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The Team, Thank You’s and Acknowledgements 
LEAN was created with the spirit of generosity, respect and love.  

 Thank you to all for taking part. 

 
LEAN Team: Jeanne LeSage, Michèle Maheux, Celia 
Smith 
 
Subgroup Leads: 

• Systems Change - Jane Marsland, Andy 
McKim 

• Human Resources - Suzanne Haines, Sandy 
Lee, Lise Labine, Hilary Meredith, Jeanne 
LeSage 

• Festivals, Presenting, Touring - Dani Fecko, 
Norman Armour, Jeanne LeSage 

 
Additional assistance from: 

• Translation: Sandra Butel, Anne Eschapasse, Julien 
Valmary 

• Systems advice: Kristina Lemieux,  
• Research Advice: The David & Sharon Johnston Centre 

for Corporate Governance Innovation at Rotman School 
of Management 

• With apologies and gratitude for others we may have 
missed! 

 
Report compiled by Jeanne LeSage; reviewed/edited by Michèle Maheux, Celia Smith 
Qualitative Survey Analysis: Melanie Wilmink 
 
And on a personal note from Celia, Michèle and Jeanne: 
The response to the pandemic was a sprint, followed by another sprint, that then became a 
marathon.  The LEAN Team would like to extend its gratitude, admiration, and heartfelt thanks to 
everyone involved - organizations and advisers all.  It has truly been a privilege and pleasure for 
the three of us to have come together to create this project.  To be able to step up and serve the 
sector, to see the power of community organization, to see the impact of peer-to-peer advice, has 
been incredibly inspiring. 
 
 

“This program was not only 
informative but inspiring.  
I had the opportunity to speak 
my concerns out loud and to 
have someone with a lot of 
experience and understanding 
to strategize with.” 
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“Thanks for lifting us up when the bottom fell out.” 
 

“Thanks for finding a way for each of us to help one another.” 
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Introduction - What is LEAN? 
We are in extraordinary times with a sector (and society) faced with unprecedented obstacles and changes.  
AND YET we are an extraordinary sector, filled with extraordinary people, and we need to all work together 
to weather this storm. LEAN Canada was an immediate, grassroots, pro bono response network to help 
Canadian professional non-profit arts organizations (big and small) deal with the COVID-19 crisis. Celia 
Smith, Jeanne LeSage and Michèle Maheux launched this national initiative on March 31st 2020 and 
sunset the initiative after a six month run in October 2020.   
 
 
 
 
 
 
 
 
 
 
Advisers included sector leaders including current and former board members, arts leaders, consultants 
and more from across the country.    Advisers were asked to commit time to offer one-on-one services in 
strategic decision-making, crisis response, financial analysis, board direction and management, relationship 
mediation, HR management, systems change, leadership, and/or any issues for organizations related to 
response to the global pandemic. 
 

What LEAN is NOT: 
In the face of rapid changes and response tactics in the sector, it was important for the LEAN Team to 
signal clarity about what LEAN COULD be, and what it was NOT.  LEAN aimed to not replicate any existing 
work or services already in place to assist organizations (i.e. resource listings as supplied by Arts Service 
Organizations).  While there were many inquiries, LEAN also was not going to step in to be a national 
representative for advocacy.  The primary aim was to create the network to support the Advisers, who in 
turn would support the Organizations.  Staying LEAN and getting help into the ‘hands’ of Organizations fast 
was of the utmost importance. 
 
It was also the aim of the LEAN Team to ensure this initiative would remain grass roots, would not become 
an institution or a permanent program, and would operate without a budget.  
 
  

“If you need help at this time in strategic decision-
making, crisis response, financial analysis, board 
direction, relationship mediation, HR management, 
systems change or inspirational leadership, LEAN on 
us!” 
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Promotional tactics 
Short descriptions to recruit potential Organizations and Advisers were created and distributed through the 
LEAN Team’s professional networks, as well as individual reach outs via email, phone calls and social 
media.  Information was also sent to national/regional/local funders, arts service organizations, and LEAN 
Team members appeared at sector town halls, forums, and sessions to spread the word. 

How Did It Work? 
Overview 
The LEAN Team organizers (Celia Smith, Jeanne LeSage, Michèle Maheux) gathered Advisers with 
experience in the sector to offer pro bono calls for organizations in need of advice at this time.  The 
suggested time commitment was 2-3 hours of work between an adviser and organization, but was left to 
the pairing to determine the work engagement.  
 
Community Agreement 
Organizations and Advisers registered to join the LEAN network by 
filling in a simple Google Form, and agreeing to adhere to a 
Community Agreement which laid out expectations and roles & 
responsibilities for all sides: 
 
LEAN Team (Michèle, Jeanne, Celia) 

o To create the network and space for Organizations and 
Advisers to come together 

o To be available as support to Advisers and Organizations 
in accessing the network. 

Advisers 
o To give organizations the best advice with the best 

interests of the organizations at heart. 
o To keep specifics of the work with the organizations confidential between the adviser and the 

organization (and not brought to LEAN)  
o To track the hours spent with each organization and the topline themes of the topics discussed 

to share with the LEAN Team for statistics and tracking purposes. 
Organizations 

o To understand the Adviser can’t solve all problems, but would endeavour to provide some 
immediate support and advice.   

o To understand that any advice or counsel provided by the Adviser should not constitute official 
legal, financial or HR advice. 

o To provide background information as appropriate to help the Adviser understand the context 
of the situation 

 

“The LEAN initiative was 
well organized and timely.  
We were matched with our 
advisor really quickly.  
Their advice was so 
pertinent and practical 
that we were able to move 
forward with their 
recommendations almost 
immediately.” 
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All parties also agree to maintain the strictest of confidentiality in all matters, and to allow their contact 
information to be shared as noted. 

 See Appendix 4 for complete version of the Community Agreement. 

Process: 

A. Organizations registered through a simple Google form, indicating province, language, and the 
areas/topics that their organization wanted to work via a set list of topics. The Google Form 
included consent for collecting information, and ascent to the Community Agreement.  (See 
Appendix 2) 

B. Advisers registered through a similar form and indicated their province, language(s), short bio, and 
3 areas of expertise from a set list for which they would offer advice.  Advisers would indicate how 
many organizations they could work with at one time.   (See Appendix 3) 

C. A global signup sheet was generated from the Adviser Intake data, including name, location, 
language, brief bio, 3 areas of expertise, and the available “slots”.  Registered Organizations would 
consult this and signup with an available slot to create a “match” 

D. The LEAN Team would introduce matches via email, and the Adviser and Organizations would 
proceed to do their work together.  It was up to the matched pair to decide how much time and how 
the work would proceed.   

E. The LEAN Team provided support to Advisers in the form of regular Adviser update calls, an 
Adviser CallBoard with links to resources and LEAN information, Guest Speakers on areas of 
specific expertise, and the creation of SubGroups to dive deeper into specific areas (Systems 
Change, Human Resources, Festivals)  

F. When the work between each Adviser and Organization was complete, the LEAN Team sent a 
“Completion Report” to both Advisers and Organizations to track quantitative and qualitative 
information on the work together.  (See Appendix 5 and 6) 

  
“Process worked really well, and our Adviser followed up on the day I had to 
deliver news of terminations and layoffs.  Leadership can be a lonely place and 
having someone ask me how I was showed great care.” 
 
“Our Adviser was thoughtful, responsive, and gave great advice.  I feel we were 
very well-matched as a pair, and am grateful to have had the chance to work with 
them in this fashion.  I hope that similar opportunities manifest in the future.” 
 
“Notre Conseiller.ère a été d’une aide exceptionelle.  Ses conseils et ses idées ont 
été extrêmement précieux et nous ont permis de faire advancer notre project.” 
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Adviser Meetings and Support 
Adviser Meetings 
As stated earlier, the goal of the LEAN model was to create the network and 
support the Advisers, who in turn would support the Organizations.  Nine  
Adviser meetings were held between March and September 2020, starting on a 
weekly basis, moving to biweekly, then monthly.   The goal of the calls was to 
provide updates & reminders on the LEAN process, any updates and resources 
in the sector, and provided time for guest speakers and subgroups on specific 
topics, with time for Q&A for Advisers.  Recordings of the calls were made 
available on the Adviser Callboard, with the addition of any reference materials 
that were raised or discussed.  When possible, materials were translated into 
French after the fact. (see general note about translation). 

 
Suggested Coaching Framework 
As created by LEAN Team member Michèle Maheux - a suggested structure to help Advisers to frame their 
calls with the organizational leaders was provided : 
 

 
 
Guest Speakers  
Guest speakers were brought in to LEAN Adviser calls to provide expertise, in specific areas, on issues 
arising from the pandemic as they evolved.  Speakers included: 

• Melanie Kjolien of the Glenbow Museum & Steve Bellamy of the Confederation Centre - 
talked through their process and operationalization of re-opening their facilities 

• Peter Herrndorf and Jini Stolk - LEAN Advisers - discussed working with non-profit Boards 
in times of crisis (and beyond) 

• Janet Sellery - Sellery Health & Safety - presented “Re-Opening During the Pandemic”, 
and the “Event Safety Alliance Re-Opening Guide” 

 

1. Remind	the	organization’s	leader	that	all	discussions	are		
confidential! 

2. Clarify	the	amount	of	time	you	have	for	this	call	(30-45min?) 
3. Clarify	the	TOPIC	for	the	call	(re-stating	the	category(ies)	

you’ve	signed	up	for	if	needed) 
4. Have	them	describe	the	issue	in	2	minutes	(this	may	take	some	

discipline	+	bottom-lining) 
5. Discuss 
6. Agree	on	Next	Steps. 
7. Offer	follow	up	from	you	in	order	to	stay	on	track,	if	needed. 
8. Discuss	whether	there	will	be	another	call. 

 

“Thanks for 
your Leadership 
in bringing the 
cultural 
community 
together in the 
wake of 
COVID-19.” 
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SubGroups 
As Adviser meetings proceeded, specific areas of discussion came about that brought about the desire for 
deeper discussion on certain topics separate from the regular Adviser calls - Systems Change, Human 
Resources and Festivals.   

