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ARTs at glance 

The ENABLES (European Arts-Based Development of Distributed 
Leadership and Innovation in Schools) project aims to strengthen 
collaborative leadership of innovation in schools by developing 
and disseminating innovative methods of arts-based and 
embodied distributed leadership development.

As part of the ENABLES Erasmus+ project, Ƥve European partners 
(from UK, Finland, Latvia, Romania and Austria) have been working 
together since November 2019 to develop, test and reƥect on the 
use of new approaches in the Ƥeld of arts-based and embodied 
(ABE) methods to promote distributed leadership. 

In doing so, different aspects are highlighted. We explain:
1)which art-based method was used and what this approach 
refers to

2)who was present at the ARTs and which target group the 
method was piloted with

3)the design of the ARTs, which had to be adapted in many cases 
due to the pandemic 

4)the different outputs
5)similarities in the approaches taken in the ARTs 
6)differences in the approaches taken in the ARTs. 
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BVTUSJB

Method description: 
Vignettes are a literary script, which condense 
participating experience as a thick description. The 
reading of such vignettes in a group reveals the 
understanding of the reading of each individual and 
thus triggers processes of exchange about one's own 
views of what has been read.

Theoretical background/references: 
The Method originates from a group of researchers 
working for several years at the Innsbruck Department 
for Teacher Training and School Research and 
developing the ƂVignette research approachƃ to 
research learning processes in heterogenous groups 
(e.g.Schratz, Schwarz, Kiper, 2014; Schratz, Schwarz, 
Westfall-Greiter, 2014; Agostini, Peterlini, Schratz, 
2019).

Link to Distributed Leadership: 
The intention of using vignettes in development isnƀt 
to give absolute answers in form of explanations, but 
rather to continuously raise questions. By promoting a 
speciƤc reading style vignettes provide a rich 
understanding of leadership experiences by: 

- helping  to gain new and meaningful insights into 
leadership actions

- stimulating reƥection on the personal 
understanding of leadership 

- functioning  as instruments to make implicit 
assumptions about leadership explicit or more 
visible 

- providing a stimulation to understand and assess 
realistic scenarios of leadership.

ART -READING OF VIGNETTES
VL
ART ŽCOLLAGE  AND EMBODIED MOVEMENT

ENABLES

Method description:
Expressive activities (collage creation, embodied 
exercise and participantsƀ written and verbal accounts 
of meaning) to stimulate the following processes: 
surfacing,  aesthetic reƥexivity and reframing, and 
thereby enhance participantsƀ aesthetic qualities. 

Theoretical background/references:
The UK teamsƀ working paper (see Appendix 1: in UK 
ARTs Report, Research section of ENABLES website) 
set out a theoretical framework and the logic and 
intention of the UK ARTs . It  discusses in more detail 
ideas and deƤnes key terms.

Link to Distributed Leadership: 
The developmental purpose of the trials was to enable 
participants, within an aesthetic environment, to 
engage in arts-based and embodied (ABE) activities 
that are intended to:

- help in developing an awareness of the distributed 
nature of leadership

- stimulate embodied learning, surfacing, aesthetic 
reƥexivity and reframing by participants, believed 
to have a positive effect on their aesthetic qualities 
(affective attributes, aesthetic awareness and 
habits of aesthetic reƥexivity that improve and 
enrich their selves and practice and foster ethical 
sensibilities) 

- nurture capacity for leading change with others in 
ways that are collaborative.
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GJOMBOE

ART -VISUAL IMAGERY
MBUWJB
ART ŽDRAMA AND IMPROVISATION

ENABLES

Method description: 
Visual methods are used to facilitate discussions, 
reƥection, and support leadership development 
within professional development programs. Visual 
methods are also used to investigate phenomena 
related to leaders and leadership. Visual imagery and 
methods include a broad range of tools (e.g.,  painting, 
drawing, photography) and products (e.g., paintings, 
pictures) that connect with visual perception and 
visual expression. Products are not only static imagery, 
but they also include videos and other forms of visual 
expression. Tools and products include both physical 
and digital objects, the latter making the method an  
easy and ƥexible practice to both explore existing and  
produce new visual products. The method facilitates 
interaction, reƥexivity, and shared knowledge 
construction.

