CILECT and their engagement with them.
Following this, questions around activities of the CILECT network were explored followed
by participants being asked to consider the benefits of CILECT for themselves as an
individual, for their film school or institution, and for the CILECT community as a whole. An
invitation to become more involved in the study by participating in an online focus group was
presented at the end of the survey.
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Twelve people responded to this focus group invitation, from which 10 were invited
to participate on a first come basis. The two requests for participation that were not selected,
were not eligible as multiple responses came from one institution. Consequently, eight of
those 10 respondents were able to take part in the focus groups. Two respondents were unable
to participate because of the timing of the events. In order to encourage representation of all
five regions that make up CILECT, additional focus group invitations were shared within
CILECT, resulting in a total of 10 focus group participants. Survey results were summarized
in a report and sent to confirmed focus group participants one week before the focus group
took place. Along with survey responses, this report included information on the history of
CILECT and the important influences and changes that it has seen since its founding years
(see Appendix A: Historical Infographics).
Focus Groups
Two online focus groups were held with CILECT member representatives to explore
their experiences to date with the association and to discuss the results of the survey. The
focus groups used the format of a semi-structured group interview in order for the group to
“build on each other’s ideas” (Saldaña & Omasta, 2018, p. 93). Needing to be mindful of
global participation, the groups’ times were determined in order to accommodate for as many
time zones as possible. Both groups lasted 90 minutes and were moderated by the researcher.
The focus groups began with the sharing of a world map to introduce the participants,
their regional specialties including global positioning, and as a visual reference for the
relationship of the group members who were present. This approach attempted to find
common ground between film educators and administrators and to break the ice and help the
community to “engage more fully, [as it] moved their spirits and inspired collective action”
(Barndt, 2008, p. 353). This was also supported through open facilitated dialogue, in a semistructured group interview format that ensured all perspectives were shared and heard. As
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mentioned previously, an appreciative stance was implemented in the design of the questions
and focus groups and in conducting the group interview. Three questions used in the semistructured interview were implemented after a short summary presentation of the survey
report by the researcher. The first question referred to the survey data, while the second and
third questions explored ideas for the future of CILECT (see Appendix D for focus group
questions). The structure was kept simple and aligned well with the groups’ very passionate
and engaged participants coming from very different cultures.
Project Participants: Casting
To recruit participants for the project, the CILECT directory mailing list was used,
including at least two email addresses for each school in the association. This list was then
also curated and added to by the Executive Director of CILECT and the researcher to ensure
maximum distribution. In total, the survey was sent to 483 email addresses in all five regions
of CILECT. To have a broad representation in the sample of participants, this project
recruited from all 174 current member schools of CILECT. The survey was a useful initial
data-gathering approach, as it allowed staff within membership institutions to contribute to
the results. In total, 56 participants responded to the survey, primarily from the regional
association of Groupement Européen de Cinema et de Télévision (GEECT) (i.e., 33
responses from GEECT), though responses from all regions in CILECT were collected. Even
though the survey response rate was low and survey results are not statistically significant,
participant responses do offer important insights, with the potential to inform additional
research and organizational continuous improvement efforts.
To complement the open recruiting process used for the survey, purposive methods
were used to recruit participants for the focus groups (Saldaña & Omasta, 2018, p. 96).
Participants were therefore chosen according to their institutional and regional affiliation and
for showing engagement in the community. Focus group participants were individual
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representatives of their own regional associations. A maximum of two representatives per
region were selected to participate in the focus groups. This allowed each focus group to
remain small to foster dialogue between participants, while engaging individuals across
regions. Further boundaries of the sampling were such that a maximum of one person per
institution was selected on a first-come basis to participate within the focus groups. All
participants were informed of these considerations in the research invitation (see Appendix
E). Additionally, it is important to highlight that the same questions were asked at both focus
group to different participants from different regions, adding credibility to shared themes that
emerged across both groups. The first focus group was comprised of four participants from
two regions (i.e., GEECT, CAPA). The second focus group consisted of six representatives
from four regions (i.e., GEECT, CARA, CIBA, CNA).
Following the data collection stage, the focus group participants were invited to take
part in the dissemination process (i.e., harvest round) to ensure a feedback loop within the
organization with the President and other CILECT leaders before the findings were
disseminated further. For this, a digital version of the liberating structure’s fish bowl was
implemented (Lipmanowicz & McCandless, 2013). This format involved one group of
participants to engage in dialogue amongst themselves about the emerging project findings
without moderation, while all others present listened. The groups then exchanged roles,
discussing what they had heard. By sharing the findings with CILECT leaders and
participants in this way, this process has helped shape the final suggestions that will be
offered to the entire membership. In this way, the CILECT leadership and community were
informed and empowered to re-evaluate the action taken and to re-contextualize the results to
co-create future directions for the organization.
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Project Participants: Inquiry Team
My inquiry team was comprised of two persons I think of as artists, though both are
not filmmakers nor generally known to CILECT members or my partner. Both members were
able to contribute to the project’s credibility, understanding organizational needs in
education, while coming with outsider perspectives (Coghlan, 2019). Both were active in the
framing, analyzing, and evaluating stages of this project. One was a member of my cohort,
who is an experienced researcher and facilitator at a large educational institution in eastern
Canada. The other was a concept designer for infographics and a teacher of editing for
journalism in a German school outside of CILECT.
Having a member of my cohort in the inquiry team was an immense support in
providing a reflective component to my leadership practice as I designed and conducted the
research. She was chosen as a conscientious academic who practices empathy and deep
listening as well as owning a rigorous dedication to the projects she takes on. Further, as a
sounding board who understood the importance and application of qualitative research, she
was active in peer de-briefing during the implementation and dissemination stages of the
project. She was also able to support the focus group with technical support and helped with
testing the formats.
The other inquiry team member, coming from the background of concept design,
assisted in analyzing the survey and verbal data into visuals and infographics. Although that
may sound more like a service than a co-creative analysis, this process is conceptual and
emergent, and the actual design of the infographics was possible only after a collective
analysis of the data. Also, most figures found in this document are made through the
conceptual collaboration of myself and this inquiry team member. This team’s roles and
responsibilities were clearly stated in the agreement consent forms for the inquiry team (see
Appendix F).
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Study Conduct: Production Schedule for Cast and Crew
This inquiry conduct will be described in terms of film production processes, which
consist of pre-production, production, and post-production. All preparations of the project up
to the first set of data and the preparation of the second set are discussed under the topic of
pre-production. Just as in the film making process, the crew and equipment need to be
gathered before the shooting can happen, in the same way the first data set is the preparation
for the focus groups and second set of data. The focus groups are discussed as the production
stage of the journey, as this is where most of the interaction of participants and data was
produced. Finally, the harvest round, which is the first step of dissemination, is comparative
to post-production, wherein the film editing process test screenings might be implemented.
As in the film making process, there was some hurrying and some waiting, as all three stages
seamlessly flowed into each other during the inquiry conduct.
Inquiry Conduct: Preproduction
In preparation for the research, the researcher worked together with the partner and
inquiry team to collaboratively design the methods, prepare materials, and test technical
necessities. As part of this process, the current President identified and suggested talking to
key informants within CILECT to help shape this inquiry. These conversations between the
researcher and current and past leadership and members of CILECT included the sharing of
ideas as well as eye-witness accounts of historical events that formed CILECT and further
prepared the research. Once the details surrounding the methods were created, and the Royal
Roads University Research Ethics Board approved this project, the survey invitations to
participate were sent out in one e-mail as well as posted on the CILECT Community on the
‘Mighty Network’ platform (see Appendix G: Survey Invitation). The survey stayed open for
two weeks, and a reminder was sent after seven days to all institutions.
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The selection for participants in the focus group was made with the following criteria:
the applicants were chosen on a first-come basis fulfilling the criteria of one participant per
institution and a maximum of two participants per region. Given my role as Head of Studies
at a CILECT member institution, all teachers and employees including the director from my
own school were excluded from the focus groups’ possible participation. These criteria and
process ensured that this selection was not influenced by my perceptions of CILECT or the
CILECT Community and that there were no power-over issues while conducting the
research.
Production
Next, the focus group participants were selected, and letters of consent (see Appendix
H) were sent to each participant with a confirmation letter and more information as to when
and how the 90-minute semi-structured interview (focus group) would be conducted (see
Appendix I). The focus groups were then scheduled to accommodate for diverse time zones
and were then conducted and recorded using an online video call platform.
Post-Production
After completing data collection and analysis, together with my inquiry team, an
engagement systems map (Stroh, 2015), informed by the history of CILECT and the findings
of the data, was created and presented as a part of the harvest round (see Appendix J:
Engagement Map). The agenda of the harvest round was designed so that the findings could
be presented and participants’ reactions, insights, and recommendations could be compiled to
inform the conclusions and recommendations of this project (see Appendix B: Harvest Round
Invitation).
Data Analysis and Validity
The methodology chosen here, action-oriented inquiry practiced with an appreciative
stance which was informed by appreciative inquiry, is at the heart of this project. Therefore,
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the data collected in this survey were analyzed collaboratively by the researcher and the
project partner, offering a more fulsome exploration than working alone. Further, this
researcher recognizes the survey results as being nonparametric and were essential in
providing information and reference for the second set of data.
The planned coding method, (i.e., vivo coding) for the first set of data turned out to be
unsuitable for such a diversity of responses, which were, for the most part, very short in
length. Therefore, the coding and analysis was done in three ways: (a) thematic analysis,
(b) process-based analysis, and (c) values-based analysis (Saldaña & Omasta, 2018). A first
review of the emerging data focused on identifying emerging themes. Subsequent, second
and third reviews of the data focused on word repetition, more specifically process-based
vocabulary and values-based vocabulary used by participants. Process-based vocabulary was
defined as words reflecting actions from the data. Then to apply the principles of
triangulation, a third method, values-based coding, was used for insights into the value
system of the participants, which will be discussed further in chapter four. Values-based
vocabulary was defined as words reflecting attitudes, beliefs, and values. These lenses were
selected in order to look into complementary aspects of the data. Additionally, a comparison
of survey results between European and non-European responses was conducted.
Ethical Implications: PG, PG13, or R Rating
An appreciative stance helped guide communication and negotiate ethical boundaries
throughout the project. This stance was achieved by remaining aware of the appreciative
inquiry principles: constructionist, simultaneity, anticipatory, poetic, and positive
(Cooperrider, 1990) during the group interview, though not all questions were designed in the
appreciative inquiry format (see Appendix D). Other than to ask the three prepared questions,
the group decided what was important to discuss. Open discussion with a focus on success
stories and desired outcomes was encouraged.
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As the participants were all educational professionals, essentially providing similar
services in different capacities at different institutions, a competitive dialogue could have
arisen during the focus groups. Due to the nature of peer-to-peer relationships of the
participants, it was important to be aware during the discussions for the psychological safety
of the participants, particularly using the language of horizontal power. Cutting into each
other’s words or openly disclaiming the opinion of one of the participants may have been
some of the ways this could have happened. To support a psychologically safe space, an ice
breaker using the visual aid of a world map to encourage personal stories and to build trust
was used. This also allowed the voices of all participants to be known and heard by all.
Further, it was crucial to address the issues of confidentiality at the beginning of the focus
groups to set the tone of commonality for discussion.
Another ethical implication that needed to be addressed was the relationship of the
researcher to the other participants, as she is also a representative of a member institution of
CILECT. Also, the researcher is a member of the standing committee for equity, diversity,
and inclusion. As three of the 10 participants are also members of the same committee, there
may have been an expectation of the participants to talk about social justice with the
researcher. This did not occur, and instead, focus throughout the dialogue remained
constructively fixated on the focus group questions.
Social justice issues and the ethical principles of the Tri-Council, such as “Respect for
Persons, Concern for Welfare, and Justice” were considered in the design of the research
project (Interagency Advisory Panel on Research Ethics Government of Canada, 2019,
Article 1.1). Firstly, respect for persons was considered in preparing project invitations and
information to participants.
Survey participants were informed prior to the research that after they participated, it
may be impossible to identify any individual’s responses and comments in order to remove
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them. In concern for the welfare of the participants involved, focus group participants were
informed of their right to withdraw from the study at any time without any consequences.
This was also addressed through efforts to create a psychologically safe space where any real
or perceived conflicts of interest could be managed (e.g., if a participant withdrew from the
conversation or one person appeared to be dominating the discussion). The supporting
inquiry team member was instructed to inform the researcher via private text message if they
saw any forms of horizontal power at play during the focus group so that it could be attended
to. No observations of this nature were identified, and no concerns from participants were
raised.
To address the principle of justice during the recruiting, a pre-existing digital
communication platform (the CILECT Community) was used to disseminate invitations to
participate in the study as well as send e-mail invitations. In this way, more staff and faculty
of the CILECT membership were able to make their interest in the project known, regardless
of the position they held in their institution, ensuring there was a higher chance for more
individuals across institutions to join.
A further principle of justice needed to be addressed because of the language that was
used (English). Therefore, participants were informed in advance that English would be the
language of the study, so that they could make an informed decision to take part in the survey
or focus group. CILECT’s primary working language is English, so the study language
requirements were not any different than other CILECT meetings. Finally, as my own
membership institution was not included in focus groups and interviews, I did not hold any
power-over relationships with any of the participants. Also, since risk to the participants’
health or welfare as a result of participation was no more than in their own workday, this
project is believed to meet the Tri-Council definition of “minimal risk” (Interagency
Advisory Panel on Research Ethics Government of Canada, 2019).
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Chapter Summary
In this chapter, the research methodology and the theories that informed it were
described, and considerations surrounding data collection methods, project participants, the
inquiry team, and ethical implications were explored. In the next chapter, the findings and
conclusions will be explained in detail.
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Chapter 4: Inquiry Project Findings and Conclusions
Beginning with a review of the inquiry question and how it relates to the findings of
the study, this chapter then discusses how the data sets (i.e., survey and focus groups) were
coded and analyzed. Project results are presented in three major themes: (a) network
engagement, (b) information and communication possibilities, and (c) leading in a radical
change environment. These findings are meta-themes that emerged from the data and led into
the conclusions of the project, where they are discussed in the context of the literature found
in chapter two as well as to the over-arching inquiry questions.
Inquiry Questions
To understand the findings in a constructive way, it is useful to consider the data in
the context of the study’s guiding question: How might CILECT engage its members to
explore knowledge, experiences and practices, and further evolve its adaptive leadership? This
question was asked to gain greater insight into the needs of the membership, possibilities for
continuous improvement within the structures in place in CILECT, and to engage the CILECT
community in co-creation of the next phase of CILECT’s journey as an organization. To do
this, sub-questions were developed in collaboration with the project partner, which included:
1. What are stories told by CILECT stakeholders about the successes of the
organization? Stories were important to include, as they convey much of what a
culture is in an organization (Barndt, 2008).
2. What can systems thinking offer the membership institutions of CILECT?
Systems thinking was considered in order to show the stakeholders involved a
new perspective of the association and it’s work (Oshry, 2007; Senge, 2006).
3. What do the organization’s stakeholders believe could strengthen a more engaged,
relationship-based version of CILECT in five years?
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4. What could help CILECT create practices and accountabilities to support this
version of CILECT and further membership engagement?
Data Analysis: The Daily Rushes3
Three phases of coding and analysis of collected data from the survey and focus
groups were conducted. This included (a) thematic coding, (b) process coding, and (c) values
coding (Saldaña & Omasta, 2018). In the first phase, an initial review of the survey was
conducted to identify emerging themes. This was done using an inductive and an apriori
approach, primarily looking for word repetitions (Ryan & Bernard, 2003). In addition to the
researcher, one inquiry team member also reviewed the survey findings to offer credibility to
the emerging themes. Emerging themes from the survey data were then used to inform the
focus groups, which offered a deeper exploration of the data as well as ideation surrounding
future directions for CILECT.
The second phase of data analysis involved reviewing the focus group transcripts and
coding the data for references to “engagement processes.” Defined as references to practical
engagement actions, this process coding was used as a means by which to discover
opportunities to enhance member engagement in CILECT in the years ahead. Focus group
transcripts were coded for words that identified participant values. Values coding was used to
gain understanding into the value system held by participants, as this would provide insight
into what may be important to CILECT members. A cutting and pasting method was
implemented, in which words used by participants that represented values were grouped and
regrouped several times until a consistent set of values themes continued to emerge, offering
dependability to the results.