Systems Change Subgroup 

• Led by Jane Marsland and Andy McKim  
o Jane led the group through concepts of the 4 

Phases of the Adaptive Cycle, as well as the 
concept of Panarchy from Keith McCandless’ 
Liberating Structures.  

Human Resources Subgroup 

• Led by Suzanne Haines, Lise Labine, Sandy Lee, Hilary 
Meredith and Jeanne LeSage 

o Forums for Advisers to come together to raise/discuss Covid related HR/People 
topics/questions faced by arts organizations: 

o Specific Complex Legal and Personnel Issues 
o Getting Work Done 
o Employee Wellness 
o The Long Range Consequence of COVID on our People Systems 

Festivals/Presenting/Touring Subgroup 

• Led by Dani Fecko, Norman Armour, Jeanne LeSage 
o The Festival, Presenting and Touring SubGroup is FUTURE FOCUSSED. We are a 

group of Arts Leaders wishing to support organizations and individuals on both sides 
of the presenting/touring equation as they prepare for their respective realities during 
and after COVID-19. Topics of discussion include Scenario planning, programming, 
budgeting, artist and government relations in both Canada and abroad, as well as 
strategic and practical considerations. 

o City of Toronto approached LEAN about engaging in a partnership with it’s Cultural 
Festivals Recovery Program.  City of Toronto promoted the LEAN program to their arts 
and culture constituents, and LEAN recruited additional Advisers from their pool of 
experts. 

 
  

“Our Adviser and I 
connected via messenger – 
I loved seeing their kind 
face!  They also followed 
up with emails to see how 
the implementation of the 
things we discussed was 
going.  So grateful!” 
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Program Statistics and Completion Report Results 
 
Based on information from Intake (from all Adviser and Organization registrations at the beginning of the process) as well as Completion Reports 
(from Advisers and Organizations who were ‘matched’); the following are the results of the work that occurred under LEAN 

Organizational Intake Stats 

There were 300 registered organizations (duplicates removed) 
 
Registered Organizations - Provinces: 
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Issues identified by Organizations upon Registration / Intake 
Organizations were asked to choose the topics they wanted to work on (and could choose as many as they wanted).  At Intake, the top issues 
identified were: 

•Finance 
•Programming during COVID 
•Scenario Planning 
•Donor Relations 
•Board of Directors 

 
  

“Working with our Adviser was a dream 
come true – as someone we have looked 
up to for a very long time and hoped to 
collaborate with, this has been a very 
rewarding experience on a personal and 
professional level.” 
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Adviser Intake Stats 

189 Registered Advisers 
Languages Offered: 
• 180 in English 
• 30 en francais 
• Others: Yiddish, Ukrainian, Spanish, Chinese, Italian 

 
Provinces 
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Adviser Areas of Expertise 

Advisers provided a brief biography, and were asked to identify their top three areas of expertise.  Of the registered Advisers, the top 5 areas of 
expertise identified were: 

•Leadership 
•Scenario Planning 
•Board of Directors 
•Government Relations 
•Finance 
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Completion reports - Quantitative  

We asked organizations and advisers to fill in a simple ”Completion Report” with information on the number of hours spent together, their feedback 
on the LEAN Initiative, the process, and the issues facing the organization.  (See Appendix 5 and 6) 

Topline statistics: 

- Matches Made – 199 
- Reports Received 

- From Advisers – 152 (76% return rate) 
- From Organizations – 139 (70% return rate) 

- Hours Reported 
- From Advisers – 629.22 TOTAL hours, Average 4.1 hours per match 
- From Organizations – 506.5 hours, Average 3.6 hour per match 

LEAN Admin Team hours – approximately: 
- Celia - 150 
- Jeanne - 165 
- Michèle – 150 
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Breakdown of “Time Per Engagement” as reported by Advisers, and as reported by Organizations 

Province 

Number of 
Total 

Responses 
Adviser 

Average Time 
reported per 
engagement 

 
Average time to advise as 
reported among Advisers 

 
Province 

Number of 
Total 

Organization 
Responses 

Average Time 
reported per 
engagement 

 

Average time to advise 
as reported among 
Organizations 

     
Ontario 77 4.4  AVG 4.1  Ontario 71 4.1  AVG 3.6 
British 
Columbia 29 4.3    

 
British 
Columbia 28 5    

Alberta 19 3.7     Alberta 15 3.9    
Quebec 14 3.6     Quebec 10 4.3    

Newfoundland 
& Labrador 4 4.5    

 
Manitoba 5 3.8    

Saskatchewan 3 5.7    
 

Newfoundland 
& Labrador 3 5    

Prince Edward 
Island 2 2    

 

Prince Edward 
Island 2 5    

Manitoba 2 4     Nova Scotia 2 4    

Yukon 1 1    
 

Saskatchewan 2 3    

Nova Scotia 1 3    
 

New 
Brunswick 1 3    

New 
Brunswick 0 0    

 
Yukon 0 0    
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Organizational Completion Reports - Top issues discussed 
 

 

Top issues covered according to Organizations: 
•Programming during COVID 
•Scenario Planning 
•Boards 
•Leadership Issues 
•Fundraising 
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Adviser Completion Reports - Top issues discussed 

Top issues covered according to Advisers: 
•Boards 
•Leadership Issues 
•Programming 
•Scenario Planning 
•Fundraising 

 

 

 

 

 

 

 

 

 

 

 
Of note: upon registration for the LEAN program, organizations identified their main issues as: Finance, Programming during 
COVID, Scenario Planning, Donor Relations and Boards - but upon completion, there was a higher mention of concerns related 
to Boards of Directors. 

“Our Adviser was 
direct, honest, 
supportive and 
motivational.” 
 
“Our Adviser ensured 
we met regularly and 
kept the conversations 
focused and 
productive.” 
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Reports – Qualitative Responses 
See Appendix 7 for Full Qualitative Summary by Melanie Wilmink, PhD → HERE 
 
In addition to the Quantitative Information 
Gathered Above, we asked Organizations and 
Advisers to answer three open-ended 
questions about the LEAN program, the 
process of working together and to provide final 
comments about the trends organizations were 
facing in light of the COVID-19 crisis. 
 
The results provided a snapshot of the specific functional areas of challenge (i.e. fundraising, marketing, 
programming) - but also a compelling view of the organization's leadership/governance capacity and the 
need for ongoing expertise from peers and external resources. 
 
While LEAN was designed as a one-time grass roots effort, and the LEAN Team is not proposing an 
institutionalization of the initiative, it is valuable to review this feedback to understand the needs and gaps 
in the sector. 
 
This analysis reviews data from the LEAN project Organization & Adviser feedback documents. It draws 
primarily from written feedback comments, coded for commonalities and outliers, and then analyzed for 
project reporting purposes. With the exception of a few outlying comments, most of the feedback classified 
into five interrelated categories including: 

1. Perceived outcomes of LEAN program 
2. Need for networking and sector cohesiveness 
3. Challenge of the unknown 
4. Pre-existing issues 
5. Need for Bureaucratic Support 
6. Functional Challenges of COVID-19 

 
  

“I will never forget their advice to do three 
things well.  Our meetings were initially 
weekly and over time, shifted to bi-weekly.  I 
feel very fortunate to have had them as my 
Adviser.” 
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1.  Perceived outcomes of LEAN Initiative 
Accessibility 
Comments about this program are overwhelmingly positive, with many participants conveying thanks for an 
opportunity they would otherwise have been unable to access. The free nature of the program is noted, 
alongside the ease of matching with advisers, and smooth process of connecting with advisers via phone, 
email, and virtual conferencing. 25% of responses included some indication of advisers being generous or 
flexible with their schedule and the amount of time they dedicated to the consultations. 
 
Relevant expertise 
The vast majority of comments praised the LEAN initiative by 
pointing to the available expertise and positive experience 
with their advisers as “helpful, thoughtful, and 
knowledgeable” and providing crucial administrative 
resources during a time of extreme stress and crisis. 
 
Concrete impacts 
Within the comments about adviser expertise, many 
respondents noted the concrete and specific nature of the 
advice and mentorship. Organizations noted that the 
adviser’s labour “made a targeted difference” and had 
“tangible impact”. 
 
Specific tools 
The concrete impact and practical nature of the advice was 
often indicated by advisers who provided specific tools to 
assist organizations with their administration. In the 
comments from organizations and advisers, the following 
tools were noted: templates, best practices, PPPS 
(profile/positioning, property, promotion & succession), 
reports, white paper, webinars, budgeting, and strategic 
planning models. 
 
Professionalism 
The professionalism of the program was noted across the board, with a number of comments from 
organizations and advisers praising their interactions as an efficient use of time, where both adviser and 
organization were well prepared. This was particularly relevant on the side of the advisers, who often 
appreciated when meetings were focused, dealt with targeted questions, and resulted in clear action plans. 

 
  

“Our Adviser was fantastic to chat 
with, and I found them quite 
calming.  They were well-prepared 
for the meeting and a great listener 
to my concerns.  They asked great 
leading questions that helped me 
find the answers I needed.” 
 
“Our Adviser was excellent – 
encouraging and frank, supportive 
and pragmatic.  Just what we 
needed.” 
 
“Our Adviser was fantastic.  My 
consultation with them exceeded all 
expectations.” 
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2.  Need for networking and sector cohesiveness 
Sounding board 
While organizational participants clearly valued practical advice, in many cases the idea of the adviser as a 
“sounding board” was equally important. This idea recurred in both organizational and adviser comments, 
highlighting the emotional need that is filled by having someone impartial listen, provide feedback, and 
even just affirm the staff or organization’s decisions. The perception of the advisers having “expertise” likely 
influenced this dynamic, since organizations indicated that uncertainty was a key challenge. 

