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This is an interim report that summarises the different findings from the first nine months of the
contract. It is a snapshot: groups vary in their age and stage of development. For example the
South West has only recently recruited a coordinator. This early stage inevitably affects the
ability of steering group members to answer some of the questions in the surveys on which this
report is based.

As well as summarising previous reports the interim report presents new findings from the
Social Network Analysis. This survey is written up in Appendix One.
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HOW HAS TURNING POINT NETWORK OPERATED?

Delegation

Jackson and Jordan (2006) in their Review of the Presentation of the Contemporary Visual Arts
assumed that the Arts Council would take the lead in setting up regional visual arts groups. They
recommended that “Arts Council England Regional Offices should convene working parties of
visual arts organisations, local authorities and regional policy and funding partners to draw up
regional development strategies.” What has happened has been more far reaching: Arts Council
England has funded and supported the Turning Point groups but only 10% of steering group
members think that it has had the role of leader (stakeholder survey). Steering group members
have recognised and embraced the philosophy of Turning Point Network as empowering and
facilitative.

Figure 1: What are the main roles that Arts Council England has had in the Turning Point Network in your region?
(steering group survey)

“The Network has introduced a powerful model of the sector
defining its own way forward and empowering itself, without a
need for complex administrative structures. It has provided the
opportunity for arts organisations to take on a wider leadership
role.”

Stakeholder survey
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Turning Point Network is developing a culture based on reciprocal relationships and shared
aspirations where arts organisations and their partners take the initiative in devising and
implementing regionally sensitive strategies that transcend partisan interests to safeguard the
future of the sector as a whole. Consistent with this approach of partnership and ownership,
regional groups structure their own networks, recruit members, choose and deliver projects.
This process has been challenging. Even Turning Point Network group members who accept and
are empowered by the principle of delegation ask the Arts Council questions about what they
should be doing or how they should be working that imply a different reality.

Partnership

The main strengths of the Turning Point Network identified in the stakeholder survey were
bringing the sector together and collaboration.

At their best Turning Point Network groups have brought together organisations that have not
previously worked together to share ideas, resources and plans, openly and generously. The
quality of partnership has generally been exceptional. There are substantial challenges to
negotiate to reach this position – in terms of trust, clarity, long term perspective, and
transcending of previous organisational rivalries.

The Social Network Analysis survey found that most steering group members rated their group
reasonably highly on indicators of partnership (with lower scores coming from new groups).
Groups are particularly strong on clarity of objectives, commitment, shared values and shared
information. Steering group members have contributed enormous amounts of time to Turning
Point Network, with a widespread, but not total, acceptance of the principle of shared rather
than individual benefit. Turning Point Network would not have developed without the
contributions of steering group members. The Social Network Analysis survey suggests that
groups are weaker on sharing power, coordinating, and addressing conflict. It is unclear if the
latter reflects the lack of conflict or the lack of mechanism to deal with it.

“I see these groups as crucial to the development of the visual arts sector throughout
England to encourage partnership working and aid sustainability of the sector.”

Stakeholder survey
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Figure 2: Rating of local Turning Point Network groups on indicators of partnership

Value to relationships

Turning Point Network is relationship based. The Social Network Analysis shows a clear growth
in the connections between people before and after the Turning Point Network, with a small
number of individuals, and the team at the Arts Council, playing a pivotal role.

All except one of the groups include museums on their steering group as well as contemporary
visual arts organisations.

The Social Network Analysis found that more than half of steering group members have
introduced other people to the Turning Point Network (54.8%). 28.4% have introduced people in
the Turning Point Network to other people in the Network they didn’t know.

Ownership

In the Social Network Analysis survey 64.7% of steering group members said they felt ownership
of the Turning Point Network.
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Figure 3: Overall do you feel as much ownership as you would like of the Turning Point Network in your region?
(Social Network Analysis)

Our case study of East Midlands and Yorkshire and Humberside below shows how Turning Point
Network has consulted with the sector and helped to build consensus about values and
priorities.

The feedback report from the first national event found that 72.3% thought the event gave a
greater feeling of a shared agenda between Arts Council and arts organisations and 97.2% said
the event showed that there are common concerns across the visual arts sector.

“There was a sense that the sector can
drive the agenda in collaboration with ACE
and be much more pro-active about
developing and implementing
opportunities and strategies.”

Feedback on first national event
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68.5% of respondents to the stakeholder survey said that The Turning Point Network was
strategic. Some people questioned whether it should be strategic, seeing this as a mechanistic
and limiting construct.

Figure 5: Overall do you think the Turning Point Network is strategic? (steering group survey)

Joined up thinking

Turning Point Network combines project funding with research, critical debate, capacity building
and advocacy. Each element is more effective through its relationship with the other elements
of the mix. A holistic approach gives a wider range of choices and more tools in tackling
potential barriers to progress.