3

Daily rushes refer to the raw material from a day of shooting film.

THE CILECT COMMUNITY NOW AND IN THE FUTURE

71

The combination of a practical lens (i.e., process coding) and a more emotional lens
(i.e., values coding) was chosen for coding in order to have a variety of perspectives on the
data and to offer credibility to the study. As the focus group data were nested in the survey
data, it was important to look for themes and subthemes that would be suitable for complex
and rich narratives as well as be recognizable by the participants (Ryan & Bernard, 2003).
The combination of focus group and survey data offered both qualitative and quantitative
insights, while providing opportunity for participants to co-create the final data set (Martí,
2016). Directly after both focus groups, the researcher held peer debriefing sessions with one
inquiry team member to review the session in collective reflection, which aided in
confirmability of the data relevance and meaning.
In the final phase of data analysis, both the survey data and the focus group data were
compared and analyzed, with a focus on word repetition. Emerging themes were then
grouped into larger containers. These were then treated as larger families of codes, which
produced the overarching meta-themes and findings of the study (Ryan & Bernard, 2003).
Three meta-themes emerged: (a) ideas on how to encourage network engagement,
(b) information and communication possibilities, and (c) approaches to leading in a radical
change environment.
Member Checking
At the start of each focus group, participants were notified that any responses used in
this thesis and final report would be anonymous, but that other participants may know who
the responses are from because of the nature of the focus group. During both focus groups,
conversations were summarized and subsequent questions were asked to determine accuracy
of understanding by the researcher. Also, following each focus group, transcripts of the focus
groups discussions were sent to the participants to ensure no misrepresentation or
misunderstandings had occurred and to allow the opportunity for the participants to add to the
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data. Looking at the data together with the participants also offered trustworthiness to the
results (Herr & Anderson, 2005).
Throughout all stages of data collection in the research, the researcher was able to
continually reflect on her own process. In journaling and through discussions with the
research inquiry team, learning about her own leadership practice and journey was possible.
Saldaña and Omasta (2018) mentioned that “reflecting is analyzing” and the importance of
understanding data, both inward and outward, is crucial when analyzing data (p. 50). By
adopting an appreciative stance with the participants, the researcher used self-inquiry to gain
awareness and understanding and to identify opportunities for development. More
specifically, insights emerged through valuing the process, questioning the communication
style of the researcher, and through self-dialogue in regular journaling throughout the
process. This offered the researcher new ways to continue and expand her leadership practice.
Survey: Data Set 1
The responses of the anonymous survey contained 15 questions sent out in 483
emails, which were collected over a period of two weeks in January 2021. Forty-four email
addresses were invalid, and a total of 56 responses were received, offering a very low
response rate from the global community in general (i.e., 13%). Therefore, although not
statistically significant, the results of the survey are being used here in a non-parametric way
and are valuable in offering insights into participant perspectives and experiences and
informing further data collected in this study.
The survey responses included a wide range of voices offering validity and credibility
though primarily applicable to the European region, as 33 from 56 responses came from the
European sub-region of CILECT. The results, therefore, are considered and presented
through this lens (see Figure 8).
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Figure 8
The representation of regional associations through survey participants who responded.

Graphics generated by Survey Monkey

Responses and Regions
A comparison of emerging results from all participants from the European region, as
the majority of responses were from this region, show some differences and will be described
here in detail. Complete survey results are included in Appendix K.
CILECT’s Membership. The responses to the survey reflected CILECT’s long-time
members who participated in offered events as well as newer members with less experience
of the organization. Minor differences in regional engagement emerged in Question 2 of the
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survey, where, of the 56 responses, 61% who answered were employed by membership
institutions who had been in CILECT for more than 10 years. Without the responses from the
European region, the rate was slightly less at 56%. Yet, the answers to Question 4 showed
more than half of total responses (i.e., 57%) said that someone from their institution had been
at CILECT events 1–5 times (see Figure 9). Additionally, responses without the European
regional answers showed a higher rate of 61% of participants expressing known engagement
of CILECT events 1–5 times in the last five years.
Figure 9
Data collection and analysis of Question 4 of the survey: To the best of your knowledge, in
the past five years, how many times have you or someone from your institution attended
CILECT events? (e.g., regional conference, general assembly)

Graphics generated by Survey Monkey

In both cases (i.e., European and non-European membership), a low engagement was
shown considering the length of the membership stated. Almost 27% of all participants
replied with participating 6–10 times at a CILECT event, though this dropped to a little over
17% when looking at the regions outside of Europe. A consideration that may relate to this
finding is that European countries tend to be smaller and closer together, allowing more ease
in travel to regional conferences. CILECT events, on average, are offered once a year by an
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alternating host school in one of the five regions. As well, since this data were collected,
blended events (i.e., virtual and in-person) are now being offered by CILECT, and attendance
in general has grown.
A Common Vision
The survey asked for participants’ opinions on the question of shared vision, since this
is often considered an important aspect of engagement. Question eight in the survey asked the
participants to show the degree of alignment they felt existed between their own institution’s
mission and CILECT’s mission on a scale between 0 and 100 degrees. Interesting here is
while more alignment was found outside of the European region than inside, in general, there
was an extremely wide range of answers. The lowest response was 15 degrees and the highest
100 degrees, with a result for all responses of 50% (see Figure 10). This can also be seen in
terms of European and non-European answers. There was a little over 42% of alignment at a
rate of 76–100 degrees within European regional responses, while the rate went up to almost
61% for responses from individuals outside of Europe. This is surprising, as over half of
CILECT members are found in the European regional association.
Figure 10
Data show results of Question 8 of the survey: To what degree is there an alignment between
your school’s mission and CILECT’s mission?

Graphics generated by Survey Monkey
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Membership Engagement
Question 7 and Question 10 of the survey focused on events offered in the past and at
the present through CILECT and how the membership institutions were engaging with them.
The results showed an inclination for networking that is important for European regions and
even more important for non-European regions. While the responses to Question 10 showed a
clear preference for CILECT to continue to focus on networking events (i.e., 40%), this rate
is even higher (i.e., 65%) for regions outside of Europe. Question seven, however, showed
that opportunities to engage staff and students through yearly events, such as defining the
winner of the CILECT prize, were mentioned by 30% of European responses, while outside
of Europe, the collective engagement activity was as high as 50%. Together, the results are
relative at a little over 38% (see Figure 11).
Figure 11
Data shown here are the results from Question 7: How would you describe the voting
procedure at your school for the CILECT student film prize?

Graphics generated by Survey Monkey
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For the Love of Story
Question 14 recorded the essence of the study and the community culture of CILECT
by asking: Tell us about a time when CILECT hast helped you (re-)discover your passion for
filmmaking, teaching, artistic research, or you felt inspired by the CILECT community. The
responses here were, for the most part, concise while still showing a personal nature of
connection. Themes such as networking possibilities at conferences in CILECT, but also
region specific (i.e., European and South American), were mentioned 25 times. Other themes
such as connecting to others and sharing knowledge were also mentioned.
In sharing the survey data, individual answers and participant conversations have been
anonymized to protect the participants. Each participant has been given a number (P1, P2, P3,
and so forth). For example, one participant answered, “It helped me recognize and reconnect
with my abilities as an artistic researcher and then share them through a workshop and a
publication” (P45) while another recounted being “interviewed by Dr. Dan Geva for The
Ethics Lab which . . . [was] extremely fun and inspiring”(P12). Additionally, a participant
explained that “a wide group of contacts . . . to collaborate with and seek advice and
assistance from” (P48) had made a difference through the engagement with CILECT. Such a
variety of responses was perhaps best summarized by one participant who said,
There is so much knowledge that’s openly shared, so much dedication to all our
students. It always brings me to the point that I realize that education is in fact
something else than just making films. The combination of the art of filmmaking and
education—as expressed by our colleagues—is absolutely inspiring. Besides that,
every time we ask students to participate [in] our meetings, the energy and the
inspiration goes sky-high for me. (P1)
To honour the dedication and passion found in this association, this researcher created
a poem through the method of found poetry (Butler-Kisber, 2020), which was used to capture
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and honour this expression of personal connection and still allow for the diversity of
responses to be seen (see Figure 12). This found poetry was presented at the closing of the
harvest round and added richness to the process and engagement of the participants, while
allowing an emergent research process of qualitative data (Butler-Kisber, 2020).
Figure 12
The coded responses to Question 14 of the survey in the form of found poetry. Question 14:
Tell us about a time when CILECT has helped you (re-)discover your passion for filmmaking,
teaching, artistic research or you felt inspired by the CILECT community

Communication
The survey then examined the present communication structures in CILECT and
offered participants an opportunity to recommend new possibilities. For example, in Question
5, participants were asked to rank from most preferred to least preferred the methods of
communication within the network. Rank “one” was highest, while ranking “five” was the
lowest. The answers showed emails were by far the most preferred communication channel
for the membership, with 66% ranking them as “one.” The website was not mentioned as
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often as most preferable (i.e., almost 10%) and may, therefore, be areas of interest for further
inquiry (see Figure 13).
Figure 13
Data collection and analysis of the survey Question 5: Which are your preferred platforms to
find out about CILECT activities?

Graphics generated by Survey Monkey

Social Media
Question six in the survey then asked about the need for other information channels
and formats. Overall, the responses showed contentment for the communication and
information channels available. Though social media was mentioned by European responses,
it showed more importance for non-Europeans. For example, when asked to suggest other
communication channels for organizational information, 50% of the 42 answers collected for
this question from all regions reported that they did not see other channels being necessary to
inform the community. However, a little over 26% of all answers mentioned the possibility of
increasing CILECT’s social media presence, mentioning options such as the CILECT
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Community on the Mighty Networks, Telegram, Facebook, or Instagram as possibilities (see
Figure 14).
Though these percentages vary slightly when looking at the 18 responses from outside
of Europe, non-European answers showed 39% not needing other channels for
communication as well as an increase to 39% of responses that wanted to see more social
media being used in CILECT. In both cases, the responses to using the website were showed
at approximately 10%.
Figure 14
Data collection and analysis of the survey Question 6: Are there other communication
channels you would suggest for distributing CILECT information?