 
Desire for connection 
Linked to this need for external feedback is the general sense that both organization and adviser 
participants desired a sense of community connection or professional networking. There was a sense that 
this initiative created a concrete community across the country, despite the physical and technological 
distances. Small or rural organizations noted that this was an opportunity that they wouldn’t have otherwise, 
and that the forced transition to virtual networking has enabled them to actually connect with organizations 
and professional development in other places. 
 
Morale 
Both organizations and advisers noted the pleasurable quality of their conversations, where they were also 
able to achieve some social interaction, vent emotionally, and provide peer support. Several advisers also 
described a feeling of being helpful or useful. Although there are obvious benefits to organizations, there 
also seems to be value for the advisers, who were able to put their skills to use, network with organizations 
they would not ordinarily have contacted, and make a tangible difference to cultural organizations. 
 
Knowledge-transfer 
As part of the peer-support and community sensibility, several participants also specifically pointed to this 
project as a way to transfer knowledge from one generation of cultural workers to another, or demonstrate 
best practices across institutions or sectors. 

 
 

  

“Thank you very much for this great opportunity, as it really helped in 
different ways to share and discuss our issues in these difficult times with 

someone with great experience.” 
 

“Our Adviser was helpful, thoughtful, and knowledgeable, very easy to access 
and talk to – an excellent sounding board - responding with very useful 

information.” 
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3. Challenge of the unknown 
Need, fear, and potential of ongoing adaptation 
When asked about the challenges raised by the Covid crisis, organizations 
pointed to obvious factors like funding access or limitations to in-person 
experiences; however, most organizations were also more broadly 
concerned with the challenge of the unknown and the ongoing need for 
constant adaptation. This was often articulated as a fear and concern about 
organizational burnout, morale, and inability to plan activities, but was 
occasionally pivoted as an opportunity. When noted as an opportunity, 
organizational comments often pointed to the adviser as a key reason they 
were able to change their perception of the crisis. 
 
Creative solutions 
While the abrupt change in normal operations has put many of the 
organizations in crisis, a few seem better prepared to leverage this new way 
of working into strategic planning, structural changes, new programming, or 
ways of supporting their communities. 

4. Pre-existing issues 
Leadership struggles 
In the adviser feedback it became clear that many of the organizations who sought support through LEAN 
were already struggling before Covid. Several advisers noted that the concerns were unrelated to Covid, 
with the vast majority of those issues stemming from leadership struggles—either from inexperienced or 
dysfunctional boards, or staffing turnover. Approximately 18% of responses indicated some organizational 
instability before the crisis. This issue may be related to the previously discussed need for community or 
peer support, as a way to supplement a lack of guidance within the organization. 
 
Lack of funding 
Funding is an obvious tension point, which is articulated repeatedly in both the organizational and adviser 
feedback. In many cases LEAN filled a need for participants who were small or rural organizations that 
could not access operational grant funding or other funds. While this is an ongoing issue, it was 
exacerbated during Covid, when they were also not eligible for emergency funding and their public sources 
of income (often ticket sales or workshops) were unable to operate. 
  

“My Adviser was 
extremely helpful 
and provided me 
with many ideas of 
how to go about 
planning for the 
future.” 
 
“They helped me 
clearly define the 
best next steps for 
our organization.” 
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5. Need for Bureaucratic Support 
 
Administrative mentorship or professional development 
As noted in some of the earlier categories, there seems to be a need for administrators to access moral 
support, administrative training, and other professional development activities. LEAN filled a need for this 
when there are very few existing opportunities for cultural administrators to refine bureaucratic, financial, or 
other management skills. 
 

 
Formal funding for contract workers or Flying Squad-type grants 
Within the feedback there were two pieces of concrete feedback about programming that could support 
administrative professionals and artists in this crisis and beyond. The first is the reinstatement of 
professional development funding programs like the Flying Squad Grants. The second would be to develop 
Universal Basic Income or Employment Insurance (EI) programs that could support artist and arts 
administration contract workers who are currently ineligible for EI. 
 
Shared resource listings and information sharing 
Finally, a few comments suggested that the maintenance of some of the peer-networking and resource 
sharing could occur through collective listing services. 
 

6. Functional Challenges of COVID-19 
Finances 
Financial concerns are one of the foremost issues expressed by the organizations and observed by 
Advisers. The vast majority of organizations listed finances as an issue of concern in the initial application 
process, and about 20% of the comments made some mention of financial issues. Smaller organizations 
regularly noted the inability to access grant or other government funding due to their size, location, 
charitable status, or annual income not meeting eligibility requirements. Other groups who were able to 
access regular and emergency funding programs noted concerns about the sustainability of the programs, 
where emergency funding would end at some point and where they also expected future grant cuts due to 
governmental budgeting impacts of Covid-19. Many of these same groups were additionally concerned 
because the diversity of their funding sources has been impacted by the crisis, with the limitation of in-
person engagements affecting ticket revenue and donor fatigue affecting private fundraising. These issues 
seemed to be aggravated by a lack of commercial rent relief and other ongoing expenses. 
 

“We had an extraordinarily generous Adviser who brought tremendous 
knowledge, connections, empathy and support to their work with us.” 
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Audience Engagement 
Although very few responses from either Organizations or Advisers pointed to marketing as a key issue, 
organizations were often concerned with audience engagement more broadly. They were concerned with 
staying connected to their communities in a variety of ways, including programming and communications, 
and making sure that their community was supported by their activities. It seems like much of these 
conversations occurred through a programming lens. 
Audience engagement was also occasionally noted within an equity context, as a way of supporting BIPOC 
groups, parents with children, older audiences, and other audiences who are less technically savvy. It is 
notable that there is no mention of disability and accessibility issues involved with technology. 
 
Programming 
Many responses were concerned with the impact of Covid-19 on their programming, particularly with 
regards to the inability to offer in-person programming. Health and safety were mentioned as concerns for 
re-opening in-person activities, but most seemed to accept the current state of either cancelling 
programming or shifting to online activities. Some 
organizations noted that their online activities 
actually opened up new audience development 
opportunities and that they were experimenting with 
new forms of practice that could have long-term 
impact. 
 
Human Resources 
The stress and morale impacts on staffing are 
communicated through multiple comments of 
gratitude toward the program and advisers, as well 
as direct feedback that describes staff issues. The 
challenge of constant adaptation and flexibility has a 
morale impact who are also dealing with personal stressors during the pandemic. Comments reveal 
concerns about organizational infrastructures, lack of board support or other leadership, concern for more 
vulnerable members of the community, and pressure to maintain the organization’s vision and 
programming. 
 
 
 
 
 
 

  

“Our organization had already begun working 
with the Adviser shortly before COVID began, 
but in a different capacity.  On the very day 
that it became clear COVID was going to 
become a major issue, this Adviser immediately 
stepped in to offer their advice about office 
closure and guided us through the difficult but 
necessary process of cancelling our remaining 
performances of the season.” 
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Some Final Thoughts from the LEAN Team 

o LEAN was created and designed to be grass roots and not tied to any institution, and as such 
was completely volunteer based.  While financial and In-Kind support were offered on a few 
fronts, it was important the initiative remain grass roots. 

o A number of issues brought forward were challenges that pre-dated COVID, though it was 
often difficult to discern if the pre-existing issues were exacerbated by the effects of the global 
pandemic - or if organizations were taking the opportunity to use LEAN to gain support and 
expertise.  In most cases Advisers were inclined to work with Organizations even if the issues 
were not COVID related.  It’s all related.  And the problems and the issues are just beginning. 

o The benefit to Advisers - The completion reports clearly note the benefit of the LEAN program 
for Organizations, but it is important to also note the value that LEAN played for ADVISERS.  
From the reports and testimonials, Advisers discussed how important this was for themselves - 
and the value of stepping up to play a role in the sector, stepping up to serve, and to feel 
connected with their peers across the country.   

 
But there were Gaps… 
 
There are a few areas that weren’t served by the volunteer effort of LEAN: 

o Fully translated materials - through the amazing efforts of our volunteers - we translated as 
many of the materials as we could into French.  But these often lagged from the originals, and 
we didn’t translate everything.  This was very much an Anglo effort. 

o Diversity of Advisers - (from many perspectives: age, BIPOC, varying institutions) - through the 
feedback and notes from our colleagues, the adviser pool was not representative of these 
diverse voices.  As the discussion began, the decision was made to sunset the program. 

 
 
 
Very best, 
Michèle, Celia, Jeanne 
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Appendices 
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Appendix 1: Organizational Landing Page 

 
LEAN Canada - Leadership Emergency Arts Network 

Information for Organizations 
LeanArtsCanada@gmail.com 

 
 

Cliquez ici pour le français 

 
We are in extraordinary times with a sector (and society) faced with unprecedented obstacles 
and changes.  AND YET we are an extraordinary sector, filled with extraordinary people, and we 
need to all work together to weather this storm.  LEAN was formed as an immediate, ad hoc, 
pro bono response network to help arts organizations, big and small, deal with what is coming 
at them. 
 

WHO ARE WE? 
 
We are former arts leaders who care deeply about our sector. We have a network of hundreds 
of years of experience among a selection of phenomenal volunteers who all feel as we do.  We 
believe in service leadership - now more than ever in this extraordinary time.  We are offering 
our services in this crisis environment - the help each other get through it to help make sure we 
all end up standing at the end of this. 
 
This initiative was pulled together by The Lean Team: Celia Smith, Michèle Maheux and Jeanne 
LeSage. 
 

WHY LEAN? 
 
Crisis management is hard.  Working day to day in isolation while trying to manage the 
business, your staff, your board is hard.  LEAN on us. 
 
We know that we won’t have all the answers and sometimes we will just be there for you to 
LEAN on.  That’s okay too 
 

WHAT IS IT? 
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The LEAN Team has set up Advisers with experience in the sector in strategic decision-making, 
crisis management, financial analysis, board direction, relationship mediation, HR management, 
inspirational leadership to offer pro bono phone/zoom calls with organizations requesting some 
outside help/an ear/expertise.  We suggest that the adviser provide 2-3 hours to each 
organization, but we leave that to you to work on together. 
 