Theoretical background/references:
We live in a largely visual environment and culture. 
Visual methods have immersive and sensory qualities 
that support knowing, reƥection and knowledge 
construction. In part previously overseen, visual 
methods can be used to complement traditional ways 
of leadership development (e.g.Brenner, 2012). Small 
scale artistic inquiries can explore different ways of 
knowing by expanding interpretations and reƥections 
from personal to social levels leading to transformative 
insights about individuals and their surroundings (e.g.
Brenner, 2012; Steele et al., 2019).

Link to Distributed Leadership:
Using visual methods as complementary and 
facilitative tools in leadership development enables 
participants to engage in reƥexive discussions and in 
the creation of shared understanding. Visual methods 
can convey complex meanings, enable perspective 
change and broaden understanding through:
- formation of shared knowledge
- illustration of sources and interpretations for 
varying opinions, ideas, and insights

- making different viewpoints and meanings visible 
(for leaders) allowing transformative practices and 
personal development.

Method description: 
improvisation as a drama therapy method for 
promoting self-conƤdence, initiative, active 
positioning, fantasy, ƥexible thinking and acting; using 
oneƀs voice, facial expressions and body; talking about 
feelings freely; surfacing emotions; being willing and 
able to work with others; being able to take the lead 
and follow others; and being able to ask questions for 
clariƤcation.

Theoretical background/references: 
According to the literature analysis, drama and 
performance arts as teaching and learning methods 
are widely used in education  to develop a set of skills 
that have direct implications for studentsƀ learning, 
mutual relationships and living in the community. 

Link to Distributed Leadership: 
Distributed leadership is a process in which the role of 
a leader is shared with others. Improvisation as an arts-
based and embodied (ABE) practice can support an 
individualƀs or a groupƀs  leadership development 
process through enhancing studentsƀ distributed 
leadership skills regarding: 

- active integrative engagement into bodily actions
- mind activities
- speaking out their ideas and feelings experienced
- creating and managing emotions
- collaborating with others in decision-making and 
problem-solving

- leading and when needed also giving space to 
others to lead processes and express themselves.
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SPNBOJB!
CREATIVE WRITING AND REFLECTION 
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Method description: 
Narrative and creative writing methods  (Tree of Life) 
as an interactive narrative exercise orchestrating 
telling-retelling-re-retelling performance using 
writing, interviewing and storytelling to create 
synthetic certiƤcates of intentional identity 
descriptions related to alternative desirable personal 
stories of identity, relationships, and life. 

Theoretical background/references:. 
Initially applied to support alternative preferred 
identity stories of people in situations of hardship and 
difƤculties, Tree of Life (ToL) practice was later 
presented, in 2008, as a collective narrative practice 
bypassing what was named by Michael White and 
David Epston(1990) Ƃproblem-saturated storiesƃ. 
Others view in ToLas a Ƃnarrative-based expressive arts 
interventionƃ (Schweitzer et al., 2014, p. 2) or use the 
ToLas a metaphor in their expressive art therapies, 
(Hirschson, Fritz & Kilian, 2018; Gavrilovici& Dronic, 
2020). 

Link to Distributed Leadership: 
Distributed leadership is based on human knowledge, 
interaction, learning and involvement in the 
workplace. The narrative approach can enhance 
participantsƀ skills to:

- increase their capacity for self-knowledge and 
inter-knowledge 

- identify common fears and common joys,  
professionally speaking

- identify personal and professional values, hence 
common professional ethos

- identify common elements that give power to the 
professional community 

- Increase expressive skills, verbal or written, and 
diminish fears about sharing feelings. 
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A total of 25 people participated in the workshop in Austria, of 
which 2 were representatives of the school authorities, 3 
participants were staff members of the University College of 
Education, and 20 were school principals (7 middle schools, 2 
vocational schools, 1 upper secondary, and 10 primary). 
Participation in the workshop was mandatory and the ART was 
an integral part of a large event in the context of a regional 
school development project that has been running for several 
years. 