Graphics generated by Survey Monkey

Aspirations
The last part of the survey primarily involved questions around the future of CILECT,
including Questions 9, 12, 13, and 15, which provided qualitative data. The results of these
questions were presented both quantitatively (i.e., statistically) and qualitatively (i.e., using
Wordle) to inform the focus groups through the survey report. This allowed the community to
connect with the data in both a logical and an emotional way, an approach that was believed
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to be appropriate to this artistic group. Additionally, these survey questions were formulated
to offer participants opportunities to share insights through three perspectives: (a) the
personal, (b) the institutional, and (c) the communal perspective of CILECT as a whole. As
such, participant responses offered holistic insights into the needs of individuals in CILECT,
the institutional members, and the CILECT community. This may be why the results for
Question 9 and Question 12 showed similarities as well as differences.
The Member Perspective
Question nine asked the participants to consider the perspective of the institution by
asking: How might CILECT support your school to further develop over the next three to five
years? The main answers here for both European and non-European responses were
(a) networking and (b) online formats (see Figure 15).
Figure 15
Data show results from Question 9: How might CILECT support your school to further
develop over the next three to five years?
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What was interesting here about the second most-mentioned ideas, online formats, are the
large range of ideas for disseminating information, such as podcasts, masterclasses, informal

THE CILECT COMMUNITY NOW AND IN THE FUTURE

82

meetings, and online festivals. Further, though considering student needs was recorded as the
third highest answer of all participants, when looking at only non-Europeans,
professionalization took its place in terms of importance.
The CILECT Community Perspective
Question 12 shifted focus to CILECT’s role as a global entity by asking participants:
In the next five years, on which areas and issues do you and/your school think CILECT
should advocate? Here participants were asked to think more for the global association as a
whole as well as for their own institution. In the responses from European participants (33%),
though less for non-European participants (22%), social change became the most mentioned
aspect. Altogether the responses for social change are still the highest at (28%) (see Figure
16). Social change here included themes such as diversity, inclusion, decolonizing the
classroom, equal rights, and representation in context of gender equality. Important to
mention here is that the range of answers in general was very high. Pedagogy was for
Europeans and non-Europeans alike the second highest answer and included themes such as
teaching in collaboration, new forms of film education, faculty development, and progressive
teaching.
Figure 16
Data show the results for Question 12: In the next five years, on which areas and issues do
you and/your school think CILECT should advocate?
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European Perspectives
In the next question, which included Questions 13a, 13b and 13c, participants were
asked to first think in terms of their own personal needs, then the institutional or member
needs, and lastly the needs of the CILECT community. The results found in Appendix L
show slight variances in ranking of the thematic codes, though networking is in all three
instances the most important area of focus for the participants. This was the case for both
European and non-European responses, whereby non-Europeans tended to have slightly
higher percentages.
The noticeable difference here between answers from Europeans and non-Europeans
was in 13b, as the participants were asked to speak for the needs of their institution. In this
case, the non-Europeans voiced a clear need for lobby work and teacher training before
considering online formats as important. Lobby work in this context included promoting
postgraduate studies and participating in festivals in Africa. However, the response rate here
was extremely low (i.e., 12 responses) and so should be considered cautiously.
Future Perspectives
The last question of the survey asked participants what their three wishes for
CILECT’s future might be. The answers have been formed into a Wordle and show the range
and diversity in CILECT’s community (see Figure 17). The Wordle was made by counting
the number of times a specific topic was mentioned, which then defined its prominence in the
Wordle. In this way, the essence of the survey results was formed together to be
communicated in an artistic and visual way in-line with the creative nature of a film school
audience. This diagram was offered to the focus group for analysis, both before and during
the discussion.
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Figure 17
Thematic coded responses to Question 15 of the survey: If money, time and resources were
not an issue, what three aspirational wishes do you have for CILECT’s future?

Graphics generated by Wordle

Notes on the Daily Rushes4
Also visible in the table presented in Appendix L are 24 sub-themes that were
grouped together to create thematic codes, such as Networking, Online Formats, Pedagogy,
Lobby Work, Student Issues, Information, and Artistic Research. It is also important to
mention that some overlap is found here. For example, in both themes of Networking and

4

Notes are typically made by different key positions during the screening, including the director and editor of a
film.
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Student Issues, it is possible that when looking at the sub-themes such as “project work” and
“production support,” there is commonality found. In the same way “classes” could be
considered related not only to student issues, but also perhaps to webinars or online formats.
Therefore, in this case, the ideas in the responses were counted and categorized multiple
times in all relevant themes.
Switching the lens for a moment to the number of institutions within each regional
association and comparing this with the number of individual responses to the survey, also
gives some context to the results (see Table 1), though this may be viewed as a difficult
comparison, as the size of the schools and number of responses from each school are not
taken into consideration. This researcher felt it important to show the difference between the
size of the regional associations as well as acknowledge the individual voice. Therefore, it
was believed to be important to add the comparison to this report.
Table 1
Number of Responses and Institutions from Each of the Participating Regions
Number of Responses

Number of Institutions in
Region

CAPA

10

31

CARA

3

10

CIBA

5

14

CNA

5

23

GEECT

33

96

Regions

Focus Groups: Data Set 2
A link to sign up for focus groups was provided at the end of the survey (see
Appendix C). The 12 responses to this link were considered individually to be consistent with
the boundaries of the sampling (for example: only two representatives per region per focus
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group and only one staff member per institution). Representatives from all five regions in
CILECT took part in the focus groups, while no two participants came from the same
institution. Participants were recruited on a first-come basis. Some applicants who applied
were not accepted in order to stay within the boundaries of the study (i.e., only one
representative per school, no representatives from the researcher’s institution). Additionally,
to ensure focus groups met the project boundaries, subsequent invitations to participate in the
focus groups were shared with CILECTS’s Standing Committee on Equity, Diversity, and
Inclusion. Three representatives of this committee expressed interest in participating (see
Figure 18).
Figure 18
Chart shows the participants of the focus group and the regions they represented. The five
regions represented are GEECT Groupement Européen de Cinema et de Télévision for
CILECTS European members including Israel and Lebanon, CAN CILECT North America,
CI
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In an identical manner to the survey data, data produced by the focus groups were
coded and analysed using process coding and values coding. By implementing both kinds of
coding, a more complete picture of the data was established. While the process coding
pointed to viable possibilities and actions for the future, the values method allowed a more
personal and emotional perspective of the data. The methods combined helped in the
dependability of the results.
Although, it could be argued that the results of the survey may have influenced the
focus group, as they were given to the participants in preparation of the discussion. This was
helpful in terms of confirmability of the survey results. What is evident is that the focus
group data showed similarities to the survey, while providing more information on some
themes that emerged from it, offering credibility to the study. Three main questions were
asked in the focus group:
1. What surprises you looking into CILECT’s history or the survey results?
2. Thinking of a stronger, more engaged, relationship-based version of CILECT in
five years, what do you think is important to co-create moving forward?
3. What could help CILECT create practices and accountabilities to foster
membership engagement and CILECT as an organization?
In the description of focus group data, individual answers and participant conversations have
been anonymized to protect the participants. Each participant has been given a number (P1,
P2, P3, and so forth).
Process Coding
The first method implemented on the focus group data was process coding. This
allowed a specific look towards actions, reactions, and interactions between participants. In
total, 25 codes were created from this wide range of data. The 25 topics included
(a) referencing geographical issues, (b) looking for new points of contact, (c) pointing out
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communication opportunities, and (d) not walking the talk (see Appendix M for complete
theme list). The topics listed in Table 2 are the top five “processes” mentioned during the
focus groups.
Table 2
Top Five Results of Process Coding for Both Focus Groups
Rank

Process Coding Focus Groups: Meta-Themes

Times Mentioned

1

Wanting more engagement with CILECT
members

73

2

Looking for information & communication

48

3

Social change issues (incl. diversity and
representation)

42

4

Wanting more online possibilities

32

5

Supporting further evolution of CILECT

28

Directing a Crowd Scene. The number one process discussed by participants was
“looking for ways to engage.” This was mentioned 47 times in the first focus group and 26
times in the second focus group, offering a total of 73 times. These mentions were at times
surprising for the participants as well as having a wide range of themes. One participant
reflected on the survey results saying, “I was surprised at the large focus on networking …
there are other people wanting the same sort of things as I am” (P4). Another participant
suggested to deepen engagement by creating “a representative think tank . . . about how we
will remain a relevant organization in the 21st century” (P8). Further, the focus group itself
was seen as a possibility to engage with the network, which was also coded in this way. This
was evident, as one participant remarked, “Part of my interest in this project is to learn about
CILECT. . . . I needed a much stronger contextual base . . . to think through possibilities”
(P7).
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Using Dialogue and Sound. Further, the focus group data suggested that looking for
communication and information possibilities was the second highest topic of discussion,
being mentioned 18 times in the first group and 30 times in the second group, resulting in a
total of 48 mentions. Similarly, wanting more online possibilities to communicate with other
members and exchange information was mentioned 32 times within the focus group
discussions in total.
One participant realized that her school alone had much more support for promotional
activities and communications than the global organization of CILECT. This led her to an
understanding as to why it may have been difficult for her to find out more about CILECT:
“If there is no one . . . paid to do the communication on the central level . . . [it won’t get
done] and I think that is such an important issue to create a network” (P1). In the same way,
another participant said, “Communications is something that is undervalued often because we
all think we can do it as part of our work” (P2).
It also became clear in the discussion that it would be in the interest of the
membership to put more value on the role of the communications by supporting budgetary
changes to allow more support for this work: “It would be money well spent . . . to have a
person who works closely with . . . the Executive Director, whose responsibility is
specifically communication” (P2). It was also identified by the participants that more support
for communications was also a needed change toward sustainability of the network and
would also support the membership: “We [a member institution] finally dug out a niche in the
budget to pay someone, and it’s made a huge difference . . . in the stress that’s been removed
from everyone.” (P2).
There may also be a need for CILECT to demonstrate value for the individual faculty
member within the membership. Comments such as: “It’s too big of a community to try and
infiltrate unless you are someone who is well known within it. . . . You’re waiting for the
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senior voices to say something” (P4), give insights to the culture of communication. Because
of this, the opportunities for communication become important, as supported by participants’
comments: “Questions have been [expressed] for rethinking the format of the Congress. . . .
the finances of sending traditional teachers don’t make sense” (P7); and “My institution finds
it impossible to justify two people going” (P5), emphasize the importance of the conferences
and links back to the question of engagement.
Still, these finding may not be surprising considering the inquiry question spoke
directly to the topic of engagement and should be kept in mind when looking at the findings.
However, it also shows the dedication and belief of the potential of the network, as members
saw engagement as a key to the evolution of the organization. While process coding followed
a logical view of actions reviewed in the data, a deeper more emotional look was possible
through values coding.
Values Coding
Values coding separates the data in terms of values, attitudes, and beliefs held by the
group, which “collectively . . . [is] called a values system” (Saldaña & Omasta, 2018, p. 128).
Values coding was conducted in two steps. First, the focus groups data were colour coded as
either a value, an attitude, or a belief. The colours were grouped to analyse the range of topics
in each of the categories. Then, the interrelationships between the three were analysed by
bringing the three groups together. The digital version of groupings and analysis is shown in
Figure 20, adding a third element by including a visual representation of repetition. Topics
mentioned more often were placed closer to the middle of the circle and diagram, while
topics mentioned less often were placed toward the outside of the diagram.
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Figure 19
Shown in this figure are the values, attitudes, and belief data found in the focus group
sessions. The themes in the middle of the circle were themes mentioned numerous times. The
themes farther away from the middle were mentioned less.

Graphics generated by Miro

All topics mentioned either in more than one category or in more than one focus
group are shown in Table 3. The results showed that the potential of the organization was
apparent in the topics discussed and the attitudes of the participants. As shown in Table 3,
four themes are found in all three categories of the values, beliefs, and attitudes of the
participants. The themes include (a) growth and a more dynamic organizational culture,
(b) social change as a higher purpose and possibility for engagement, (c) understanding the
past to change the future, and (d) inclusivity (including language options).
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Table 3
Values-Based Analysis
Values-Based Code for Both Focus Groups: Summary

Attitudes Values

Belief

Growth and a more dynamic organizational culture

•

•

•

Social change as higher purpose and possibility for
engagement

•

•

•

Understand the past to change the future

•

•

•

Inclusivity (including language options)

•

•

•

Adaptive leadership opportunities

•

Building relationships

•

•

Wanting connections

•

•

Wanting engagement

•

•

•

Walking the talk

•

Online helps engagement and equality

•

Network holds great potential

•

Democratic thinking and action

•

Potency and Growth. Looking at the first theme, it is possible to see that there was a
strong belief CILECT has the potential to grow and become a more dynamic culture: “The
CILECT Congress is this potential kick off for something that comes after” (P3). Building on
this, larger topics such as “what does it mean to be a human being in the 21st Century?” (P3)
were considered relevant within the network. Also mentioned was: “How potent can it be if
you take 200 film schools and connect them? You are talking about one of the most potent
voices in the world, because it produces all the media! This is powerful!” (P8). Together,
these quotes might suggest the value of the network to the participants.
Social Change. Further, social change to strengthen CILECT’s network of
institutions emerged as a theme. Social change as a higher purpose of CILECT was described
by one participant as the possibility to “focus on equality in knowledge, in training, in
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education, and sharing in all things” (P10). Another explained that focusing on social change,
he was “no longer just an administrator who tries to ensure quality teaching but . . . interested
in how creativity, [and] how film can help change the world” (P3). Another realized that
CILECT’s mission was about a network that “will make the world a better place” (P2).
Similarly, ideas around social change were reported through the implementation of
shared online classrooms and general cross-institutional support through the pandemic: “We
got four campuses now, and they are lecturing nationally, organizing nationally, and it’s
created all kinds of opportunities. . . . There is a massive cooperation between the campuses”
(P8).
Another aspect of social change was its ability to connect the network: “The social
change aspect that all of us seem to want might create an opportunity for more consistent
engagement” (P3). Further, a participant asked, “How can we not only train film makers but
people with a social conscience?” (P3). This also shows questions around accountabilities
and leadership, which were echoed in the themes and reflected understanding the past to
change the future and inclusivity.
Understanding the Past to Change the Future. The theme of understanding the past
to change the future echoes the comments of one participant during a focus group, who said,
“My interest to this project is really to learn about CILECT, to understand it more, beyond
the lovely Congress” (P7). Others also found the research project as a possibility to look
specifically into the past. “You are bringing to light . . . [an] historical timeline, which is very
interesting” (P6) was one of the comments made to the researcher. Also, “I didn’t know
CILECT was born out of conflict. . . . There is an element coming from the past that can be
very burdened by statutes and rules. . . . It somehow hampers speedy change” (P5). The data
showed the participants’ inquiry into the past and offered insights on its importance for
defining the future.
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Inclusivity. Inclusivity emerged as an important value. “The world view that comes
with meeting people from different cultures is important for us” (P3) was voiced in the data
around working with students. The participant added later: “There are not many points of
connection for us” (P3), as the inclusiveness of the events for junior teachers was discussed.
Another added a critical voice that perhaps being “a network organization of all
humankind . . . [where] the management or directors are going to the meeting” (P1). This
showed perhaps a discrepancy in the interpretation of CILECT’s mission and the practices of
the events.
Findings: The First Assembly5
In the final analysis phase of this project, both the survey data and focus group data
were brought together and reflected on as a final data set, which is where the meta-themes
were discovered. By grouping and regrouping the themes and sub-themes of the survey and
the focus group several times, three groups of meta-themes emerged: (a) possibilities of
further engagement of the membership in CILECT, (b) topics of communication and
information, and (c) ideas of governance and leadership needed to navigate the global
pandemic.
Finding 1: Activating Network Engagement
In the analysis of the data, both in the survey and focus group from European and
non-European responses, a willingness and desire for ongoing opportunities for connection
was apparent. These were recorded in the survey and focus group as the meta-theme:
Network Engagement. This theme emerged early on in the study, as it was the most
mentioned theme in Questions 9, 10, and 13 of the survey. For example engagement requests