 

HOW WILL IT WORK? 

- Advisers have signed up, agreed to the Community Agreement and have indicated their 
areas of expertise.  They will say how many organizations they can work with right now. 

- Organizations will sign up via the link below, agree to the Community Agreement, and 
can view the Advisers and their areas of expertise.  Organizations can choose their 
advisers, on a first come, first served basis. 

- Then the Organization and Adviser are connected and you schedule and organize your 
calls. 

 

I’M INTERESTED, WHAT DO I DO NOW? 
 
This is a volunteer effort built in the spirit of the sector helping the sector.  Before proceeding, 
we are asking all Advisers and Organizations to agree to the Community Agreement [LINK] that 
the Lean Team has drawn up.  
 
If you’re ready, go to the following LINK to sign up via Google Form and go to the Signup Form 
to choose an Adviser.   THANK YOU!!!!!! 
 
LEAN TEAM can be reached at LeanArtsCanada@gmail.com  
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LEAN Canada - Leadership Emergency Arts Network | 
(Réseau D’Entraide Mutuelle Dans les Arts) - REMA 

Page D’Accueil Pour Organismes 
LeanArtsCanada@gmail.com 

 
L’usage du masculin dans ce texte a uniquement pour but d’alléger le texte. 

 

À nos collègues francophones. Nous avons lancé cette initiative si rapidement, veuillez accepter nos 
excuses si tout le contenu n'est pas encore bilingue. Mais sachez que nous recevons tous les jours de 

nouveaux conseiller.ere.s francophones - et nous sommes ravis de vous voir rejoindre le réseau. 

 
Nous traversons présentement une période hors du commun au sein milieu (et d’une société) 
qui fait face à des obstacles et bouleversements sans précédent. Ceci dit, nous formons un milieu 
hors du commun, constitué de gens extraordinaires, et nous devons travailler tous ensemble 
pour traverser cette tempête. LEAN|REMA a été mis sur pied en tant que réseau d’entre-aide ad 
hoc et pro bono, afin d’aider les organismes artistiques de toutes tailles à gérer les effets de la 
situation actuelle. 
 

QUI SOMMES NOUS? 
 
Nous sommes d’anciens gestionnaires culturels qui nous soucions énormément du bien-être de 
notre secteur. Nous avons un réseau d’incroyables bénévoles, dont l’expérience totalise plusieurs 
centaines d’années, qui partagent aussi les inquiétudes du milieu. Nous croyons au leadership en 
matière de services, maintenant plus que jamais en ces temps incertains, et souhaitons offrir nos 
services tout au long de cette crise. C’est en s’entraidant que nous nous assurerons que tout le 
monde puisse se relever à la fin de celle-ci. 
 
Cette initiative a été mise sur pied par L’Équipe LEAN|REMA : Celia Smith, Michèle Maheux et 
Jeanne LeSage. 
 

POURQUOI LEAN / REMA ? 
 
La gestion de crise est complexe. Travailler au jour le jour en confinement, tout en tentant de 
gérer une entreprise, du personnel, ainsi qu’un conseil d’administration est complexe. Vous 
pouvez compter sur LEAN|REMA pour vous appuyer. 
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Nous sommes conscients que nous n’aurons pas toutes les réponses et que parfois, nous serons 
simplement là pour vous encourager. Nous sommes aussi là pour ça! 
 

QU’EST-CE QUE C’EST? 
 
L’Équipe LEAN|REMA a réuni des ressources d’expérience du milieu pour vous aider avec la prise 
de décision stratégique, la gestion de crise, l’analyse financière, la gouvernance, la médiation 
relationnelle, la gestion des RH et pour offrir du leadership inspirant pro bono, par téléphone ou 
vidéoconférence, à des organismes qui sollicitent une aide, une expertise ou encore une oreille 
externe. Nous suggérons aux ressources d’accorder 2 ou 3 heures à chaque organisme, mais nous 
vous laissons le soin de discuter de tout cela entre vous. 
 

COMMENT EST-CE QUE ÇA FONCTIONNE? 
 

- Les ressources se sont inscrites, ont accepté les conditions de la charte d’engagement et 
ont indiqué leur domaines de compétence. Elles partageront le nombre d’organismes 
pour lequel elles sont en mesure travailler dans l’immédiat. 

- Les organismes doivent s’inscrire en suivant le lien ci-dessous, accepter les conditions de 
l’accord communautaire, pour ensuite consulter la liste des ressources et leurs domaines 
de compétence. Les organismes peuvent alors choisir une ressource, sur le principe du 
premier arrivé, premier servi. 

- L’organisme et la ressource sont ensuite mises en contact afin de planifier et d’organiser 
le ou les appels. 

 

ÇA M’INTÉRESSE! QU’EST-CE JE DOIS FAIRE, MAINTENANT? 
 
Tout cela est un effort volontaire initié PAR des gens milieu artistique POUR les gens du milieu. 
Avant de procéder, nous demandons à toutes les ressources et à tous les organismes d’accepter 
les conditions de la charte d’engagement (en anglais ou en français) [LIEN] que L’Équipe 
LEAN|REMA a rédigé. 
 
Lorsque vous êtes prêt, suivez ce LIEN pour vous inscrire à partir de Google Form (en anglais). 
L’Équipe LEAN|REMA entrera ensuite en contact avec vous. MERCI BEAUCOUP !!! 
 
Vous pouvez rejoindre L’Équipe LEAN en écrivant à l’adresse LeanArtsCanada@gmail.com. 
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Appendix 2: Organization Intake Form 
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Appendix 3: Adviser Intake Form 
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Appendix 4: Community Agreement 

LEAN Canada - Leadership Emergency Arts Network 
Community Agreement 

 

Cliquez ici pour le français 

 
March 30, 2020 
 
We are in extraordinary times with a sector (and society) faced with unprecedented obstacles 
and changes.  AND YET we are an extraordinary sector, filled with extraordinary people, and we 
need to all work together to weather this storm.  LEAN was formed as an immediate, ad hoc, 
pro bono response network to help Canadian nonprofit arts organizations, big and small, deal 
with what is coming at them. 
 
The LEAN Team organizers (Celia Smith, Jeanne LeSage, Michèle Maheux) have gathered 
Advisers with experience in the sector in strategic decision-making, crisis management, 
financial analysis, board direction, relationship mediation, HR management, and inspirational 
leadership - to offer pro bono calls for organizations in need of advice at this time.  We suggest 
that the adviser provide 2-3 hours to each organization, but we leave that to you to decide 
together. 
 
By joining this network, we ask that we all carefully read and agree to the following principles 
and commitments that we make to each other: 
 
Lean Team (Michèle, Jeanne, Celia) 

- We will create the network and space for Organizations and Advisers to come together 
- We are available as support to Advisers and Organizations in accessing the network. 
- We will maintain the strictest confidentiality of all information. 

 
Advisers 

- I promise to give organizations the best advice I can, given the experience I bring 
forward, with the best interests of the organizations at heart. 

- I agree to have my information as provided on the Adviser form shared with the Lean 
Team, and my contact information shared with the Organization that chooses me. 

- All specifics of the work with the organizations remains between myself and the 
organization, but I agree to track the hours I spend and topline themes of the topics 
discussed to share with the LEAN Team for statistics and tracking purposes. 



LEAN Final Report - 012221 - Page 28 

- We will maintain the strictest confidentiality of all information. 
- I agree to participate in post-initiative evaluation 

 
Organizations 

- Agree to have our contact information on the Intake Form shared with the Lean Team, 
and the Adviser that we select 

- Understand that the Adviser can’t solve all of our problems, but the aim is to provide 
some immediate support and advice.   

- Understand that any advice or counsel provided by the Adviser should not constitute 
legal, financial or HR advice. 

- We promise to provide background information as appropriate to help the Adviser 
understand the context of the situation. 

- We promise to respect the volunteer time of the adviser and be on time for calls, or give 
24 hours notice for cancellation. 

- We agree to participate in post-initiative evaluation 
 

 

LEAN was created with the spirit of generosity, respect and love.  Thank you to all 
for taking part. 

 

Celia, Michèle, Jeanne  
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LEAN Canada - Leadership Emergency Arts Network 
(REMA - Réseau Artistique de Gestion d’Urgence) 

Charte d’engagement 
 

L’usage du masculin dans ce texte a uniquement pour but d’alléger le texte. 
 

30 mars 2020, 
 
Nous traversons présentement une période hors du commun au sein milieu (et d’une société) 
qui fait face à des obstacles et bouleversements sans précédent. Ceci dit, nous formons un milieu 
hors du commun, rempli de gens extraordinaires, et nous devons travailler tous ensemble pour 
traverser cette tempête. LEAN a été mis sur pied en tant que réseau d’entre-aide direct, ad hoc 
et pro bono, afin d’aider les organismes artistiques de toutes tailles à gérer les effets de la 
situation actuelle. 
 
L’Équipe LEAN (Celia Smith, Jeanne LeSage, Michèle Maheux) a réuni des ressources d’expérience 
du milieu pour vous aider avec la prise de décision stratégique, la gestion de crise, l’analyse 
financière, la gouvernance, la médiation relationnelle, la gestion des RH et pour offrir du 
leadership inspirant pro bono, par téléphone ou vidéoconférence, à des organismes qui 
sollicitent une aide, une expertise ou encore une oreille externe. Nous suggérons aux ressources 
d’accorder 2 ou 3 heures à chaque organisme, mais nous vous laissons le soin de discuter de tout 
cela entre vous. 
 
Lorsque vous vous joignez à ce réseau, nous vous demandons de lire attentivement les 
principes et engagements suivants à l’égard de vos pairs, et d’y adhérer : 
 
L’Équipe LEAN (Michèle, Jeanne, Celia) : 

- Mettra sur pied et entretiendra un réseau et un espace de mutualisation pour les 
organismes et les ressources. 