Overall, there were 44 participants. The smaller trials (trials 1 to 
8) involved 22 participants (18 female / 4 male). The larger trial 
(trial 9) had 22 participants.Job roles included senior leaders, 
consultants, classroom teachers, middle teachers, governors, 
school improvement partners and one  Higher Education 
lecturer. Participants came from a variety of educational sectors. 

The ART workshop participants came from a Masterƀs degree 
(MA) and from a professional development programme (PDP), 
both arranged by the Institute of Educational Leadership (IEL). In 
the MA trial, 25 Educational Leadership students took part in the 
ART activity during autumn 2020. In the PDP trial, conducted in 
spring 2021, 10 participants from different IEL education 
programs took part. Most participants were already seasoned 
professionals seeking advancement and additional proƤciencies 
for their careers. MA students came from several countries and 
continents and generally had work experience in the 
educational Ƥeld.

The ART consisted of nine project team members and 35 
secondary students, which contributed 33 reƥections (by  four 
male and 29 female students of grade 10 (Ƥve students), grade 11 
(19 students) and grade 12 (nine students). The information 
about the opportunity of participating in the improvisation 
workshops was provided to the students by the project team. 
The prior leadership experience of the participants varied 
throughout the workshops.

In total, 76 participants took part in the ART, consisting of 
schoolteachers, school principals, school inspectors, school 
psychologists, MA students in Policy and Management in 
Education. 

AllParticipantsreceivedanexplanationofthe

plannedARTandtheintentionoftheworkshopin

advance,withtheaimofmakingexpectationsclear.

UNITED 
KINGDOM

FINLAND

ROMANIA

7



03
Detailed Designs

ENABLES

8



READING
VIGNETTES

ENABLES03

9



The planning 
The ART was intended to be an 
integral part of a workshop on 
new responsibilities for school 
leaders. In particular, the half-
day workshop aimed to 
collaboratively develop new 
responsibilities in the area of 
staff development together 
with the school leaders. In 
order to provide an art-based 
approach within the workshop, 
the reading of vignettes was 
selected on behalf of the 
Austrian team. For this 
purpose, a suitable vignette 
had to be selected in advance. 
The vignette should show a co-
experience in which 
distributed leadership 
becomes visible.

The preparation
The vignette was printed for all 
principals and the assignment 
and necessary materials were 
added. The school leaders were 
Ƥrst asked to read the vignette 
silently and for themselves and 
to mark passages in the text 
that attracted their attention or 
where they "felt something". 
Afterwards, they were asked to 
consider -again silently and for 
themselves -how, from their 
point of view, "distributed 
leadership" is expressed in the 
vignette, and where in the text 
this was particularly visible. 

In a next step, the school leaders 
were asked to discuss their 
reading experiences and insights 
in small groups and thus share 
different readings with each 
other as a team.

The environment
The ART was an in-person 
event -well before the 
pandemic. The participants 
knew each other and the small 
groups in which the exchange 
took place were formed on the 
basis ofthe participants' 
familiarity with each other. This 
created a group dynamic of its 
own. The participation of the 
school supervisors brought an 
extra dynamic to the groups.

The actual implementation 
During the implementation it 
became apparent that a silent 
analysis of the text could not 
actually be realized. The 
participants only partially 
worked with the text (making 
markings and notes). Often 
there was a quick consensus on 
the interpretation of the scene, 
so no real discussion arose. 
The moderation therefore 
accompanied the exchange 
phase more intensively than 
originally planned. 

Detailed 
Information 
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Theplanning
Detailed session plans were 
created for each trial, outlining  
different types  of activities, 
indicative times, data 
collection codes and the 
activity itself, purpose  and 
underpinning theory.  In 
addition to the session plans, 
the researchers had the 
following documentation for 
each session:
- Checklist
- Interviewquestionschedule
- Stimulusquestionschedule

Thepreparation
A short recruitment video  was 
created and shared, to promote 
the project and to attract 
potential participants. In the 
main, participants were 
recruited via targeted emails, 
including to gatekeepers, and 
via social media. For the 
introduction, two videos were 
created providing information 
regarding the ENABLES project 
and a provocation about 
distributed leadership. 