Turning Point Network has combined a recognition of, and valuing of, regional difference, with a
powerful linking structure that has helped to produce a coherent programme of activity. This
linking structure has been partly formed by the important work of the national coordinator, who
is shown in the centre of the Network by the Social Network Analysis, and partly by the
structure of coordinator/chair meetings and national events. Our stakeholder survey found a
real desire from regional groups to learn from shared experiences with other regional groups.

Progression

Turning Point Network provides a structure that brings together ideas, organisations and
projects so that there is progression over time. There has been progression in relationships from
regional to national and cross regional relationships. There has been progression in ideas from
an individual or organisational interest towards a real understanding that Turning Point Network
activities have to transcend organisational boundaries to provide sectoral benefit. For example,
through their participation in the Turning Point Network arts organisations in the East Midlands



T U R N I N G P O I N T N E T W O R K I N T E R I M R E P O R T 2 0 1 0

13 | P A G E A N N A B E L J A C K S O N A S S O C I A T E S L T D

realised that they were each planning events around the Olympics and used the opportunity to
coordinate their programming and delivery in a way that had not happened before. The
existence of the groups has given a continuity to events that would otherwise have been carried
out in isolation. For example, the Ars Electronica case study below illustrates how Turning Point
Network generated in a programme of work that built on previous group experiences.

The overall agenda of Turning Point Network has changed over time. Wider issues such as
advocacy, new business models and knowledge sharing have developed more recently. There is
also potential to explore developing the role of visual arts organisations as civic leaders as well
as leaders within the visual arts sector.

Quality

Quality has been enhanced by: integrating advice and training with financial support;
collaboration between organisations with complementary skills or resources; placing individual
projects within a strong strategic context; and learning from previous projects.

Our case study of Project Art Works below shows how Turning Point Network has showcased an
exemplary approach to work with new audiences, helping partners to strengthen practice and
access new sources of funding.

Learning

There is clear learning across the Turning Point Network, for example in understanding the value
of working groups. Our last stakeholder survey found that the most common purpose ascribed
to the Turning Point Network was knowledge sharing (mentioned by 89.2% of steering group
members).

“TPSE’s work over the past two
years has energised the visual arts
network across the region and
created greater knowledge and
understanding between
organisations.”

Stakeholder survey
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WHAT IS LEFT TO DO?

Introduction

There is strong support for the Turning Point Network but a clear understanding that it is work
in progress: in the survey of Arts Council regional directors six respondents strongly support the
idea of TPN, two support it, and one says the idea is not proven yet. In the stakeholder survey
92.0% of respondents said they supported the idea of the Turning Point Network with the
majority strongly supporting the idea. 8.0% of respondents said that the idea is not proven yet.
None said they did not support the idea.

Figure 10: Do you support the idea of the Turning Point Network? (stakeholder survey)

There is a strong concern, especially in the newer groups like the South West, that Turning Point
Network has not yet reached its potential and needs further support to develop.

In the survey of regional directors seven respondents said that TPN is more relevant in a
recession, two that it is equally relevant, with one of these two emphasising that it is important
in any situation.

Building relationships

In the stakeholder survey 69.4% of respondents said that overall their region of the Turning
Point Network is open enough to new participants. The negative responses came from the
newer groups (newer at the time of the survey: SW, WM, Y and London). Generally speaking,
groups have started from a core group and gradually involved wider stakeholders as the first
group has strengthened. Balancing consolidation and expansion is a dynamic and carefully
balanced process.
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Figure 11: Overall, do you think the Turning Point Network in your region is open enough to new participants?
(steering group survey)

In the stakeholder survey 36.7% of respondents said that the Turning Point Network had been
successful or very successful in building relationships across and beyond the visual arts sector.
Respondents were very keen to build these links (as illustrated by the quote below) and saw this
as the next stage, building on the solid foundation formed on most regions.

Figure 12: As well as delivering projects, the Turning Point Network is supposed to build relationships across and
beyond the visual arts sector. How successful do you think it is so far in doing this in your region? (steering group
survey)
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Strengthening inter-regional dialogue

In the stakeholder survey 35.3% of respondents said that the Turning Point Network had
increased their organisation’s contact with other regions. As with the earlier question about
relationships, respondents said this was an important priority for the next stage.

Figure 13: Has the Turning Point Network increased your organisation’s contact with other regions? (steering group
survey)

“I am keen to see greater alliance between organisations based on focus on
audience needs and on creating opportunities for innovation, regardless of
funding mechanisms or governance. There is a compelling need for
organisations to understand these opportunities better.”

Stakeholder survey

“The Network has increased our contact with other regions by having a
distinct topic/shared area of concern to discuss with colleagues around the
country, though interest in other regions' directions and priorities and
through the national meeting at Baltic.”

“I think phase one is necessarily building a regional community, hopefully
phase 2 will be enlarging this to a national one.”