- Demeure disponible pour offrir du soutien aux ressources et organismes qui tentent de 
se joindre au réseau.  

- S’engage à respecter la plus grande confidentialité dans le traitement des informations 
privilégiées. 
 

Les Ressources : 
- S’engagent à donner aux organismes des conseils au meilleur de leurs capacités et 

connaissances, en considération de leur expérience, et ce, dans le respect des intérêts de 
l’organisme. 



LEAN Final Report - 012221 - Page 30 

- Acceptent que les informations fournies sur le formulaire de ressource soient partagées 
avec L’Équipe LEAN, et que leurs coordonnées soient partagées avec les organismes qui 
font appel à eux. 

- Attendu que tous les détails du travail avec les organismes demeurent entre ces 
organismes et elles-mêmes, acceptent de comptabiliser les heures travaillées, ainsi que 
de noter les thèmes principaux abordés durant le travail, pour les partager avec L’Équipe 
LEAN à des fins statistiques et de suivi. 

- S’engagent à respecter la plus grande confidentialité dans le traitement des informations 
privilégiées. 

- Acceptent de participer à une évaluation à la fin de cette initiative. 
 
Les Organismes : 

- Acceptent que leurs coordonnées sur le formulaire d’inscription soient partagées avec 
L’Équipe LEAN, ainsi qu’avec la ressource sélectionnée. 

- Comprennent que la ressource n’est pas là pour résoudre tous leurs problèmes, mais bien 
pour offrir du soutien et des conseils immédiats. 

- Comprennent que tout conseil fourni par une ressource ne constitue pas, de manière 
officielle, une aide juridique, financière ou en lien avec les RH. 

- S’engagent à fournir des informations complémentaires de manière à permettre à la 
ressource de comprendre le contexte de la situation actuelle. 

- S’engagent à respecter le temps bénévolement offert par les ressources et à être 
ponctuels pour les appels, ou bien à envoyer un préavis d’annulation de 24h. 

- Acceptent de participer à une évaluation à la fin de cette initiative. 
LEAN a été mis sur pied dans un esprit de générosité, de respect et d’amour. Merci à toutes et à 
tous d’y prendre part. 

 

Celia, Michèle, Jeanne 
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Appendix 5: Adviser Completion Report Form 

 
Questions: 
1) Email Address 
2) The name of the Organization you worked with (one per survey) 
3) Province/Territory of the Organization you worked with 
4) How Many Hours Did You Spend working with this organization? (Numerical only) 
5) What were the main topics that were discussed? (check all that apply) 

a) Audience Relations 
b) Board of Directors 
c) Cancellations 
d) Crisis Communications 
e) Contract Management 
f) Donor Relations 
g) Finance 
h) Fundraising 
i) Government Relations 
j) Human Resources 
k) Leadership Issues 
l) Legal 
m) Programming during COVID-19 
n) Restructuring 
o) Scenario Planning 
p) Systems Change 
q) Festivals / Presenting / Touring 
r) Other (Please indicate) 

6) Who attended the calls? (check all that apply) 
a) Executive Director (and/or “Business Lead”) 
b) Artistic Director (and/or “Artistic Lead”) 
c) Board Chair / Board Member 
d) Other (please indicate) 

7) Any comments about the PROCESS of working with your organization? 
8) Any other comments about the challenge or trends that this organization is facing in light of 

the COVID-19 crisis? 
9) Any comments or feedback about the LEAN Arts initiative? 
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Appendix 6: Organizational Completion Report Form 

Questions: 
1) Email Address 
2) The name of the Adviser you worked with 
3) Your Province/Territory 
4) How Many Hours Did You Spend working with your Adviser? (Numerical only) 
5) What were the main topics that were discussed? (check all that apply) 

a) Audience Relations 
b) Board of Directors 
c) Cancellations 
d) Crisis Communications 
e) Contract Management 
f) Donor Relations 
g) Finance 
h) Fundraising 
i) Government Relations 
j) Human Resources 
k) Leadership Issues 
l) Legal 
m) Programming during COVID-19 
n) Restructuring 
o) Scenario Planning 
p) Systems Change 
q) Festivals / Presenting / Touring 
r) Other (Please indicate) 

6) Who attended the calls? (check all that apply) 
a) Executive Director (and/or “Business Lead”) 
b) Artistic Director (and/or “Artistic Lead”) 
c) Board Chair / Board Member 
d) Other (please indicate) 

7) Any comments or feedback about the LEAN Arts initiative? 
8) Any comments about the PROCESS of working with your Adviser? 
9) Any other comments about the challenge or trends that this organization is facing in light of 

the COVID-19 crisis? 
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Appendix 7: Full Qualitative Notes on Completion Reports 

 
Qualitative Analysis by Melanie Wilmink, PhD, reviewed/edited by Jeanne LeSage 
 
This analysis reviews data from the LEAN project Organization & Adviser feedback documents. 
It draws primarily from written feedback comments, coded for commonalities and outliers, and 
then analysed for project reporting purposes. With the exception of a few outlying comments 
noted below, most of the feedback classified into five inter-related categories including: 

1)  Perceived outcomes of LEAN program 
·    Accessibility 
·    Relevant expertise 
·    Concrete impacts 
·    Specific tools 
·    Professionalism 
 
2)  Need for networking and sector cohesiveness 
·    Sounding board 
·    Desire for connection 
·    Morale 
·    Knowledge-transfer 
 
3)  Challenge of the unknown 
·    Need, fear, and potential of ongoing adaptation 
·    Creative solutions 
 
4)  Pre-existing issues 
·    Leadership struggles 
·    Lack of funding 
 
5)  Need for Bureaucratic Support 
·    Administrative mentorship or professional development 
·    Formal funding for contract workers or Flying Squad-type grants 
·    Shared resource listings and information sharing 

6) Functional Challenges During COVID 

·    Finances 
·    Audience Engagement 
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·    Programming 
·    Human Resources 

    

 1)   Perceived outcomes of LEAN program 

  
Accessibility 
Comments about this program are overwhelmingly positive, with many participants conveying 
thanks for an opportunity they would otherwise have been unable to access. The free nature of 
the program is noted, alongside the ease of matching with advisers, and smooth process of 
connecting with advisers via phone, email, and virtual conferencing. 25% of responses included 
some indication of advisers being generous or flexible with their schedule and the amount of 
time they dedicated to the consultations. 
  
Several advisers and organizations also noted a desire for more structure or clarified 
expectations at the beginning of the arrangement, perhaps through signed contracts or written 
agreements as to preparation expectations, time-commitments, number of sessions, or outline 
of services. 
  
Finally, one comment noted some discussions with small organizations who did not understand 
that they could access the program and suggested clearer messaging and promotion. 
  

“The process was relaxed and accessible. We felt there was great flexibility and generosity 
on the part of the advisor in accommodating the questions and concerns we had around 
the issues discussed.  [ADVISER] helped bridge the communication and knowledge gaps we 
were experiencing...” (Organizational Respondent) 
  

  
Relevant expertise 
The vast majority of comments praised the LEAN initiative by pointing to the available expertise 
and positive experience with their advisers as “helpful, thoughtful, and knowledgeable” 
(Organization Respondent) and providing crucial administrative resources during a time of 
extreme stress and crisis. There were a number of comments from both organizations and 
advisers about being well-matched, and organizations appreciating the ease and adviser 
selection available during the match process. The list of adviser skills was noted as a key aspect 
of the onboarding process. 
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While it is largely positive, a few organizations noted that the amount of choice for advisers was 
overwhelming. In a few instances, organizations started with one adviser and then as their 
needs became clear, were directed to someone else with more appropriate expertise. 
  
In most cases advisers seemed comfortable with their organizational match, but a few noted 
that their expertise was not a good fit, that they did not have enough information about the 
organization, or that organizations were not sure how to best utilize the resources offered. 

  
“The one-on-one attention and advice from a professional is a great model. Opens up 
different avenues for advice that might not normally be sought. Helps expand network. 
Felt slightly overwhelmed in the selection process - some avenues to know the individuals 
and their specialisms a bit better might have made the selection a little easier.” 
(Organizational Respondent) 
  
“I really loved the LEAN initiative. In truth, I only spent about 30 minutes working with our 
advisor. But, she saved me an extraordinary amount of time and energy with a single call. 
We were at a point where we were part way through several processes, and  [ADVISER] 
simply illuminated some paths that could take us forward. But, her experience and 
knowledge allowed me to cut through months of figuring things out myself.” 
(Organizational Respondent) 
  
“This is a great initiative - i'm honoured to be involved. I would love to further refine my 
best matches by perhaps adding a 'micro, small, medium, large organizations' option.  
Personally, I feel like I could contribute more to a small or medium-sized org than I can for 
an individual entrepreneur.” (Adviser Respondent) 
  
“There's a value to having a process where a strong generalist adviser works with the org 
to help them zero in on the real issue - which is not always easy for them to see in the 
crisis. THEN move them on to a person with specific expertise in the area that needs the 
most attention.  So if re-designing a program - have a layer that's crisis response/triage - 
then move them to expertise.” (Adviser Respondent) 

  
  
Concrete impacts 
Within the comments about adviser expertise, many respondents noted the concrete and 
specific nature of the advice and mentorship. Organizations noted that the adviser’s labour 
“made a targeted difference” (Organization Respondent) and had “tangible impact” 
(Organizational Respondent). Conversations seemed focused and well-prepared (on behalf of 
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both the organizations and advisers) and gave organizations the tools to manage specific crisis-
points they were experiencing. 
  
Most comments were pleased with the largely one-on-one nature of the discussions (which 
sometimes included a staff person and a board member), which seemed to help maintain focus, 
produce practical suggestions, and create action plans. One outlier thought one-one one was 
not useful and did not produce the in-depth information they would have achieved with a 
group setting. 
  