5

Refers to the first assembly of usable film material strung together corresponding directly to the script by the
film editor.
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included; “facilitate students/staff/research collaborative opportunities” (P7) or “more contact
between each Congress so that activities are not limited to what happens in each Congress”
(P39) . Other specific engagement possibilities will be discussed further in Finding 2 and
Finding 3.
Mostly, in CILECT events, until the pandemic, it was only possible for small numbers
of participants to travel to conferences and engage personally with other CILECT
representatives, so the leaders of institutions were primarily engaging at CILECT events. One
participant explained, “As a former deputy of the school it was only those in leadership
positions that were really engaged [in CILECT]” (P4).
The data suggests that the membership may believe that, through the shift to online
communication and meetings, there are further untapped possibilities opening up for other
representatives of membership institutions to engage in CILECT activities: “Given the way
technology works today there is no reason why . . . [voting] can’t be done online. . . . The
conference [could become] much more focused on the meeting place for sharing practices,
sharing research” (P2).
Since 2020, an increased rate of participation of newly offered online conferences
shows further development of engagement possibilities. The conferences as a theme was
mentioned repeatedly by participants, beginning in the survey. One example of this is the
comment: “Annual conferences, ALWAYS benefits . . . in terms of sharing current practice,
in terms of presentations /sharing of knowledge and protocols in teaching and research, and
most importantly networking” (P7). In this way, there were insights on how participants see
value in the membership and engagement with it.
Finding 2: Information and Communication Opportunities
The data collected pointed to information and communication opportunities for
CILECT in a number of ways. Participants noted developing well known channels such as
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the website as well as new forms of communication. What began to emerge was the theme of
looking to innovative yet sustainable practices for CILECT communication going forward.
One reoccurring source of discussion in the context of information and
communication was CILECT’s website, which was recorded in both survey responses and
focus group discussion. The survey identified the website and other online formats as
opportunities for change. Comments such as “revitalization of CILECT website” (P11), “the
website could use a redesign” (P42), and “recordings of panel discussion posted on the
website” (P30) showed some ideas that were also voiced in the survey. The focus groups
offered details and support for resources that would be necessary in order for the
development of information channels in CILECT. What was evident here was the perspective
of needing a shared responsibility in the network of CILECT and the possibility of
information exchange among passionate educators in film schools.
One key informant explained that as technology became more available, CILECT
chose to be more inclusive in defining its criteria for new membership applications. This
theme was echoed in survey results and focus group data, as both called for more inclusivity
in communications by asking the leadership to consider innovative online formats for
CILECT discussions going forward. Examples of this in the survey included: “new forms of
film education” (P32), “podcasts” (P11), and “online screening events of CILECT winners
and awards” (P18). These kinds of suggestions require the leadership roles in CILECT to
innovate in times of change, which is the last finding.
Finding 3: Leading in Radical Change Environments
This last theme seemed to be a key to encouraging engagement of the membership
and understanding communication opportunities as well as the need for their implementation.
Through looking at who is engaging and possible points of contact, a picture of how CILECT
works and why it might work becomes visible. By adopting a systemic view, decisions made
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in the past surrounding member engagement and interaction may shed light on the
organization’s operations today, and opportunities for the future. These reflections resulted in
the emergence of a suggestion for CILECT’s leadership to implement a think-tank involving
wide representation of the membership as well as the regional leadership councils. By asking
for “a representative think tank . . . about how we will remain a relevant organization in the
21st century,” the call for a systems analysis through adaptive and distributed leadership was
voiced (P8).
Another issue related to leading in radical changing environments was found in
conversations about the communication structures. A comment in one focus group suggested
the one staff position in CILECT may have become too complex and, therefore, perhaps
unsustainable going forward. Currently, the statutes of CILECT show a long list of duties for
this position, which include administrative management, financial management, project
management, and promotional management, including all activities needed to manage this
global association (CILECT, 2016, p. 17). Also, though not specifically talking about the
Executive Council or the one paid position of the Executive Director, the idea of a curated
organization arose. As one participant remarked on the conference structures, CILECT has “a
very curated way of sculpturing in these agendas” (P7). These ideas show an interest in
democratic and distributed leadership practices.
As evidenced in these findings, there appears to be overlap in the emerging themes
across communication, network engagement, and leadership in radical change environments.
At the centre of all three findings lies the evolution of CILECT. For example, engaging the
network through online communications such as “podcasts” (P11), “webinars” (P15), “joint
online education projects” (P9), “broadcasting . . . keynotes” (P1), or “sharing experiences in
a world in transformation” (P13) could create opportunities for shared responsibilities (in a
radically changing environment), which is the CILECT culture. In other words, adaptive
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leadership (Heifetz et al., 2009) could provide a path forward for shared and distributed
leadership practices around engaging the membership further (see Figure 20).
Figure 20
The diagram used in the harvest round presentation shows the three main themes from the
findings of the study and how they are related.