Participants were free to select 
a range of items to create a 
collage; they were provided 
with guidance in an email prior 
to the workshop to bring 
whichever items they liked. 

The environment
Internationally, interest in 
distributed forms of leadership 
at policy and school levels in 
the UK has been relatively 
strong. There has been much 
research and development of 
distributed leadership in the 
UK. 

Data suggests there is a 
relatively high degree of 
distributed leadership in 
schools in England; and in 
Scotland much emphasis is 
given in educational policy to 
the importance of leadership at 
all levels. Because the UK ARTs 
were undertaken online, 
participation could be opened 
upto anyone meeting the 
eligibility criteria from across 
the UK.  In the event, all but 
one of the participants were 
based in England, the 
remaining participant being 
based in Scotland.

The actual implementation
Trials were conducted in an 
online setting via Zoom. Eight 
trials with up to four 
participants took place from 
January to May 2021; a larger 
ninth trial, with 22 participants, 
took place in June 2021. Each 
Action Research Trial consisted 
of an introduction and a 
workshop; for some trialsthese 
two sessions were blended into 
one 2-hour session. Follow-up 
sessions were offered to all 
participants.

The workshop aspect of the 
trial was where participants 
had the opportunity to engage 
in expressive activities, using 
ABE approaches. The ABE 
methods used in the UK trials 
(1-8) were collage and gesture 
(just collage in trial 9). 
Adaptations were made 
following participant feedback 
in trial 1, and a gesture 
response activity was designed 
from trial 2 onwards.

Detailed 
Information 
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The planning 
The planning for the visual 
method ARTs followed the 
objectives and goals of the 
existing programs from where 
the participants were recruited.

With students on the Masterƀs 
degree program (MA), the ART 
was used as a pedagogical 
method for their course on 
educational leadership. They 
were asked to provide 10-
minute group videos.

For students on the 
professional development 
program (PDP), the ART 
provided a way of looking into 
educational leadership as a 
selective course. They were 
asked to write individual 
papers on their application of 
the method including the 
visual artefacts used.

The preparation
As  both ARTs were conducted 
within existing programs, we 
used our mailing lists to get the 
participants. In preparing, we 
paid special attention to 
presenting why and how we 
used visual imagery in the ARTs 
and to what beneƤts the 
method can offer. In this work, 
the ENABLES literature review 
(available in the Research 
section of the ENABLES 
website) proved valuable.

For the MA students, the ART 
was introduced as a method 
for their course on educational 
leadership. For the PDP 
students, the focus was on the 
ART method as a tool for their 
own professional development.

The environment
Both ARTs were conducted 
online. Although the 
participants had very different 
backgrounds, we had no major 
technical difƤculties. They were 
also used to working 
collaboratively, so could easily 
work in this way.

Online interaction does not 
allow overlap and turn-taking 
must be controlled and 
supported by the instructors. 
Also, in two-hour and half-day 
workshops, extra time needs to 
be reserved as interaction is 
slower and technical matters 
may take time. 

The actual enactment
The MA ART consisted of 
thirteen 90-minute sessions 
within two months. The PDP 
ART had two intensive half-day 
sessions within two weeks.

We initiated both ARTs by 
introducing the ART method 
connecting it with the goals of 
the studentsƀ programs. The MA 
program ART included one 
session reserved for preparing 
the group video presentation 
and another one for presenting 
them. In the PDP, the Ƥrst half-
day was for presenting the ART 
and planning for oneƀs learning 
assignment. In the latter one, 
students presented their 
assignments and received 
feedback from others. Both the 
videos and the learning 
assignments were assessed, 
and students received detailed 
feedback from the teachers 
after submitting them.

Detailed 
Information 
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