“This was a very helpful and responsive initiative that made a targeted difference in my 
working life.” (Organizational Respondent) 
  
“[ADVISER] was direct, honest, supportive and motivational. She helped me clearly define 
the best next steps for the [ORGANIZATION]. I will never forget her advice to do three 
things well.” (Organizational Respondent) 
  
“This has been a complete game changer for the organization. As ED I received much 
needed support, and key board members, working with [ADVISER], received much needed 
clarity and advice on next steps and their roles.” (Organizational Respondent) 
  
“The LEAN initiative was well organized and timely. We were matched with our advisor 
really quickly. Her advice was so pertinent and practical that we were able to move 
forward with her recommendations almost immediately.” (Organizational Respondent) 
  
“Without the support of this initiative, and our adviser, our arts organization may no 
longer exist.” (Organizational Respondent) 
  
“Nous avons désormais de nouvelles pistes et perspectives concrètes pour faire avancer le 
développement de la compagnie.” (Organizational Respondent) 
  
“Comments received: ‘My help, sharing and advice (as a LEAN [ADVISER]) put them a 
month ahead of other similar organizations.’” (Adviser Respondent) 

  
  
Specific tools 
The concrete impact and practical nature of the advice was often indicated by advisers who 
provided specific tools to assist organizations with their administration. In the comments from 
organizations and advisers, the following tools were noted: templates, best practices, PPPS 
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(profile/positioning, property, promotion & succession), reports, white paper, webinars, 
budgeting, and strategic planning models. 
  

“My questions during the session regarding working successfully with a mostly new Board 
were answered very clearly, and  [ADVISER] also sent me additional materials to read and 
keep on file.  I appreciated his going the extra mile. Way to go, LEAN!” (Organizational 
Respondent)  
  
“The Adviser was able to give me the tools and ideas to move forward fairly quickly once I 
explained the issues, and lay out a workable map forward. I've used that map after the 
initial call, and have not had to follow up with many questions. I found this very effective 
and useful for my organization and for me personally. It boosted my confidence and gave 
me the bravery to move ahead with not just the specified project, but two other projects 
which required the same tools and the same map. I am deeply thankful for the opportunity 
this has afforded me, and this organization. Through this opportunity, I have now been 
given the opportunity to double our annual budget.” (Organizational Respondent) 
  
“Having something tangible in the form of answering the questions posed in the article 
has given us a great starting point, and is acting as a touchstone as our discussions tend to 
wander. By sharing the points you raised in our telephone conversation and the article the 
Boards of both organizations are much more aware of the concrete steps we must take.” 
(Organizational Respondent) 
  
“I have implemented every piece of advice she gave me and find that I am weathering this 
storm with a tool belt full of options that help prepare me for the unexpected.” 
(Organizational Respondent) 
  
“Time with  [ADVISER] was incredibly helpful, at a deeply needed time. She provided clear, 
incisive input and went above and beyond by sharing resources, sample materials, and 
even drafting a customized template to help us with budget projecting.” (Organizational 
Respondent) 
  
“We discussed some options and opportunities for accessing adaptive funds, government 
relations and the organizations commitments to received funding, and some strategies for 
budgeting and ongoing decision making.” (Adviser Respondent) 
  
“I followed up with a a couple of really great white papers on the subject of leadership in 
times of crisis and the salient qualities that tend to characterize orgs that fair well in 
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moments of significant challenge. I recommended that they keep an eye out for the 
potential “resilience” type founding programs at the provincial and federal levels, for 
which they may well fit under the “adaptability” side of things.” (Adviser Respondent) 

  
  
Professionalism 
The professionalism of the program was noted across the board, with a number of comments 
from organizations and advisers praising their interactions as an efficient use of time, where 
both adviser and organization were well prepared. This was particularly relevant on the side of 
the advisers, who often appreciated when meetings were focused, dealt with targeted 
questions, and resulted in clear action plans. 
  
It should be noted that there were a few comments about the need to discover problems 
through the process of discussion, which took more time and followed a more round-about 
process. Not all organizations were able to articulate the nature of their crisis without the 
guidance of an external perspective. 
  

“I think the process of providing the adviser background information through written 
correspondence and taking that up during the meeting online was important in order to 
be able to have focus during the meetings. Otherwise meeting times would be much 
longer.” (Organizational Respondent) 
  
“I wish we would have set parameters about the relationship (hours committed, 
timeframe of relationship) in advance-- but we figured it out as it went along.” 
(Organizational Respondent) 
  
“Thank-you for the opportunity.  It's great to be able to help.   Appreciate the level of 
professionalism on the bi-weekly Advisor calls and sticking to a schedule:)” (Adviser 
Respondent) 
  
“Ils étaient bien préparés. Ils ont bien utilisé le temps que j'ai mis à leur disposition.” 
(Adviser Respondent) 
  
“She had great questions, thoughtful responses, and had very specific requests of me as an 
advisor.  I will keep in touch with her outside of LEAN, it's been a very interesting project 
for me.” (Adviser Respondent) 

  
2)   Need for networking and sector cohesiveness 
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Sounding board 
While organizational participants clearly valued practical advice, in many cases the idea of the 
adviser as a “sounding board” was equally important. This idea recurred in both organizational 
and adviser comments, highlighting the emotional need that is filled by having someone 
impartial listen, provide feedback, and even just affirm the staff or organization’s decisions. The 
perception of the advisers having “expertise” likely influenced this dynamic, since organizations 
indicated that uncertainty was a key challenge. 
  
Many of the comments also noted that the conversations were often held with individuals that 
were the sole staff, or part of a small staff, occasionally who were new to the organization, or 
with board members who had limited experience with non-profit management. This may 
indicate that the expert “sounding board” is filling a feedback function that is inherently lacking 
in the organizations. 
  

“Having others to bounce ideas off of and have for support is invaluable in such uncertain 
times and is much appreciated.” (Organizational Respondent) 
  
“This came at a great time for me. While not specifically COVID related, we were in crisis 
and needed a sounding board and experienced advice.” (Organizational Respondent) 
  
“[Adviser] was extremely helpful and a great sounding board. He had taken the time to 
learn a lot about our organization and had pertinent questions and insights. He was very 
positive about the steps we had taken recently and helped focus my attention on a 
positive perception as to how to move ahead.” (Organizational Respondent) 
  
“... I think it was helpful for them to be able to speak freely to an outsider.  For the first 
call, I left it entirely up to them to lead the conversation wherever they wanted to go, 
while I asked questions for greater clarity  - and we ended up covering a lot of issues as 
you can see.   It gave them an opportunity to vent and grieve and share frustrations and 
anxiety, while I acted as a sounding board and tried to proffer some ideas.  For the second 
call, I led by complimenting them on all the changes I had seen on the website, how they 
had appeared to embrace the new reality of presenting and programming in a pandemic.  
That led to a good discussion about  how they had pivoted to seeing opportunities and 
possibilities...” (Adviser Respondent) 
  
“The one-on-one was really effective - gave her the opportunity to open up and let me 
know not just her challenges, but to also talk about her fears...” (Adviser Respondent) 
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“It seemed a genuinely rewarding conversation for us both. They were basically looking for 
a sounding board, with perhaps a couple of key questions that they may not have had 
solid instincts, or first-hand knowledge about. We agreed to talk further down the road, if 
needed.” (Adviser Respondent) 

  
  
Desire for connection 
Linked to this need for external feedback is the general sense that both organization and 
adviser participants desired a sense of community connection or professional networking. 
There was a sense that this initiative created a concrete community across the country, despite 
the physical and technological distances. Small or rural organizations noted that this was an 
opportunity that they wouldn’t have otherwise, and that the forced transition to virtual 
networking has enabled them to actually connect with organizations and professional 
development in other places. 
  

“So many great new grassroots initiatives have been created in response to COVID, and 
we've really had to lean on each other in ways we've not had the need, nor the ability, to 
do before. E.g. my staff and I have been able to take professional development programs 
which have been out of reach for us before, simply because they're all run online now. I 
can't even remember the last time I was able to participate in this many workshops and 
training opportunities in one year. COVID has dismantled some of the silos we've been 
dragging around for decades, and it has made our programs more accessible to the 
general public - suddenly they're looking for things to do and active organizations while in 
isolation, and we are there!” (Organizational Respondent) 
  
“I'd love the opportunity to do something more in the future, and also help out others if 
possible.” (Organizational Respondent) 
  
“I think it is wonderful to see the whole community banding together to help one another 
out at any time, but having this network available to bounce ideas off of at this crazy time 
is especially great.” (Organizational Respondent) 
  
“The LEAN Arts Initiative was a true display of public service to the Canadian arts and 
culture industry.” (Organizational Respondent) 
  
“I appreciated most the sense of community this brought and the ability to have a 
conversation. Particularly at the beginning of the pandemic with strict lock-downs I was 
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missing the role discussions in play in my personal well-being and professional well-being” 
(Organizational Respondent) 
  
“This organization was mainly looking for information about how COVID was affecting the 
west.  They were feeling disconnected from conversations and were looking to feel a part 
of a community.” (Adviser Respondent) 
  
“I think it was - and still is - very important to provide a sense of solidarity and community 
to arts leaders who are struggling with the uncertainty that the pandemic has produced.” 
(Adviser Respondent) 
  
“The main challenge is isolation - small organisation, not integrated into peer networks - 
which is aggravated by the crisis.” (Adviser Respondent) 
  
“As a new ED, [ORGANIZATION] is not as connected to other EDs of artist-run centres and 
the ASO that serves artist-run centres in [PROVINCE] is in the process of reinventing itself 
without any paid staff. As a result, leadership support which may normally be provided by 
an ASO in times like this, is not as available.” (Adviser Respondent) 

  
  
Morale 
Both organizations and advisers noted the pleasurable quality of their conversations, where 
they were also able to achieve some social interaction, vent emotionally, and provide peer 
support. Several advisers also described a feeling of being helpful or useful. Although there are 
obvious benefits to organizations, there also seems to be value for the advisers, who were able 
to put their skills to use, network with organizations they would not ordinarily have contacted, 
and make a tangible difference to cultural organizations. 
  