Study Conclusions: The Final Cut
By conducting this study using multilateral dialogue within a global association this
project aimed to encourage the continued evolution of CILECT. The research methods and
results were informed by the scholarly literature surrounding learning organizations and
adaptive leadership that specifically included the following themes: 1) The learning
organization in the context of aspirations, reflective capacities, and complexity as well as in
relation to constructive conflict and specifically in the setting of educational institutions
today; and 2) Adaptive leadership and how it relates to other forms of leadership, including
distributed leadership, what exploration has to offer, how to develop an adaptive skillset, and
how it sets in context with an adaptive culture.
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Reflecting on the key themes from the literature review, the guiding research questions and
sub-questions, the inquiry design and the findings led to three conclusions:
1. New forms of connection through technological advances may be used to increase
membership engagement and support the aims and spirit of CILECT.
2. The individuals, institutions, and regions of the global CILECT membership need
to be carefully considered when building new forms of engagement.
3. Creating more continuous opportunities for engagement could increase connection
to other members and the leadership in CILECT.
It is important to note that the lack of participation of regions outside of Europe make
these conclusions primarily valid for the European region, as participation from other
regional CILECT members was limited. As such, additional research is required before this
project’s findings can be generalized to the CILECT membership as a whole.
Conclusion 1: New Forms of Connection Through Technological Advances May be Used
to Increase Membership Engagement and Support the Aims and Spirit of CILECT
Strengthening the CILECT network through technological advances emerged as a key
area of focus for project participants. The guiding research question: How might CILECT
engage its members to explore knowledge, experiences and practices, and further evolve its
adaptive leadership? may best be answered through this conclusion. Based on participants’
insights, new forms of connection through technological advances may increase membership
engagement and support the aims and spirit of CILECT, specifically in the regions where
there was significant engagement with this inquiry. Taking into account the possible
democratizing effect of technology, one option may be to look at ways that technology can
support the aims and spirit of connection and inter-connectivity of all institutional staff
members (CILECT, 2016). However, it is also important to consider the regional economics
for supporting internet connectivity and computer literacy.
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CILECT and Social Media. The CILECT Community on the Mighty Network
platform, created by the President of CILECT, is one example of multi-lateral engagement
that is offered to all staff members within membership institutions. Among the participants of
both the survey and focus group, this social media platform was highly praised. It was clear
that the participants felt they had value to add to the CILECT community, and that through
this kind of engagement, their institutional connection to the network would be strengthened.
However, the lack of engagement from three of the sub-regions in CILECT suggests there
may be other means to include more voices that are worth exploring.
Promoting Engagement. There may be a variety of reasons for the lack of
participation, therefore considerations are needed surrounding the conditions required to
stimulate engagement. Whether a lack of technology in some regions, economics, or political
differences, the causes for the minimal participation in the project and CILECT need further
study. Another possibility may be a perceived Euro-centric focus for CILECT by some
regions due to the majority of members found there. Other reasons may be cultural
differences of the approaches to connection through technology or simply language
complications.
To implement more opportunities for engagement in the name of the aims and spirits
of CILECT, other forms of connection could be tried, but there are also cautions here. As
noted in the literature, experimentation of hierarchal structures in educational settings may be
needed, but it is important to consider the politics at play within the environment. Corrigan
(2013) warned that if unheeded, the politics could continue to undermine the goal of social
change. Similarly, Wiedemann (2016) recognized the importance of institutional awareness
for pedagogy and student success. One suggestion that could support this awareness is the
implementation of discussion groups, particularly involving participants from regions that
appear to have had limited participation in this inquiry.
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Working Groups. Further discussion could offer both the possibility of building
relationships between individuals across regions and increase dialogue and awareness for
audiovisual media schools. Topics such as political, economic, and cultural diversity or
simply general themes of importance for the membership such as student exchange or artistic
research could be a base for working groups (see Figure 21). It may help to have different
regions take ownership of different dialogue groups so that each group could build and
expand on its own regular membership. Further, special groups could be staged to build
bridges across the regional working group dialogues, which may take place in multiple
languages. Simultaneous interpretation may also become necessary, particularly if languages
include English, French, Spanish, Mandarin, and others within the meetings.
Figure 21
The diagram used in the harvest round presentation shows how the data suggested a possible
future where the great potential of individuals, institutions, and the CILECT community are
working together.
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Paradigm Shift in Education. There is also a pressing need for change in
educational settings that should be considered in this context (Bradbury et al., 2019; Gauthier,
2013). Similarly, one CILECT scholar, Mistry (2021) made the latest call to examine
classrooms and institutions to bring awareness to decolonizing the teaching process. Most
film school pedagogy has not changed too drastically in the last 100 years (B. Sheridan,
personal communications, May 5, 2020). The pandemic, however, has shown us how
intricately we are linked to each other and how vulnerable we are to global catastrophes. This
was also recognized by the individuals in this study, primarily from the non-European
regions, and was reported as having an effect on pedagogy used in film schools within those
regions. The use of technological advances is actually more necessary now than ever before,
and just as it has changed film school teaching to a radically different environment, it has the
capability of changing this network as well.
Systems Change. In order to look for new ways to engage the community to connect
the membership, a reflection on the systems within CILECT would be advisable (Oshry,
2007; Senge et al., 2015). For example, looking at the survey data, it is clear that for
respondents, the main point of contact has been the yearly conferences. This provides some
insight on how engagement was understood in the past and why only some individuals were
able to participate more fully. Also, understanding conference participation as the primary
point of contact for this global network may offer a starting point for understanding what the
participants recognized as privilege within the membership institutions (e.g., only selected
individuals or institutions had the means to participate).
CILECT may have opportunities to encourage more individual engagement within the
association. In the context of power and inherent intelligence in an organization that is ready
for change, “the goal is not to give everyone the exact same power. It is to make everyone
powerful” (Laloux, 2016, p. 123). As such, including more individuals in discussions on
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engagement possibilities and the development of the organization through an adaptive
leadership practice, the agency of the organization could be enhanced. This may introduce a
new concept for some members who enjoy engagement and communications as they are now.
Yet, as shown in the findings, the theme of engagement was most prevalent, both for
European non-European participants.
As technology develops to a point that it can be used easily to connect individuals and
institutions from all regions, there could be more possibilities available for the CILECT
network to connect to each other. Also, this perspective could offer new insights to the
debates on needs of both individuals and institutions and how to harmonize them within
CILECT’s structures.
Conclusion 2: Both the Individuals and Institutions of the CILECT Membership Need to
be Carefully Considered When Building New Forms of Engagement
Here, the dynamic culture and environment in CILECT becomes important, as the
organizational culture also needs to be considered in future planning. CILECT has questioned
in the past whether it is an association of individuals or of institutions. This still appears to be
a source of membership debate. Systems thinking may offer a holistic perspective in this
context to understand the organization as an association of institutions, which includes the
individuals engaging within the membership.
The participants of this study are individuals from membership institutions, primarily
in Europe, that wanted to engage more in CILECT. Serving both populations (i.e., individuals
and institutions) means to acknowledge and manage varied cultures within the association. It
also means there is a high potential that could be resourced if there were a multitude of
opportunities for contact offered through complementing events. Offering further focus
groups or regional surveys may be one way to access more information on both individual
and regional needs, which could inform those events.
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Conference Engagement. During the focus groups, debate arose around the
privileged opportunity of participating in conferences. Participants felt that not only the
directors of the schools, but also junior staff had something valuable to offer, and engaging
more institutional staff in events could make ties to CILECT and between institutions
stronger. Understanding that conference and Congress participation is limited, perhaps new
theme-specific events for individuals and institutions could be created that do not require
travel to international conferences. Not only would this reduce the carbon footprint of
CILECT, but it would also allow more regional members who were not in a position to travel,
whether through economics, politics, or personal circumstances, an opportunity to participate
in the CILECT global network.
Systems Thinking. To access this potential for building the network, it is necessary
to understand the different environments of the membership inherent within this system. This
could include diverse issues of culture, language, disparities related to economics and access
to resources and technology, gender, and other issues of diversity, as well as positional
authority in the member’s own institution. In a sense, we need to go to the balcony to see
what the larger picture is to understand fully what is happening on the dance floor (Heifetz et
al., 2009).
Systems thinking may have a perspective to offer in order to serve all the complex
aspects that are inherent in CILECT. Senge et al. (2015) explained that leaders who choose to
lead with systems thinking have the ability to consider the larger picture as well as foster
reflection in community and individuals. So, the literature on complex systems has shown
that shifting to systems thinking holds the possibility and opportunity for change (Senge et
al., 2015). Similarly, a focus group participant expressed the need to “understand CILECT’s
past in order to create it’s future“ (P7). So when looking at the question: “What can systems
thinking offer the membership institutions of CILECT?”, it becomes clear from the literature
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and the findings of this study that understanding systems thinking allows more reflection of a
system, its past, and the dynamics at play while offering possibilities to develop it further. In
this way, individuals and institutions could be considered as polarities that need to be
managed, instead of conflicting opposites, in order to provide a new picture of
complementary engagement and possibility for the membership (Arnold 2017; Johnson,
1992).
It is important to acknowledge that individuals and institutions may have conflicting
needs, but might also share some mutual goals such as providing the best possible learning
environment for students. If recognized and addressed, underlying tensions could be handled
as constructive possibilities (i.e., creative tension) used to further develop the engagement of
both individuals and institutions (Johnson, 1992; Senge, 2006). It became clear through this
study that there is great learning potential in small and intimate groups. Leadership that
supports learning about each other will strengthen the community collectively (K. C. Laszlo,
2012). Therefore, an adaptive leadership model using systems thinking can offer
consideration of new leadership forms, while being aware of the environment in which the
organization is working (Heifetz et al., 2009).
Conclusion 3: Creating More Continuous Opportunities for Engagement Could Increase
Connection to Other Members and the Leadership in CILECT
This conclusion is primarily based on the fact that the results from the study showed
the European and Asia-Pacific region membership wanting more possibilities for
engagement. Harris and Agger-Gupta (2015) talked about creating a trusting environment in
education as a developing process, and Brown (2018) discussed how a willingness to engage,
along with time, allow trust in a community to grow. Therefore, when asking, “What do the
organizational stakeholders believe could strengthen a more engaged relationship-based
version of CILECT in five years ?”, the answer may be continuous engagement. Engagement
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builds community and trust. Brown explained the need for ongoing engagement as “trust is in
fact earned in the smallest of moments” (p. 32). This could happen through dialogue, which
generates more awareness about culture and its needs and possibilities. Likewise, Wheatley
(2017) explained that “information is the invisible lifeblood of all living systems” (p. 100). In
this way, she described how information is what connects us with each other.
Creating Dialogue. The exchange of information to build community and trust is a
crucial leadership challenge for CILECT and requires opportunities to be practiced.
Participants indicated that there is a high turn-over of people who actually participate in
CILECT conferences, making the building of meaningful long-lasting relationships a
challenge. This is due to many factors, such as conference subject, institutional policies (and
politics), and/or financial considerations. Whatever the cause, it should be considered
important, as the literature pointed out that in dialogic processes, we gain awareness about
each other (Geva, 2019). Geva (2019) role modeled this in his work to encourage “the
community to establish a clearer awareness of fundamentals that ultimately support our
essential task of providing better teaching” (p. 8). Therefore, opportunities such as these
become significant to supporting ongoing dialogue within the membership.
Experimentation. Experimenting with more continuous meetings or new organic
points of contact could also stimulate and foster trust for collective action. As discussed in
chapter two, new forms of experimentation are being called now to promote social change
(Bradbury et al., 2019). Online experiments such as this research align with the vision of
adaptive leadership strategies held by the President of CILECT. Through technological
advances just in the last few years, the possibilities for experimentation in the form of
membership engagement have been expanded. Platforms such as Zoom, SpatialChat, or
Wonder.Me offer interactive experiences that could allow cross-cultural exchanges without
the costs of travel. If implemented with careful consideration, this could foster continual
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discussion, for example, on the role of media today or the relevance of film schools within
the CILECT members.
Storytelling and Storytellers. Considering the environment of arts-based educators,
it may also be useful to incorporate storytelling and its ability to speak past the logical mind
in order to support change (Barndt, 2008; Gladstone & Pepion, 2017). This begins by
identifying the stories told by CILECT stakeholders about the successes of the organization.
As reported in the findings related to Question 14 of the survey, many stories were told that
spoke of like-minded educators and the passion for the work they all do, as well as the values
of connection, respect, and diversity (see Appendix K: Survey Results). As one survey
participant explained, CILECT helped them re-discover a passion by “opening up new
opportunities in [the] teaching practice and research, as well as long-lasting friendships”
(P22). For the same reasons, the researcher created a found poetry poem (see Figure 12) that
was used to honour this spirit and encourage reflection in the harvest round. Contemplating
on CILECT and the inquiry design, storytelling is what brings this community together, and
this was a form of implementing an art-based method with the membership to acknowledge
the values of CILECT.
Scope and Limitations of the Inquiry
This research inquiry set out to explore how CILECT might engage its members to
explore knowledge, experiences, and practices, and further evolve its adaptive leadership. In
support of the trustworthiness of the data in this inquiry, it is important to acknowledge and
consider the limitations and scope of this research, including the scholarly literature used to
inform this study, the engagement levels, and the transferability of data.
Scope of Literature
Firstly, the literature review was constructed around two major themes: (a) the
learning organization and (b) adaptive leadership. Though a few other forms of contemporary
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leadership are mentioned, this researcher recognizes that the scope of leadership literature is
only a small part of what is considered leadership studies today. Further, this researcher’s
understanding of leadership is based on primarily creative leadership (Wiedemann, 2016) as
well as a relational ontology and epistemology (Wilson, 2001) and may be too specific to
offer insights into other fields of leadership research. Also, the traditional forms of
charismatic leadership have not been considered here, though they may be practiced by the
community and perhaps by the participants. To address this limitation, it is recommended that
future research on the types of leadership found within the membership of CILECT be
conducted.
Fostering Engagement
Engagement in the survey was low, which adds limitations of the survey findings to
be seen in a non-parametric way as well as to be primarily applicable to the European region.
Survey results included all five regions in CILECT. Though, they are not statistically
significant, they raise the question of subsequent follow-up research that would be specific to
each region to find out more about how people in these regions view and experience
CILECT. However, the survey results were helpful in supporting the focus group data and
informing the project. What speaks to the credibility of the results for CILECT is that
representation in the focus groups was apparent from all five regions of CILECT.
Additionally, a wide range of answers were collected and prepared for the community along
with an art-based presentation of findings to demonstrate authenticity of the data. Further, the
data here were analyzed by the researcher and one inquiry team member for confirmability.
The survey had been designed to take no more than 10 mins of time and be available
to all staff of membership institutions. This was done in order to reduce the amount of time
that a participant needed to engage in the project, but will also have to be considered in terms
of credibility of the data. The low engagement may be due to the fact that it was not sent from
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the CILECT leadership directly. This was done however, to ensure potential participants felt
free to decline participation and would not experience any real or perceived pressure to
participate. As well, the language of the invitation and survey (English) may have excluded
some member representatives for whom English was not their first language. Further, the
timing of the project may have been difficult for some institutions, meaning that for some
members of CILECT, the month of January may have been too busy with curricular
responsibilities for them to be able to participate, although the timing was informed through
discussions with the Executive Director and President. To address this limitation, it is
recommended that future research take this into consideration in the designing of the research
project.
Scope of the Focus Group
Another limitation of transferability in the study may be in the scope of focus group
participation. A maximum of seven persons per focus group was set in order to allow time
and space for deeper discussion. This limitation was chosen to give more time to those who
participated to get to know each other and build trust to share their stories and opinions.
While this goal was reached, it also meant that the representation of each region was very
limited. Further focus groups around the same topics could provide relevant data for the
South American and North American regions that were represented by only one individual.
Further, since recruitment for the focus groups included members of CILECT’s
Standing Committee for Equity, Diversity and Inclusion committee (e.g., 3 of the 10 focus
group participants) there was some concern that these individuals’ passion for social change,
might have had an effect on the results of the study. The emerging themes from the focus
group however, seemed to mirror those of the survey, suggesting themes may not have been
biased or influenced by participation of social change makers.
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The researcher recognizes the questionable transferability of such a small participant
group to a global organization. Though individuals of all regions in CILECT participated in
both the focus group and survey, the numbers were not representative. To aid in authenticity
of the results, direct quotes of participants have been included in the body of this report and
as appendices. Additionally, member checking was used to lend credibility to the results.
Chapter Summary
In this chapter, survey and focus group data were presented and analysed through
thematic, process, and values coding methods. Study conclusions were discussed in relation
to the literature referenced in chapter two and explored through the lens of the guiding
research question and sub questions. This chapter then concluded with a discussion
surrounding the scope and limitations of the study. The final chapter, chapter five, will
outline the study’s recommendations, organizational applications, and implications for future
research. Chapter five then concludes with a thesis summary.
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Chapter 5: Inquiry Implications
This final chapter explores potential applications and implications of this project and
its key findings. This includes areas of consideration for the organization and implications for
future inquiry and 21st century leadership.
Study Suggestions: Film Deliverables6
To see the relevance of the suggestions, it may be helpful to restate the inquiry
question: How might CILECT engage its members to explore knowledge, experiences and
practices, and further evolve its adaptive leadership? In this context, four sub-questions
supported this inquiry:
1. What stories are told by CILECT stakeholders about the successes of the
organization?
2. What can systems thinking offer the membership institutions of CILECT?
3. What do the organizational stakeholders believe could strengthen a more engaged,
relationship-based version of CILECT in five years?
4. What could help CILECT create practices and accountabilities to support this
version of CILECT and further membership engagement?
Organizational Recommendations
Based on the study’s findings, six recommendations are offered to CILECT as areas
of consideration for the next stages of their organizational journey. These recommendations
emerged and were shaped primarily through insights shared by project participants over the
course of this inquiry. Dialogue with CILECT’s leadership, the researchers’ own reflections
on the project’s findings, and current literature surrounding adaptive leadership and 21st