Stakeholder survey
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Involving SUN organisations

Our survey of SUN organisations concluded that:

“The SUN and national organisations are extremely important in their contribution to Turning
Point and their potential contribution to the Turning Point Network. SUN organisations have
knowledge, networks and knowledge of networking that can help widen and support the
Turning Point Network to reach other constituencies outside the core group of arts
organisations and help to make cross regional, cross art form and cross sectoral links. The key
issue, which is explored in this report, is how to do this in a time effective way for the SUN and
national organisations themselves.”

Coordination

Turning Point Network groups are relatively demanding to organise. The regional coordinators
have played crucial and complex roles as leaders, facilitators and administrators. These different
roles have not always been easy to balance. Coordinators have helped recruit and enthuse
steering group members, worked to make linkages between different working group projects
and organised events as well as keeping minutes of meetings, writing Grants for the arts
applications and other administrative tasks. There have been different models for coordination,
for example employees, consultants, or shared posts. Raising funds to support the coordinator
posts should be the first priority to the Turning Point Network groups.

The national coordinator has been essential in seeing making linkages, avoiding duplication,
transferring learning from one group to another and offering advice and support. The social
network analysis shows the national coordinator at the heart of Turning Point Network, with the
most connections across the Network.

”Actually making decisions that are
truly grass roots and not pushed by ACE
national priorities is tricky. It isn't
impossible, it is just taking time.”

Stakeholder survey
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APPENDIX ONE: SOCIAL NETWORK ANALYSIS

Introduction

The essence of Turning Point Network is to reduce fragmentation. This is an intangible outcome
that might be assumed to be difficult to measure. The evaluator employed a statistical
technique, Social Network Analysis, to measure the development of the Turning Point Network.
Social Network Analysis uses a questionnaire about the extent of connections (sharing ideas
with, collaborating with) between each member of the steering groups of the whole Network to
calculate structural indicators of the Network. The questionnaire also asked about respondents’
impressions of the Network (its effectiveness on a range of different dimensions, how clear its
work is to the respondent, ownership of the Network, plans to continue involvement) to see if
impressions vary with the individual’s centrality in the Network. Steering group members have
responded very positively to the Social Network Analysis, calling it a ‘love map’ or ‘calibration of
my diary’. The statistician will give an online version of the results that will allow each individual
to see their own position in the Network. One of the strengths of Social Network Analysis is that
the results are portrayed visually, which is highly appropriate.

We received 103 responses out of 178 steering group members, a 58% response rate, which is
good given the extremely long nature of the questionnaire. All respondents made it to the end
of the questionnaire, which is positive, and important.

Social Network Analysis produces a series of images that capture the relationships between
people (dots). The size of the dots shows how many connections that person has. The position
of the dots represents the nature of their connections. People at the centre of the image have
strong connections across the network. People on the edge can have strong connections but
have stronger connections in one part of the network than others. The images follow a
mathematical procedure that is similar to tying string between people to represent their
relationships: people who have strong connections stay together; people without strong
connections separate.

The statistician who produced the images has very little knowledge of Turning Point Network
and no knowledge of the personalities involved. The analysis is therefore without bias.

Before Turning Point Network

The first part of the questionnaire asked steering group members who they knew before Turning
Point Network, with the list composed of all steering group members across the Network.
Questions were split between sharing of ideas and collaboration, to give some qualitative
analysis to the depth of relationships.



T U R N I N G P O I N T N E T W O R K I N T E R I M R E P O R T 2 0 1 0

27 | P A G E A N N A B E L J A C K S O N A S S O C I A T E S L T D

This image shows the contact before joining Turning Point Network. This shows a relatively
widespread and scattered pattern of communication. The average in-degree (level of
connections) is relatively high at 11.2, but this is because of a small number of very well
connected individuals. There is some tendency toward greater connections with those in similar
geographic location, but this is not marked. In many cases organisations that were nearby lacked
connections.

Figure 14: Network of those in contact before joining the Turning Point Network

The black dots are people from the national team.

The next image looks at a deeper connection: working together rather than being in contact. At
this level connections have more of a geographical dimension. There are key individuals for
parts of the Network, but no central force. The average in-degree (average number of
connections) is 7.7. As with the previous figure, this represents the accumulation of many years.
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Figure 15: Network of those who worked together before joining the Turning Point Network

After Turning Point Network

The next image shows the connections made as a result of joining the Turning Point Network,
excluding the previous relationships. Again, we look at sharing of ideas first. The image is now
much clearer. Geographical regions are more clearly identifiable. Some individuals are
significantly more active than others – shown by relative node size. The national team, from the
Arts Council, are at the centre of the network. The average in-degree is 4.9. This means that
even over the small period of time covered by the analysis, Turning Point Network is already
making a substantial contribution to the connections across the group.

Regional coordinators have an important role in this image which shows that they are
recognised by the other members of the network as a potential source of ideas, as well as a a
coordination point for advice and information on other projects.