Several adviser participants noted that they would continue their mentorship of their partner 
organization or participate again in a similar initiative, and three organizations suggested that 
they would like to help in a mentorship role (or had already taken on mentorship roles) as a 
way of paying it forward. 
  

“[ADVISER] was excellent. Encouraging and frank, supportive and pragmatic. Just what we 
needed.” (Organizational Respondent) 
  
“The generosity of people during this crisis, particularly in the arts community, is 
heartwarming.” (Organizational Respondent) 
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“Leaders / Directors need ongoing support, people to checkin with and get support from 
even if what they are doing is the absolutely right thing - they need to be assured 
sometimes.” (Organizational Respondent) 
  
“[ADVISER] was fantastic to chat with, and I found her quite calming. She was well-
prepared for the meeting and was a great listener to my concerns. She asked great leading 
questions that helped me find the answers I needed.” (Organizational Respondent) 
  
“I’m thankful for the opportunity to help through this initiative. It seems that this may be 
the beginning of a longer mentorship relationship.” (Adviser Respondent) 
  
“Thoroughly enjoyed this pairing - and the gratitude the client expressed for the help really 
kept me energized on the days where I might have otherwise struggled to feel useful and 
productive.” (Adviser Respondent) 
  
“A really great initiative and I am profoundly grateful to the founders for their generosity 
of spirit and insight in creating and connecting advisors to artists and arts organizations.  
The conversations themselves have been invaluable.” (Adviser Respondent) 
  
“What they really seemed to need was a cheerleader which I was happy to do.” (Adviser 
Respondent) 
  
“It has been a very valuable experience for me - I am so glad to have found a way to 
contribute throughout Covid and my own employment crises.” (Adviser Respondent) 

  
  
Knowledge-transfer 
As part of the peer-support and community sensibility, several participants also specifically 
pointed to this project as a way to transfer knowledge from one generation of cultural workers 
to another, or demonstrate best practices across institutions or sectors. 
  

“I'm wondering if there might be an opportunity to carry something like this on? In [CITY], 
I'm constantly running into conversations where there seems to be a gap between close-
to-retirement arts professionals who aren't connected to the next gen of up-and-coming 
arts pros. I'm constantly on the lookout for mentors who're willing to pass the torch on the 
work they've done and allow us to carry on and continue to develop our sector. Without 
that knowledge transfer, I feel like I'm making it all up.” (Organizational Respondent) 
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“Even when the pandemic eventually passes, the dire need for advice and support from 
experienced veterans in the sector will continue on. We are forever grateful, while also 
hoping connections such as this continue to be created and developed.” (Organizational 
Respondent) 
  
“Very happy to provide any knowledge remaining in my ageing brain...” (Adviser 
Respondent) 
  
“Enjoyed participating, albeit briefly.  Would love to see this kind of peer exchange 
continue in some form!” (Adviser Respondent) 
  
“LEAN has been a great mechanism to share cross sector, generational knowledge.” 
(Adviser RespondentI) 

  
  

3)   Challenge of the unknown 
  

Need, fear, and potential of ongoing adaptation 
When asked about the challenges raised by the Covid crisis, organizations pointed to obvious 
factors like funding access or limitations to in-person experiences; however, most organizations 
were also more broadly concerned with the challenge of the unknown and the ongoing need 
for constant adaptation. This was often articulated as a fear and concern about organizational 
burnout, morale, and inability to plan activities, but was occasionally pivoted as an opportunity. 
When noted as an opportunity, organizational comments often pointed to the adviser as a key 
reason they were able to change their perception of the crisis. 
  

“...having to speculate on multiple scenarios is proving to be very taxing administratively.” 
(Organizational Respondent) 
  
“providing arts leaders with access to external advice and expertise at this time gives 
them a safe space to explore solutions when the road ahead is unclear - i think this 
initiative will be invaluable, and your summary of key issues  will be informative for 
funding bodies and other stakeholders” (Adviser Respondent) 
  
“The COVID situation seemed to raise deep fears that had, in fact, been present pre- 
COVID. COVID exacerbated issues that were already present and provided an opportunity 
to make change.” (Adviser Respondent) 
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Creative solutions 
While the abrupt change in normal operations has put many of the organizations in crisis, a few 
seem better prepared to leverage this new way of working into strategic planning, structural 
changes, new programming, or ways of supporting their communities. 
  

“[ADVISER] helped us move our mindset from looking at the challenges to seeing the 
opportunities.” (Organizational Respondent) 
  
“...very much with thanks to the support of  [ADVISER], our team has been able to develop 
a sustainable plan that can adapt to the uncertain future. And in some cases, our 
operations are stronger and more efficient as a result of coming through these 
challenges.” (Organizational Respondent) 
  
“The COVID Crisis presented an opportunity for substantial change and offered 
[ORGANIZATION] leverage to present what might be otherwise be considered radical 
change to her board and community.” (Adviser Respondent) 
  
“Interestingly to me, we had a lot of conversation around the fact that, while this is a 
crisis, it is also providing small  organizations, with limited resources and limited capacity,  
the time they need to think about the future, and think about their organizations more 
strategically.” (Adviser Respondent) 
  
"The organization is doing well both responding to the current crisis and using this 
moment in their history to make changes that they have seen as necessary for a number 
of years.” (Adviser Respondent) 

  
4)   Pre-existing issues 

  
Leadership struggles 
In the adviser feedback it became clear that many of the organizations who sought support 
through LEAN were already struggling before Covid. Several advisers noted that the concerns 
were unrelated to Covid, with the vast majority of those issues stemming from leadership 
struggles—either from inexperienced or dysfunctional boards, or staffing turnover. 
Approximately 18% of responses indicated some organizational instability before the crisis. This 
issue may be related to the previously discussed need for community or peer support, as a way 
to supplement a lack of guidance within the organization. 
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“Inappropriate behaviour by Board members is an ongoing issue for many arts 
organizations but with the added stress of COVID 19, it feels like it is too much.  I do hope 
you strongly address this in your summary.” (Organizational Respondent) 
  
“This was truly invaluable support during such a crazy time.  I started my role as CEO of 
an organization on March 16 (!).  You know how they say you don't remember being 
born because it's too traumatic?  I feel like there will be parts of those first four weeks 
that were the same...but they were made easier with the sounding board and advice 
provided by LEAN.” (Organizational Respondent) 

  
Lack of funding 
Funding is an obvious tension point, which is articulated repeatedly in both the organizational 
and adviser feedback. In many cases LEAN filled a need for participants who were small or rural 
organizations that could not access operational grant funding or other funds. While this is an 
ongoing issue, it was exacerbated during Covid, when they were also not eligible for emergency 
funding and their public sources of income (often ticket sales or workshops) were unable to 
operate. 
  

“I think that there is a danger for the very small orgs that contribute a lot on the local level 
to fall through.” (Organizational Respondent) 
  
“Current aid programs are not accessible to emerging organizations like [ORGANIZATION] 
due to high barriers to eligibility.” (Organizational Respondent) 
  
“As a smaller organization in a rural area we have limited local support resources and with 
no previous relationship to Canadian Heritage or Canada Council, we were not eligible for 
much of the relief funding provided by the federal government for the performing arts.” 
(Organizational Respondent) 

  
  

5)   Need for Bureaucratic Support 
 

Administrative mentorship or professional development 
As noted in some of the earlier categories, there seems to be a need for administrators to 
access moral support, administrative training, and other professional development activities. 
LEAN filled a need for this when there are very few existing opportunities for cultural 
administrators to refine bureaucratic, financial, or other management skills. 
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“I think it will be important to ensure that resources like LEAN are available in 6 months 
to a year when the true economic implications of this period and their effect of the sector 
will be more clear.” (Organizational Respondent) 
  
“LEAN provided me and my organization with highly skilled professionals who know how 
to listen, support and work with you through these extraordinary times.  LEAN is the kind 
of initiative that would be valuable all year round in the not-for-profit/charitable sector!” 
(Organizational Respondent) 
  
“Organizations of this size need on-going initiatives like LEAN Arts to survive the next few 
years. Their hope, and mine too, is that Canada Council or a provincial body continues 
the work that LEAN started.” (Adviser Respondent) 
  
“It is clear to me that much work needs to be done in organizational structure and in 
ensuring the mental health and care of the organizational leaders as they are faced with 
ever changing challenges and are led by largely inexperienced volunteers.” (Adviser 
Respondent) 
  
“I hate to say this, but maybe there were too many arts/cultural organizations that 
thrived during 'good' times when people and government had money.  Many were 
running on shoestring budgets but because of their passion for their cause they were 
able to operate.  But sustainability was never high on their agendas.  Consequently when 
COVID happened... many of these organizations had no plans or resources to allow them 
to retrench/survive until better times came back. ... It is a combination of poor program 
development, poor human resources and poor project management – skills that are 
often missing in the arts/cultural field.” (Adviser Respondent) 

  
  

  
Formal funding for contract workers or Flying Squad-type grants 
Within the feedback there were two pieces of concrete feedback about programming that 
could support administrative professionals and artists in this crisis and beyond. The first is the 
reinstatement of professional development funding programs like the Flying Squad Grants. The 
second would be to develop Universal Basic Income or Employment Insurance programs that 
could support artist and arts administration contract workers who are currently ineligible for EI. 
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“I'm certainly wondering what fights our sectors should be joining in light of this 
experience -- i.e. Universal Basic Income, etc. As well as other initiatives which support 
contract workers (such an enormous segment of our industry!) It became painfully 
apparently how difficult it is for our org to support artists we work with as contractors 
who are unable to access EI.” (Organizational Respondent) 
  
“Re-instatement of Organizational Capacity funding for expert consultancy to aid 
organizations in recovery ie Flying Squad-type program both provincially and federally 
would be highly useful.” (Organizational Respondent) 

  
Shared resource listings and information sharing 
Finally, a few comments suggested that the maintenance of some of the peer-networking and 
resource sharing could occur through collective listing services. 
  