6

Refers to all items that need to be ‘delivered’ after the completion of a film for example: press kits, written
documentation or sound and picture formats of the film for theaters and television.
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century learning organizations were also essential in forming the considerations presented in
the following six recommendations:
1. Consider formation of work groups for ongoing discussions and communications
on a diverse range of topics (e.g., student exchange, online master classes, artistic
research).
2. Increase points of contact and engagement for staff of member institutions to
strengthen institutional ties to CILECT.
3. Lead further discussion around the various meanings of social change for the
membership in the different regions.
4. Using a think tank format, engage a diverse group of member representatives in
dialogue and exploration surrounding the future of CILECT, to be then reflected
back to the CILECT community, in order to support the continued evolution of the
organization.
5. Deliberate on how the website might better serve and reflect the membership and
its values.
6. Consider an inquiry on what could support CILECT in developing a more
sustainable support staff planning process.
Recommendation 1: Consider Formation of Work Groups for Ongoing Discussions and
Communications on a Diverse Range of Topics (e.g., Student Exchange, Online Master
Classes, Artistic Research)
The first area of consideration speaks to employing new forms of shared leadership
within CILECT. As noted by Heifetz et al. (2009), “Leadership for change demands
inspiration and perspiration” (p. 1).
As such, this project offered innovative engagement opportunities for CILECT’s
membership to explore and experiment with their ideas for change and improvement and
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begin to co-create new possibilities for the organization. Creating more opportunities for
members to exchange and collaboratively shape new ideas for the organization could further
support the membership as they continue to navigate the uncertainty of the global pandemic
as well as future planned leadership changes in CILECT.
It is suggested that CILECT could consider forming member-led work groups for
ongoing discussions on a range of general topics that concern all members. This could offer a
more distributed model of leadership, support a dialogic mindset (Bushe & Marshak, 2015),
and new ways to engage across the membership. Bolden (2011) discussed the benefits of
distributed leadership as a means by which to create accountabilities and practices for further
growth among individuals within an organization. By inviting members of CILECT to come
together with colleagues and exercise their collective leadership in growing, shaping, and
proposing new ideas and solutions for challenges experienced by the organization globally,
CILECT could support and develop adaptive leadership skills among the membership and
cultivate an organizational culture of member-led innovation.
Recommendation 2: Increase Points of Contact and Engagement for Staff of Member
Institutions to Strengthen Institutional Ties to CILECT
As reported in the findings, engagement was the most discussed topic in both the
survey and focus groups for both European and non-European participants. It is suggested,
therefore, that CILECT consider the introduction of additional in-person and virtual points of
contact and methods of engagement for member institutions as a means by which to
strengthen institutional ties to CILECT. Innovative projects such as The Ethics Lab
(www.theethicslab.com) offer models to look to as a source of inspiration. Geva’s (2019)
workshop around ethics in film making is an example of a model of engaging organizational
staff and students from member institutions worldwide in exploring and co-creating new
understanding, insights, and possibilities surrounding a shared area of focus.
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CILECT has a long-time commitment to adaptability (e.g., implementing regional
leadership roles, adapting voting processes), which is needed more now than ever as the
world is changing faster than before (S. Semerdjiev, personal communications, August 21,
2020). It is suggested that CILECT adopt a more pro-active approach to support opportunities
with similar engagement, learning, and innovation-focused experiences for its members.
Doing so may support the organization in introducing a culture of collective learning and
collaborative experimentation (Bradbury et al., 2019).
Recommendation 3: Lead Further Discussion Around the Various Meanings of Social
Change for the Membership in the Different Regions
As the findings from the focus group illustrated, many interests of the membership are
linked to social justice, such as decolonization in film, combating racism, addressing the
gender gap, supporting the metoo# movement, and ensuring supports and resources for
colleagues experiencing financial difficulties are taken into account through reshaping
CILECT membership fees. The results here vary between European and non-European
responses and between focus group participants. As Parks (2005) explained, individual needs
can be the driver for change. In the same way, the more individual voices can be heard, the
more opportunity there may be to mobilize member engagement and leadership towards
supporting important social change.
This is also evident in recent literature of a CILECT member representative. Mistry,
(2021) recognized the importance of social change in film educational institutions and that it
is growing. She discussed the importance of media and the role it plays in social change in
film education and explained that not only the curriculum and film canons (i.e. examples of
films) used by teachers and students in CILECT schools need to be addressed to further
decolonization in film education, but also the “commitment from the institutions [themselves,
need] to support these endeavors” (p. 1). Therefore, it is suggested that CILECT consider
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developing this awareness further by taking steps to more fully understand what social
change means to the membership within the different regions.
Recommendation 4: Using a Think Tank Format, Engage a Diverse Group of Member
Representatives in Dialogue and Exploration of CILECT, to be Then Reflected Back to the
CILECT Community, in order to Support the Continual Evolution of the Organization
CILECT was founded as a bridge between global political ideologies and plays an
important role as an inclusive and adaptable organization focused on the advancement of film
education. The findings of the project suggest members are interested in learning more about
CILECT’s role as a global institution and in actively participating in shaping its future. This
could include a co-creative reflection process by the membership of CILECT to explore the
values in the organization, which could be prepared by a working group.
Further, participants’ insights specifically suggested that CILECT consider forming a
think tank to engage and empower the membership in a development process for the
evolution of CILECT. As one focus group participant expressed, there is a “need to
understand the past to change the future” (P7). Engagement in a think tank may offer
members an opportunity to participate in systems thinking surrounding the role of CILECT as
a global entity, while gaining deeper understanding into the CILECT community and
networks of affiliated institutions, as well as further insight into the interests, needs,
opportunities, and challenges experiences by individuals who make up the network.
Understanding the realities of the members’ current lived experience, as well as their hopes
and desires for the future, may offer a key insights to support CILECT in continuing to
successfully navigate the shifting global landscape. A member-led think tank could
strengthen the current engagement of institutions in CILECT, while guiding members to
explore a shared vision for the future.
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Recommendation 5: Deliberate on How the Website Could More Serve and Reflect the
Membership and Its Values
Participant feedback suggested there is an opportunity to enhance communication and
the visibility of the organizational and membership values. As discussed in chapter one, the
forms of communication include newsletters, personal contacts primarily via email, the
CILECT website, and the recently founded social media group called the CILECT
Community on the Mighty Networks platform.
As was indicated in this project’s findings, the need for information about CILECT
and the fostering of communication channels for the membership emerged as the second
highest topic of discussion in the focus groups. There is an opportunity, therefore, to
capitalize on this interest and engage members in exploring how the organization’s website
and current methods of communication can better serve members and reflect the membership
values.
One pathway forward could be to simply work on an updated version of the website
in order to increase CILECT’s visibility to external individuals and institutions. However,
this pathway alone may not meet members’ expressed interests and needs. It is suggested that
CILECT explore how an adaptive or evolutionary leadership lens (K. C. Laszlo, 2012) may
offer a unique opportunity for members to collectively examine what the organization needs
and what it values. The statues of CILECT (2016) proclaim a belief “in the inter-connectivity
of humankind and fully supports creativity, diversity, cross-cultural thinking and sustainable
development as fundamental prerequisites to human existence and progress” (p. 3).
Additionally, Breitrose (2004) explained how CILECT, in the past, has shown adaptive
leadership practices and has continuously grown as a democratic and inclusive organization.
As such, engaging members in reflection and exploration of these past practices and guiding
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values, such as the current President’s strategy offers, may provide key insights to pathways
that will strengthen values-based communication within the organization.
Recommendation 6: Consider an Inquiry on What Could Support CILECT in Developing
a More Sustainable Support Staff Planning Process
Stroh (2015) reflected that in order to build a shared vision as part of a change
process, it is necessary to also be aware of the current reality of an organization. This
suggestion focuses on taking steps to discover the current reality of CILECT members and
allocating resources to support human resources planning. As this organization has grown
considerably in the last two decades, it is important to explore options that could support
CILECT to develop a more sustainable staffing structure. Currently, there is only one paid
support staff position that responds to all administrative, financial, promotional, and project
needs and processes. Project participants highlighted the need to increase human resource
capacity within the organization as a foundation to support future growth and ensure the
organization remains responsive to member needs.
In conclusion, the suggestions mentioned here stem from, and link back to, this
project’s guiding research questions. Building on its rich 67-year history of leadership in the
film school landscape (Breitrose, 2004), these suggestions offer CILECT collaborative,
adaptive, leadership-based (Heifetz et al., 2009), and learning organization-focused (Senge,
2006) pathways through which to engage members as agents of change within, for, and
through the organization. These engagement possibilities have been suggested to support
CILECT’s leadership and to inspire the membership to experiment with various forms of
member engagement and strengthen CILECT’s network through values-based
communication and member-led change.
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Organizational Implications
Additionally, the organizational implications of this study offer CILECT opportunities
to engage members in learning from the past, shaping current realities, and co-creating future
opportunities for the organization, its member institutions, and its membership. The research
here is timely for CILECT, as changes in the organization and communication channels have
become areas of focus since the onset of the pandemic. However, even before the pandemic,
the President began his term by announcing, “We must continue to develop actions that
address large issues such as inclusion / diversity and the relationships between art, commerce,
and entrepreneurship, while also advancing the flexibility and efficiency of CILECT
activities and governance” (CILECT, 2018, p. 32). Therefore, the action-oriented research
methodology used here as well as elements of appreciative inquiry (Bushe, 2012;
Cooperrider, 1990; Stavros et al., 2018) could be considered useful models for building trust
within the organization and form a critical foundation for engagement, collaboration, and cocreative, shared, and distributed leadership (Bolden, 2011; Heifetz et al., 2009; C. O.
Scharmer & Käufer, 2013).
The Present Situation of CILECT
CILECT holds a long-standing tradition of film school leadership that has proved
democratic and inclusive in its decision-making processes and communication (Breitrose,
2004). The current President, who will step down at the end of 2022, is considering what
CILECT and the environment of the membership will entail post pandemic, with his main
motivation being to “build associational memory and future aspirations” (B. Sheridan,
personal communication, May 6, 2020). This research was timely, as it offers numerous areas
of consideration that hold potential to inform the organization’s post-pandemic planning,
including future research.
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In the months during this study, signals of change within the organization have
emerged, and innovative opportunities have been implemented by the present leadership and
the membership. These include leadership decisions to conduct voting online, members
advertising online discussion groups events, or the incorporation of feedback from social
media into the leadership’s administrative processes. Interestingly, a parallel narrative
between this research project and the development of CILECT events over the last nine
months was noticed by the researcher. Through the use of the CILECT Community group on
the Mighty Networks, more information about individuals and institutions is now visible
when compared to before the pandemic. As evidenced by the participant feedback gathered
through this project, the membership is now actively looking for ways to connect and engage
with each other. Fortunately, technological advances provide ample opportunities for
numerous forms of connection. Yet, if the suggestions made by participants, such as creating
podcasts, online master-class series or collective online film festivals, are to be implemented,
it will require leadership at all levels of the organization to guide them successfully.
Presently, the CILECT leadership is considering further research into engagement
possibilities at the next general Congress, which will be held as a hybrid event in October
2021. By sharing the insights, knowledge, and recommendations emerging from this research
in a workshop with Congress delegates, this researcher and the President of CILECT would
be able to further discuss, prioritize, and move forward some of the ideas and suggestions that
emerged from this project. At the same time, Congress participants could engage in systemic
thinking in order to gain a holistic picture of the organization, its member network, and its
global position as well as move closer towards a shared collective vision for the future.
The Transition of CILECT
The action-oriented research methodology practiced by this researcher allowed a
collaborative and iterative exploration with and for the CILECT community by working
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closely with the Executive Director and President of CILECT. As such, this project and the
appreciative stance informed by the appreciative inquiry method (Bushe, 2012; Cooperrider,
2017; Stavros et al., 2018) utilized may offer a replicable model to support CILECT with
future inquiries into the dynamic organizational culture of the organization and the leadership
necessary for its continued success.
Incorporating elements of appreciative inquiry was key in moving the project forward
and allowing the diverse voices of stakeholders to be heard. As in any organization, there are
conflicting ideas, positions, and stories. Particularly, the Executive Director and President are
called to keep the network connected while balancing the needs of individuals and
institutions in dialogue. As an insider researcher (Coghlan & Shani, 2015), it was apparent
that in the past, these conflicts had led to heated discussions and misunderstanding as needs
were prioritized. By approaching the inquiry with an appreciative stance, it was possible to
show other members that focussing on what is working in the organization can also bring
desired results. In this way, informing this project with appreciative inquiry principles helped
build respect and trust between the stakeholders and researcher, making the inquiry more
valuable.
The low engagement level found in the survey might suggest that there is little interest
in building relationships in the association. Yet, of the responses collected, the participants
showed passionate interest and made active suggestions for innovative ways to stay
connected with other members. Further, this researcher has received requests from other
members of CILECT beyond the research participants to share research practices and results,
showing the current interest for connection and engagement with innovative practices.
Possible Future for CILECT
New forms of leadership to face and manage our global situation have been called for
(Bradbury et al., 2019; Fazey et al., 2018; Gauthier, 2013). Ross and the Norwegian Film
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School (2003a) provided a series of booklets to support film schools with gathering important
insights to improve the practice of teaching film. In Booklet Two, Jean-Claude Carriére best
known for his prize winning scripts, including The Unbearable Lightness of Being7,
explained “in teaching, as with screen-writing, you have to check your ego in at the door”
(p. 5). This ego-free approach is well known by artists and in the educational context of
artistic endeavours. It also cultivates an environment in which member representatives
irrespective of position, title, or years of experience, feel psychologically safe to engage,
share ideas, and co-create new possibilities, and it aligns with the themes that emerged in this
project surrounding the type of leadership needed for all CILECT members to share ideas.
Further, this study attempted to provide new knowledge of possible engagement
models created through a dialogic mindset (Bushe & Marshak, 2015), systems thinking
(Senge, 2006; Stroh, 2015), and an adaptive leadership (Heifetz et al., 2009) positioning. This
knowledge could provide examples of new approaches to leadership that could be
implemented by CILECT or by member institutions. Also, methods such as the digital fish
bowl (Lipmanowicz & McCandless, 2013), semi-structured group interviews, or art-based
methods such as found poetry (Saldaña & Omasta, 2018) could also serve as models to
experiment with, within CILECT, in adaptive leadership practices. Also, Indigenous scholars
and culture offered forms of leadership that could help CILECT find holistic ways to move
forward (Jacobs, 2016; Voyageur et al., 2015).
Considering both students and the organization itself using an Indigenous lens
provided a holistic perspective that includes both institutional and personal viewpoints within
CILECT. For example, Jacobs (2016) explained how “Indigenous languages emphasize

7

The Unbearable Lightness of Being was nominated for two Academy Awards in 1989 for Best Adapted
Screenplay and Best Cinematography. The script was written by Jean Claud Carriere and Philip Kaufman and
distributed by Orion Pictures.
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process, subjectivity, transformation and living connections” (p. 93) and are based in a
worldview that accepts more than one worldview. Also, Voyageur et al. (2015) explained that
“collective mindfulness is an important element of how Indigenous people come together to
present their diverse perspectives in dialogue until a consensus emerges” (p. 5). Interestingly,
Mistry (2021) stated clearly that the work now is to “recognize that we are at a critical
political and historical boiling point when it is no longer possible to assume a singular
narrative or to remain confident in monolithic structures of knowledge” (p. 12). It would
seem that she also calls for multiple worldviews to be discussed. One way to apply these
ideas could be to offer a more dialogic approach instead of a presentational approach at
CILECT events.
This study offered insights and knowledge to support adaptive leadership-based and
learning organization-focused pathways towards engagement and member leadership within a
21st century film school environment. Based on the project’s findings, more research is
needed and could be conducted with the CILECT community as a means by which to drive
member-led continuous improvement. A film school is inherently “like an errant teenager,
full of passion and angst, stubborn, self-willed and determined to have its voice heard” (Ross
& Norwegian Film School, 2003b, p. 2). By adapting to the environment through deep
listening (Brearley, 2015) and experimentation (Bradbury et al., 2019; Heifetz et al., 2009),
this project demonstrated how to adopt and apply an adaptive leadership-based institutional
change model that could be useful in this type of environment.
Further, adaptive leadership (Heifetz et al., 2009; C. O. Scharmer & Käufer, 2013), as
was practiced in this project, relied on empathy and love to build trust (Brown, 2018) with
stakeholders as individuals, while being aware of institutional and community challenges. It
was essential to practice empathy for others as well as self-love in order to meet challenges,
such as criticism of the project by some members in CLIECT, or building a common
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language with the partner and leadership of CILECT through deep listening and appreciation
to understand what change is possible. In the researcher’s reflective journal from April 19,
2021, there is a note to self “to trust the process, trust life and trust yourself.” Also, in
communication with participants during the focus group, empathy and love were needed to
practice inclusive language, which created a safe space for connection.
The global pandemic has brought many challenges to the association of CILECT, but
it also brought opportunities of change. As part of the continuous development of this 67year-old institution, this study attempted to practice multi-lateral communication within the
membership and was meant to be a role model for distributed and adaptive leadership
(Bolden, 2011; Heifetz et al., 2009) to consider a co-creative collaborative path for the future.
Implications for Future Inquiry
The environment of CILECT is often measured by the amount of engagement taking
place within the organization’s community. The low levels of engagement in this project call
for further examination and inquiry into factors that may have influenced participation. It is
recommended that future research be offered in languages other than English, in order to
remove potential language barriers that may have impeded participation in the current
inquiry.
The Possibilities
The pandemic has brought with it isolation and disruption of everyday processes such
as cancellation of conferences and travel permits. As disturbing as this is, it also brings fertile
ground for exploration and experimentation with new innovative ways to connect. Additional
inquiries into the types of in-person and virtual communication that best foster connection,
community, and belonging may offer organizations such as CILECT with critical evidence to
inform decisions and planning in our post-pandemic digital reality, while deepening our
empirical understanding of the impact and potential of current and emerging technologies.
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Additionally, further inquiry into aspects of management and leadership could also
complement the existing body of knowledge in the CILECT community. Though there is
considerable literature about adaptive leadership (Heifetz, 1994; Heifetz et al., 2009; C. O.
Scharmer & Käufer, 2013; O. Scharmer, 2020; Taylor, 2013; Yukl, 2013) that include
leadership in educational institutions, not much is known about leadership specifically in film
educational organizations such as the membership of CILECT. Further, it is not
commonplace to discuss leadership issues, challenges and opportunities as part of CILECT’s
annual events, as they focus on pedagogy and film making. While this is understandable, it
poses barriers to the advancement of leadership in education of creative arts, thus impeding
the exchange of ideas and, as such, limits opportunities for continuous improvement and
additional applied leadership research. Also, the implications of adaptive leadership practices
with an appreciative stance informed by appreciative inquiry, as was the case in this project,
could also provide the ground work for further inquiry into the relationship between
appreciative inquiry and adaptive leadership.
The leadership model used in this project (Heifetz, et al., 2009) may have role
modeled a new approach to learning, collaboration, and leadership for participants. Often,
film school teachers have profited from learning by doing or on-the-job training instead of
acquiring traditional teacher training (Ross & Norwegian Film School, 2003a, 2003b).
Damasio et al. (2016) study on teaching entrepreneurship in film and media schools
emphasized the importance of recognizing an adaptable skillset needed for management in
the creative industries. It is interesting to note that an adaptable mindset in leadership
thinking and practice, such as that which was modeled in this project, is not yet prevalent
within the culture of film schools, although it has been identified as important to instill in
students (Wiedemann, 2016).
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Leaders of film schools are often successful professional film makers or long-standing
teachers in film schools who have not benefitted from traditional leadership training (Gibson,
2016). For example, Catmull and Wallace (2014) shared a very personal version of a
leadership journey within Pixar and Disney Animation, in which they discussed practical
forms of adaptive and distributed leadership that were developed during times of crisis
through experimentation. Catmull and Wallace explained:
Uncertainty and change are life’s constants. . . . [and offered:] Unleashing creativity
requires that we loosen the controls, accept risk, trust our colleagues, work to clear the
path for them, . . . [and] doing all these things won’t necessarily make the job of
managing a creative culture easier. But ease isn’t the goal; excellence is. (p. 295)
While constant inquiry and learning by doing, as Catmull and Wallace discussed, are
certainly viable ways forward, more scholarly literature into film school leadership might
also offer further support for the community of CILECT and its leaders.
The Making Of
This project experimented with new forms of communication and engagement that
allowed membership connection and helped build a stronger network. The form of actionoriented research used in this project was new to most CILECT members and yet was met
with excitement and interest. Participants of both focus groups expressed gratitude for being
included and voiced an interest in more discussions of this kind. As one participant
commented, “I see what binds us together is narrative about telling stories and sharing
experiences … this is exactly the sort of thing I was looking for, to have small and
meaningful conversations with people and meet new people.” (P4).
Appreciative inquiry was essential not only in finding those stories, but also in
helping this researcher navigate conflicts and misunderstandings throughout the process. For
example, through collaborating with the Executive Director on the survey questions, a deeper
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understanding and appreciation for his position was found, and he, in turn, became an
important ally for the project. Also by letting the partner know how much appreciation there
was for the work that the CILECT leadership has done, a deeper understanding and
connection was possible between the researcher and partner. At the close of the project,
gratitude was shown from both, indicating a useful and constructive partnership was
practiced.
Transferability and Credibility
Lastly, this study employed a relatively small number of individuals, when
considering that CILECT is a global organization that “includes over 180 audio-visual
educational institutions from 65 countries on 6 continents with 9,000+ teachers and staff that
annually train 55,000+ students and communicate with an alumni network over 1,330,000+
strong” (CILECT, n.d., para. 1). As a result, questions surrounding the trustworthiness of this
research and, more specifically, credibility, dependability, and transferability of this research
are important to address (Guba & Lincoln, 1989).
Credibility has been considered through dependability and transferability of the
project and its results. Credibility is defined as how believable the results of this study are,
especially in terms of the relationship between the findings and the actual data (Guba &
Lincoln, 1989). In order to support credibility to this study, member checking during focus
groups to inform the survey data, peer debriefing, and reflective journaling were employed.
Also direct quotes from participants were added to this paper to let the participants’ voices be
heard and offer dependability to the results.
Dependability is defined as the stability of the data through all data collection phases
as well as the ability to incorporate various perspectives in data analysis. Although the
number of participants was low (i.e., 56 survey responses and 10 focus group participants),
repetition of key themes (i.e., possibilities of further engagement of the membership, topics
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of communication and information; and ideas of governance, leadership) was apparent. This
held true across both survey and focus group feedback and remained consistent through
multiple rounds of analysis and subsequent reviews by research team members, suggesting
that the emerging themes and conclusions do reflect the insights, perspectives, and ideas of
participants. To strengthen this important consideration, it is recommended that future
research be implemented both regionally and globally within CILECT.
Lastly, when considering transferability, the results of the study need to be set in
context and reflected on appropriately. Transferability is defined as the applicability of the
study results to other contexts (Guba & Lincoln, 1989). Because the engagement rate was
quite low, the transferability to all institutions in all regions in CILECT is not possible.
Primarily, the results here can perhaps be best applied to the European region, but not to the
other four sub-regions of CILECT. Therefore, to strengthen the results, it is recommended
that future research about member engagement be done in all regions.
Thesis Summary
In completing this MA thesis, this researcher contributed new insights and knowledge
to further research and practice surrounding adaptive leadership and organizational
development in creative arts educational institutions, while supporting the current change
processes underway in CILECT.
The pandemic limited personal contact and travel and forced CILECT to rely on
technology to function as the main source of information and connection for most people,
creating challenges yet also new opportunities. This research generated awareness and
appreciation for leadership practice and engagement by incorporating elements of
appreciative inquiry in this action research engagement project. By creating opportunities for
participants to share their experiences, perspectives, and ideas surrounding engagement,
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communication, and leadership within CILECT, this project wove together stories of
CILECT member experiences to form a collective narrative for the future.
As there is much research on both appreciative inquiry and adaptive leadership, it may
also be a consideration for further research to see how adaptive leadership, together with
appreciative inquiry, support each other to further social change processes in film schools.
This would also add to the body of literature on film school leadership practice and relevance,
perhaps giving a somewhat unknown perspective from film school educators. The research
showed that innovative ways to promote engagement of the membership hold potential to
strengthen the engagement, community, and innovation among a global network.
This research has also served to exercise and innovate the leadership practice of the
researcher. In this process, love and empathy were actively practiced and applied to oneself,
to others, and to the community as a whole, allowing the researcher to witness firsthand the
impact of these powerful processes. For example, by practicing presencing (O. C. Scharmer
& Käufer, 2013), a space was offered for participants to speak their truths in which tensions
and possibilities of the membership could be heard. In this way, the community of CILECT
was guided to co-generate ideas in dialogue around the future of CILECT during the focus
groups and Harvest Round. It was at the closing of the latter event that the partner and
President mentioned how important it was to listen to the membership in this way. “Hearing
the individual voices today, made the findings of the study land for me” (B. Sheridan,
personal communication, March 26, 2021). Also, by experimenting with intentionality and
vulnerability, I was able to move from a protective stance to implementing an appreciative
one when working with the partner (Brown, 2018). Finally, by daring to create and share an
artistic expression of the data, a way was found to speak to the membership, showing trust
and empathy for the artistic work they do.
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Additionally, by drawing on Indigenous role models (Atleo, 2004; S. Wilson, 2008),
the work done reflected the researcher as participant, instead of being separate from or above
the participants as may be the case when working with a positivist stance. Further, using the
principles of generosity and reciprocity (Atleo, 2004), the research offered me a sense of
well-being and harmony in the work, which are also shaping my own leadership values,
purpose, vision, and pathway forward. What guided the work and facilitation throughout this
process was ultimately the relational research paradigm informed by an Indigenous ontology,
epistemology, and methodology that research is ceremony (S. Wilson, 2008). S. Wilson
(2008) explained a story of an Elder who told him, “If it is possible to get every single person
in a room thinking about the exact same thing for only two seconds then a miracle will
happen. It is fitting” (p. 69). Wilson then explained, “that we view research in the same wayas a means of raising our consciousness” (p. 69). This might also hold true for some films, the
power of the cinematic experience, and the purpose of education. With this intentionality, my
leadership journey has raised my own consciousness and continues to do so.
Through this lens, the story of CILECT concludes with a final poetic offering,
translating this project and the work of CILECT into the metaphoric and creative language of
a poem.
A Final Poem…
Look Up
Look up work horse, look up and smell the roses
Everyone is gone, the power is done
You ran long and hard, kept your nose down
You have earned a rest, a rock to lie on, a warm snooze in the sun

You were so busy, you didn’t see, your harness has already been lifted
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So look up work horse, look up and take a deep breath
Because tomorrow is here and a new path is just around the corner

So many choices, though not visible yet, too many years focused on the trot
It will take time, to learn to laugh, to sing a new song together
So just follow your heart, your strong, wise heart
While your legs look to land a firm spot

It is time to let go, find a new way, that will show itself when we are looking
So look up work horse, look up and smell the roses
There is still so much to be done
©2021 by L.S. Nicholls-Gaertner

The End….. roll the credits please….
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Appendix B: Harvest Round Invitation
Dear Colleagues and Friends,
As previously mentioned, the research that was done over the last few months is now
complete and I would like to invite you to the first opportunity for dissemination of the
results.
You have been invited to this meeting because you are either in the Executive Council of
CILECT or you were part of the focus group process.
The event will follow a digital Fish Bowl structure for discussion, so that it might also be
possible to consider options for further action in the findings.
Please try to come 5 mins early to set up for the meeting. And please let me know if you need
any other information for the day. I am very excited to get to this stage and hope that as many
of you will come as possible. I apologise in advance for the timing for those far away. I will
mention this also in the presentation.
Take care all and thank you again for your time and patience.
EVENT: CILECT Research Harvest Round
WHEN: March 26th
US: Chicago
8:00 am
Mexico
7:00 am
Portugal
1:00 pm
Dublin
1:00 pm
Benin
2:00 pm
Amsterdam
2:00 pm
Sofia
3:00 pm
Cape Town
3:00 pm
Brisbane
1:00 am
US: Los Angeles
6:00 am
PROGRAM:
5 mins Opening Remarks - (President)
15 mins Presentation of Research results
15 mins Open Discussion of the Executive Council
15 mins Open Discussion of Focus Group Participants
5 mins Closing Remarks
ZOOM LINK
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Appendix C: Questions for a Survey of CILECT
1. Which regional association does your school belong to?

•

• CAPA
• CARA
• CIBA
• CNA
GEECT

2. How long has your school been a member of CILECT?
•
•
•
•

0 to 5 years
6 to 10 years
more than 10 years
not sure.

3. What best describes your position in your school ?
•
•
•
•

Administrator
Professor
Director
Other (please explain)_______

4. To the best of your knowledge, in the past five years, how many times have you or
someone from your institution attended CILECT events (eg: regional conference,
general assembly, CILECT conference).
•
•
•
•

0
1–5
6 – 10
more than 10

5. Which are your preferred platforms to find out about CILECT activities? (select all
that apply, and rank)?
•
•
•
•
•

Website
Emails
CILECT Community - Mighty Networks
Personal Contacts
other [open text]
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6. Are there other communication channels you would suggest for distributing CILECT
information?
•
•

Yes please explain_____________________
No

7. How would you describe the voting procedure at your school for the CILECT student
film prize?
a. We always make an event of the voting in a group.
b. There are a few of us who do the voting each year in a small group.
c. We are looking for new ways to integrate the voting into our school
schedule.
8. To what degree is there an alignment between your school’s mission and CILECT’s
mission?
Completely aligned
Somewhat aligned
Not very aligned
Not aligned
Don’t know
9. How might CILECT support your school to further develop over the next 3 to 5
years? [open text]
10. Which CILECT actions are most beneficial for your school? (select all that apply and
rank?)
a.
b.
c.
d.
e.
f.
g.
h.
i.
j.

Building a network between film schools
Published knowledge of innovative practices
Discussion on the practical aspects of filmmaking
Discussion on the theoretical aspects of filmmaking
The Ethics Lab
CILECT Prize for student films
CILECT Teaching Award
SCEDI promoted Webinars
CILECT projects (for example: CREN)
Training teachers
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11. To what frequency do you think your colleagues benefit from CILECT activities?
Every day
Quite often
Some times
Not at all
I do not know
12. In the next five (5) years, which areas do you/does your school think CILECT should
advocate on?
13. Are there other events you would like to see CILECT create that would be helpful to:
a. you as a leader to influence positive change in your institution? Please
explain
b. your institution? Please explain
c. the community of CILECT? Please explain
14. Tell us about a time when CILECT has helped you discover your passion for
filmmaking or felt inspired by the CILECT community? [open text]
15. If money, time and resources were not an issue, what three aspirational wishes do you
have for CILECT’s future?

Thank you for completing this survey!

If you are interested in participating in a focus group to discuss the themes from this survey,
please click on the link below.
Your response on this page will be separated from the other survey responses, to ensure the
survey remains anonymous.
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Appendix D: Planning and Questions for Semi-Structured Group Interview (Focus
Group)

Starting out with a map of the world the participants were asked to indicate to the others
where they are on the map in this moment. Further, to share anything about their region they
felt was important and why they had come to talk about CILECT with other members today.

•

What surprised you looking back into CILECT’s history and the survey results?

•

Thinking of a stronger, more engaged, relationship-based version of CILECT in 5
years, what do you think is important to co-create moving forward?

•

What could help CILECT create practices and accountabilities to foster membership
engagement and CILECT as an organization?
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Appendix E: Research Information Letter
CILECT: Research for the Future Planning Project
This research project is part of the requirement for a Master of Arts in Leadership at
Royal Roads University and has been approved by the universities research ethics review
board. It also is an invitation from the President of CILECT and I, to explore everything
CILECT is, and what it might be post pandemic.
Purpose of the study
The purpose of my research project is to engage the community of CILECT in
dialogue around the current state of the membership post pandemic and explore what
CILECT could be in the future. Our main question is:
How might CILECT engage its members to explore knowledge, experiences and
practices and further evolve its adaptive leadership?
Your participation and how information will be collected
The research will offer various voluntary opportunities for participation through a
survey, focus group and/or interview. In the first step we will send out a survey asking all
CILECT members to complete, to give us a wide range of voices. A focus group of
representatives from all five regional associations of CILECT will focus in on specific
subjects generated through the survey. In the case that we have widespread interest, we will
hold a second focus group. These sessions are anticipated to last 90 minutes. Finally if
participants wish, optional individual interviews after the focus group will be offered. After
all data has been collected, participants will have an additional opportunity to take part in a
gathering during which the research findings will be shared and a dialogue with the President
of CILECT will take place to identify areas of interest and perhaps action plans for
recommendations emerging from this study.
Benefits and risks to participation
Through this study, we hope to support the membership and engage them in the
evolution of CILECT. The goal is to create opportunities for members of CILECT to
participate in the association’s development. We ask you to consider if there would be any
risks for you personally or for your institution to participate in collegial conversations before
giving consent to participate. Please know that your participation in completely voluntary
and you are free to decline to participate.
Inquiry Team
The inquiry team consists of myself, one member from my cohort in the MA in
Leadership program, and a free-lance concept designer and teacher who is a concept designer
for brochures and websites (including infographics) and is primarily a teacher for editing in
journalism, but does not have ties to CILECT in anyway. Both will help design the research
process and the analysis of the results with their “outsider” perspective.
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Real or Perceived Conflict of Interest
The survey has been designed so that all responses remain anonymous. If you chose
to also take part in the focus group it will consist of 5 – 7 participants chosen on a first come
basis with the criteria of having only one representative per institution, and a maximum of
two representatives per region. As I am not only the researcher but also a representative of a
CILECT member, my own institution will be excluded from the focus group. This will aid to
avoid any power over issues and support my role as the researcher. Everyone in the focus
group will have an equal voice as colleagues. The focus group (90 mins) will be conducted as
a safe space for open discussion which will be recorded. After the data collection process is
finished, a further session to disseminate the study results and prioritize them for the
recommendations will include the President so that direct communication with him can be
incorporated into this process and will not be recorded. I disclose this information here so that
you can make a fully informed decision on whether or not to participate in this study.
Confidentiality, security of data, and retention period
I will work to protect your privacy throughout this study. All information I collect
will be maintained in confidence with original pdf (e.g., consent forms) stored on a hard drive
locked in my desk in my home office. Other electronic data (such as transcripts or audio files)
will be stored on a password protected computer on my home computer. Because the survey
is created through survey monkey, and zoom will be used for the focus group and interviews,
data may be stored on servers in the United States, and may be subject to examination by
government or law enforcement under the Patriot Act. While this likelihood is small, I am
required to let you know this possible risk.
Information will be recorded by way of audio recordings and in hand-written format
and, where appropriate, summarized, in anonymous format, in the body of the final report. At
no time will any specific comments be attributed to any individual unless specific agreement
has been obtained beforehand. All documentation will be kept strictly confidential. All data
will be retained for one year after completion of the project. After that time the data will be
destroyed. Due to the nature of the focus group methods, it is not possible to keep identities
of the participants anonymous from the researcher, facilitator, or other participants. I will ask
participants to respect the confidential nature of the research by not sharing identifying
comments outside of the group.
Sharing results
In addition to submitting my final report to Royal Roads University in partial
fulfillment for an MA in Leadership degree, I will also be sharing my research findings with
CILECT leaders and all its members. The results may be incorporated into the presidential
future planning report to support and serve transitioning leadership and the community of
CILECT. The areas defined for continued exploration are to be presented to all members at
the next face to face conference of CILECT in November 2021. Also, the final research
report will be available to all participants through the CILECT communication channels.

Procedure for withdrawing from the study
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Survey
Withdrawal from the survey is possible up to the point of clicking on the button to
“save” the survey form, which is found at the end of the questions and represents the final
moment of submission. After that point, the survey responses become anonymous data and
cannot be withdrawn.
Focus Group
Withdrawal from the focus group is possible at any time. However, your participation
may have influenced the conversations and it is therefore not possible to remove the data
after the focus group has started. To withdraw from the study before the focus group, please
contact me one week before the date of the focus group. In this case, your name and any data
that has been collected from you up until that point will be exempt from the study.
Interviews
Lastly, interview participants may withdraw at any time. If you wish to withdraw
from the interview in advance of the event, please contact me to let me know by way of
email. Participants who choose to withdraw from an interview in-progress may request their
data be removed from the inquiry, as well as any record that they participated in the
interview. After the interview, participants will have two weeks following the receipt of their
interview transcript, to request a withdrawal, after this time the data will subsequently
become part of the anonymous data from the inquiry as a whole.

Please know that you are not required to participate in this research project.
Your participation is optional and voluntary. By replying directly to the e-mail request for
participation you indicate that you have read and understand the information above and give
your free and informed consent to participate in this project. My credentials as a student with
Royal Roads University can be established by contacting the director of the School of
Leadership Studies: [email address] or [phone #].

Please keep a copy of this information letter for your records.
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Appendix F: Inquiry Team Member Letter of Agreement

In partial fulfillment of the requirement for a Master of Arts in Leadership Degree at
Royal Roads University, Lydia Sunedria Nicholls-Gaertner (the Student) will be conducting
an inquiry study with CILECT, (Centre International de Liaison des Écoles de Cinema et de
Télévision) to ask;
How might CILECT engage its members to explore knowledge, experiences and
practices and further evolve its adaptive leadership?
The Student’s credentials with Royal Roads University can be established by calling
the Director of the School of Leadership, at [phone #] or email [email address].
Inquiry Team Member Role Description
As a volunteer Inquiry Team Member assisting the Student with this project, your role
may include one or more of the following: providing advice on the relevance and wording of
questions and letters of invitation, supporting the logistics of the data-gathering methods,
including observing, assisting, or facilitating a focus group, taking notes, reviewing analysis
of data, and/or reviewing associated knowledge products to assist the Student and CILECT’s
change process. In the course of this activity, you may be privy to confidential inquiry data.
Confidentiality of Inquiry Data
In compliance with the Royal Roads University Research Ethics Policy, under which
this inquiry project is being conducted, all personal identifiers and any other confidential
information generated or accessed by the inquiry team advisor will only be used in the
performance of the functions of this project, and must not be disclosed to anyone other than
persons authorized to receive it, both during the inquiry period and beyond it. Recorded
information in all formats is covered by this agreement. Personal identifiers include
participant names, contact information, personally identifying turns of phrase or comments,
and any other personally identifying information.
Bridging Student’s Potential or Actual Ethical Conflict
In situations where potential participants in a work setting report directly to the
Student, you, as a neutral third party with no supervisory relationship with either the Student
or potential participants, may be asked to work closely with the Student to bridge this
potential or actual conflict of interest in this study. Such requests may include asking the
Inquiry Team Advisor to: send out the letter of invitation to potential participants, receive
letters/emails of interest in participation from potential participants, independently make a
selection of received participant requests based on criteria you and the Student will have
worked out previously, formalize the logistics for the data-gathering method, including
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contacting the participants about the time and location of the focus group, conduct the focus
group (usually no more than one) with the selected participants (without the Student’s
presence or knowledge of which participants were chosen) using the protocol and questions
worked out previously with the Student, and producing written transcripts of the interviews or
focus groups with all personal identifiers removed before the transcripts are brought back to
the Student for the data analysis phase of the study.
This strategy means that potential participants with a direct reporting relationship will
be assured they can confidentially turn down the participation request from their supervisor
(the Student), as this process conceals from the Student which potential participants chose not
to participate or simply were not selected by you, the third party, because they were out of the
selection criteria range (they might have been a participant request coming after the number
of participants sought, for example, interview request number 6 when only 5 participants are
sought, or focus group request number 10 when up to 9 participants would be selected for a
focus group). Inquiry Team members asked to take on such 3rd party duties in this study will
be under the direction of the Student and will be fully briefed by the Student as to how this
process will work, including specific expectations, and the methods to be employed in
conducting the elements of the inquiry with the Student’s direct reports, and will be given
every support possible by the Student, except where such support would reveal the identities
of the actual participants.
Personal information will be collected, recorded, accessed, altered, used, disclosed,
retained, secured and destroyed as directed by the Student, under direction of the Royal
Roads Academic Supervisor.
Inquiry Team Members who are uncertain whether any information they may wish to
share about the project they are working on is personal or confidential will verify this with,
the Student.
Statement of Informed Consent:
I have read and understand this agreement.

________________________

_________________________ _____________

Name (Please Print)

Signature

Date
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Appendix G: E-Mail Invitation to Survey
Dear CILECT Member,
I would like to invite you to be part of a research project that I am conducting with
and for CILECT. I have been given permission to contact CILECT members for this purpose.
Also this project is part of the requirement for my Master’s Degree in Leadership, at Royal
Roads University.
The purpose of my research is to support CILECT’s membership and community to
explore what CILECT is, and could be post pandemic. By hearing from the membership of
CILECT we hope to find out more about CILECT and the changing ecology of its members.
Please use the link below if you wish to participate in the survey that will contribute to this
research. All responses gathered in the survey will be anonymous and will help to shape the
focus group(s) that will follow. The attached document the Information Letter contains
further information about the study conduct and will enable you to make a fully informed
decision on whether or not you wish to participate. Please review this information before
responding.
Further, if you would like to contribute more to the study by taking part in a focus
group please let your interest be known by writing back to the email address below or by
contacting me via the CILECT Community on Mighty Networks by the 30th of January 2021.
Please be aware that this study will be conduct using English as the main language. You can
contact me though the following contact details should you have additional questions
regarding the project and its outcomes.
Because the survey is created through survey monkey, data may be stored on servers
in the United States, and may be subject to examination by government or law enforcement
under the Patriot Act. While this likelihood is small, I am required to let you know this
possible risk.
Email:
Telephone:
Thank you,
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Appendix H: Research Consent Form for Focus Group and Interview
Please print, sign and scan the signed consent form before sending it back to: [email address]

Thank you for taking the time to review this form and for taking an active role in my
research. By signing this form, you agree that you are over the age of 19 and have read the
information letter for this study. Your signature states that you are giving your voluntary and
informed consent to participate in this project and have data you contribute used in the final
report and any other knowledge outputs ( i.e., articles, conference presentations, newsletters,
etc.) without any identifying information.
As the researcher, I will maintain your confidentiality, but I cannot promise this on
behalf of other participants. However, I will request during the focus group that all
participants respect the need for confidentiality and ensure that what is shared in the focus
group remains in the focus group and is not communicated with others.
Because I will be using Zoom for the online focus groups and interviews, data may be
stored on servers in the United States, and may be subject to examination by government or
law enforcement under the Patriot Act. While this likelihood is small, I am required to let you
know this possible risk.

I consent to the audio and video recording of the focus group or interview I attend.
I consent to have screen shots taken of me during this study for the final report
and conference presentations.
I consent to quotations and excerpts expressed by me through the focus group to
be included in this study, provided that my identity is not disclosed
I consent to the material I have contributed to and/or generated as digital flipchart
notes thorough my participation in the focus group to be used in this study
I commit to respect the confidential nature of the focus group by not sharing
identifying information about the other participants

Name: (Please Print): __________________________________________________
Signed: _____________________________________________________________
Date: ______________________________________________
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Appendix I: Confirmation Email for Focus Group
Dear XX,
Thank you very much for offering to take part in the next stage of this research
project. I am happy to invite you to be part of a focus group on the XXth of February at 6:00
pm (your time) for the exploration of what CILECT means to its members and what could it
be post pandemic.
As you may know, I have been given permission to contact potential participants for
this purpose. It is also a part of the requirement for my Master’s Degree in Leadership, at
Royal Roads University. You were chosen as a prospective participant because you were
prompt to request participation as a representative of a CILECT member and fulfil the
participation requirements. This focus group is estimated to last 90 minutes in total. This will
be conducted online and an invitation to a zoom meeting, as well as results of the survey to
prepare our discussion, will follow once all signed consent forms have been received.
It is important for me to reiterate;
You are not required to participate in this research project. If you do choose to
participate, you are free to withdraw at any time without prejudice.
I will hold your decision whether or not to participate in confidence and no one in
CILECT, including the President will not know who has withdrawn.
I realize that due to the collegial relationships in CILECT, you may feel compelled to
participate in this research project. Please be aware that you are not required to participate
and, should you choose to participate, your participation would be entirely voluntary. If you
do NOT wish to participate in the focus group, please let me know via a short e-mail by
February 10th 2021. Your decision to not participate will also be maintained in confidence.
Your choice will not affect our relationship in any way. Please feel free to contact me at any
time should you have additional questions regarding the project and its outcomes.
If you would like to participate in my research project, I would be very pleased to
have you in the group. If this is the case, please sign the research consent form attached.

All the best,
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Appendix J: Engagement Maps Presented at the Harvest Round
Current

Possible Future
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Appendix L: Results for Questions 13a, 13b, and 13c
Responses and grouping of sub-themes is presented in this appendix

Sub-Themes

Thematic Codes

Individual
Standpoint
(N = 35)

Institutional
Standpoint
(N = 36)

Community
Standpoint
(N = 36)

34%

42%

47%

•
•
•
•
•

Conferences
Smaller gatherings
Exchanges
Project work
Collaborations

Networking

•
•
•

Film Festival
Webinars
Podcast

Online Formats

17%

14%

25%

•
•

Teacher training
Standards

Pedagogy

17%

14%

3%

•

Lobby Work

9%

14%

17%

•
•
•
•

Decolonization in
filmmaking
Diversity
Social justice
Fee structures
Policy maker

•
•
•

Exchanges
Production support
Classes

Student Issues

9%

8%

6%

•
•
•

Website
Social Media
Publications
Information

6%

6%

6%

9%

8%

6%

•
•
•

Exchange
Qualifications
Defining standards

Artistic Research
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Appendix M: List of Process Codes Found in Focus Group Data

These codes are listed in the order that they appeared in the data.

Describing Institution
Showing Institutional Change
Reflecting on Self; Being
Vulnerable
Looking for Ways to Engage
Personal Positioning
Seeing Possibilities for Students
in CILECT
Seeing Benefit of CILECT
Supporting Evolution of CILECT
Referencing Geography
Regional Positioning
Needing Diversity in Work
(Social Change)
Not Walking the Talk
Conference as Highlight
Expectations of Network
Advantages for School Heads
Financial Worries
Issues of
Information/Communication
Resonating with CILECT
Mission
Pedagogy
Points of Contact
Research and Community
Potential of CILECT
Work Groups
Building Relationships
Online Possibilities
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