“I wonder if we might set up a simple place to load up links to various resources such as 
white papers, funding programs, exemplary responses to the crisis. But perhaps too much 
to take on, and maybe doubling other efforts elsewhere. This is an extraordinary initiative. 
So proud to be a part of it. Renews my faith in the power of knowledge, generosity and 
shared interest. Thank you!” (Adviser Respondent) 

 

6)   Functional Challenges of COVID-19 

Finances 

Financial concerns are one of the foremost issues expressed by the organizations and observed 
by Advisers. The vast majority of organizations listed finances as an issue of concern in the 
initial application process, and about 20% of the comments made some mention of financial 
issues. Smaller organizations regularly noted the inability to access grant or other government 
funding due to their size, location, charitable status, or annual income not meeting eligibility 
requirements. Other groups who were able to access regular and emergency funding programs 
noted concerns about the sustainability of the programs, where emergency funding would end 
at some point and where they also expected future grant cuts due to governmental budgeting 
impacts of Covid-19. Many of these same groups were additionally concerned because the 
diversity of their funding sources has been impacted by the crisis, with the limitation of in-
person engagements affecting ticket revenue and donor fatigue affecting private fundraising. 
These issues seemed to be aggravated by a lack of commercial rent relief and other ongoing 
expenses. 
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 “We are of course concerned about the long term impact of the organization when it 
comes to government funding. While we have balanced funding from a variety of sources, 
we are concerned that serious government cut backs to our organization will force us to 
downsize which we are not really in a position to do in terms of the work that we do.” 
(Organizational Respondent) 

“Though we have found new stability our organization continues to face significant 
financial challenges, which has led to reduced staff capacity and increasingly short 
timelines for planning. COVID has also highlighted important gaps in our organization and 
obstacles that need to be addressed in order to meet our DEIJ goals.” (Organizational 
Respondent) 

“Inequitable access to emergency funding.” (Organizational Respondent) 

“Funding opportunities are limited as most funds are being redirected towards supporting 
COVID-19 related activities, thus leaving us with little money for organizational 
programming. Fundraising is at an all time low as a result of donor fatigue that many of 
our donors are facing.” (Organizational Respondent) 

“We have stability thanks to the emergency government programs, but the challenge will 
be what happens when those programs wind down.” (Organizational Respondent) 

“Lack of commercial rent abatement; missing strategic vision/buy-in from Board; systemic 
weakness is now exposed during this crisis” (Adviser Respondent) 

 

Audience Engagement 

Although very few responses from either Organizations or Advisers pointed to marketing as a 
key issue, organizations were often concerned with audience engagement more broadly. They 
were concerned with staying connected to their communities in a variety of ways, including 
programming and communications, and making sure that their community was supported by 
their activities. It seems like much of these conversations occurred through a programming 
lens. 

Audience engagement was also occasionally noted within an equity context, as a way of 
supporting BIPOC groups, parents with children, older audiences, and other audiences who are 
less technically savvy. It is notable that there is no mention of disability and accessibility issues 
involved with technology. 
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“[ADVISER] was very insightful on how to begin work with BIPOC groups. She graciously 
shared her experiences in [CITY] with various groups she has worked with and the mindset 
change we need to adopt.” (Organizational Respondent) 

 “Figuring out how to exist in a digital context and still be relevant to and in 
communication with our audiences, most specifically the marginalized communities?” 
(Organizational Respondent) 

“At this time overwhelmed reaching our audiences has become a huge challenge and 
highly complicated ; to be able to exchange with  [ADVISER] was extremely important.” 
(Organizational Respondent) 

“As an organization rooted in live performances for our audiences, we are having to 
drastically re-think about the way we present art moving forward. The additional 
challenge is that while we have been growing a younger audience, the core of our 
audience demographic skews older and is less technologically savvy, so a move to a digital 
focus for our 20/21 season does come with challenges. It remains to be seen how engaged 
our core audience will be when presented with a digital-only season, but we also know 
that it's an opportunity for our work to potentially reach a much wider audience if we are 
able to market it correctly. Having said all of this, our preference is not to replace the live 
experience with a digital one - while we are very interested in ways that digital can 
augment live performance, we do not believe that it is an equal substitute.” 
(Organizational Respondent) 

“As with many arts organizations, they do not have the experience or knowledge for 
marketing strategies to help them thrive.” (Adviser Respondent) 

  

Programming 

Many responses were concerned with the impact of Covid-19 on their programming, 
particularly with regards to the inability to offer in-person programming. Health and safety 
were mentioned as concerns for re-opening in-person activities, but most seemed to accept the 
current state of either cancelling programming or shifting to online activities. Some 
organizations noted that their online activities actually opened up new audience development 
opportunities and that they were experimenting with new forms of practice that could have 
long-term impact. 
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“Now that we have increased WIFI capacity everywhere in our building, we can offer Zoom 
classes in any studio, pivot our programs to deliver by Zoom with teachers leading classes 
for students from their homes. We have actually seen an increase in the students enrolled 
in our professional training program with 7 new students including 2 whose families 
moved to our community so their daughters could study here. All is going well with our 
students taking class in our studios and the health and safety protocols we've put in place 
are being followed and embraced by the students. The combination of working with our 
LEAN advisor coupled with the webinars we've attended, the templates and best practices 
that we've obtained from our colleagues and the networks we belong to are keeping us in 
touch with how to adapt and make improvements when required.  Everything we've 
learned about COVID and health and safety best practices, we share with our community. 
We are also playing a leadership role on the Board of Directors at [ASO] to support a 
COVID Response Committee to help dance artists, dance studios, dance schools and dance 
companies navigate through these COVID challenges.” (Organizational Respondent) 

“We implemented online classes via Zoom in the past few months. As we become familiar 
with the technology, it opens up new opportunities to deliver arts education, which could 
become a part of our program, post-COVID.” (Organizational Respondent) 

“A very productive discussion on various scenarios for the coming season, including their 
annual festival and production plans. We discussed some options and opportunities for 
accessing adaptive funds, government relations and the organizations commitments to 
received funding, and some strategies for budgeting and ongoing decision making. ... Like 
others I have advised, they were mostly looking for a sounding board for their adaptive 
plans.” (Adviser Respondent) 

“With their [XX]-seat venue, they are pondering converting it in to a broadcast studio in 
the near term. In other news, as they are under new management, they are challenged to 
navigate public funders who are themselves navigating crisis. CCA has apparently 
cancelled the intake of a grant competition that the organization put in last month just as 
its new leaders were arriving.” (Adviser Respondent) 

 

Human Resources 

The stress and morale impacts on staffing are communicated through multiple comments of 
gratitude toward the program and advisers, as well as direct feedback that describes staff 
issues. The challenge of constant adaptation and flexibility has a morale impact who are also 
dealing with personal stressors during the pandemic. Comments reveal concerns about 
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organizational infrastructures, lack of board support or other leadership, concern for more 
vulnerable members of the community, and pressure to maintain the organization’s vision and 
programming. 

On top of these issues, three comments from Advisers and two from Organizations refer to the 
challenge of acquiring and utilizing new technology. Some organizations did not have enough 
technology to support remote working environments, and those that were able to acquire new 
technology for their work or programming noted a learning curve. Working from home also 
comes with the added challenge of collapsed “employment” and “personal” environments. 

“The HR challenges for small orgs of keeping employees healthy and managing mental 
health while still working to delivering on our mandate.” (Organizational Respondent) 

“Imagining sustainability and activity in the future with so much uncertainty is a 
challenge, particularly as it relates to funding. The impact of COVID-19 on staffs mental 
health, and not necessarily having the expertise or practice to now how to best manage 
that. Particularly in a situation where in person meetings and support isn't available. The 
additional responsibility on audience health and safety once gathering is permitted is also 
a consideration that may impact our planning in the future.” (Organizational Respondent) 

“This organization has had tech challenges due to lack of investment in professional IT 
services. This has affected how well staff can work from home.” (Adviser Respondent) 

“Great ideas, little support for them. Lovely ED, overwhelmed. Working from home with 
child, difficult to focus and accomplish under those circumstances.” (Adviser Respondent) 

  

“Creating good practices around how to communicate with staff, motivate them and keep 
them accountable aligned with what many organizations were feeling at the outset of the 
pandemic (and now!)” (Adviser Respondent) 

“Some staff members were not well equipped (emotionally + technologically) to work from 
home.” (Adviser Respondent) 

“It is clear to me that much work needs to be done in organizational structure and in 
ensuring the mental health and care of the organizational leaders as they are faced with 
ever changing challenges and are led by largely inexperienced volunteers.” (Adviser 
Respondent) 
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Appendix 8: Registered Advisers 

 
With great thanks to the LEAN Advisers who gave of their time, expertise and knowledge. 
 
Adam McDonald 
Adele Dobkowski 
alan walker 
Alex Grigg 
Alexandra Montgomery 
Alisa Palmer 
Ana Serrano 
Andrea Nemtin 
Angela Birdsell 
Anita Gaffney 
Ann Connors 
Anna Lytvynova 
Anne E. Fagan 
Anne Eschapasse 
Anthony Sargent 
Ariel Liu 
Arkady Spivak 
Aude Watier 
Ben Dietschi 
Bernard Gilbert 
Bill Mackinnon 
Billie Bridgman 
C.J. Wilkins 
Camilla Holland 
Candice  
  Turner-Smith 
Carolina Caceres 
Caroline Hollway 
Cate Proctor 
Cathryn Gregor 
Celia Smith 
Claire Sakaki 
Clyde Wagner 
Curtis Barlow 

Dani Fecko 
Darlene Van Ruiten 
David Abel 
David Plant 
Dawn Brennan 
Dee Street 
Diane Davy 
Dina Graser 
Edita Page 
Eliane Ellbogen 
Eric Chi 
Erica Mattson 
Evlyne Laurin 
Fadjiah Collin 
Fanny Martin 
Frances Shakov 
Francine Bernier 
Gay Osler 
Gideon Arthurs 
Gillian Smith 
Gillian Wood 
Gregoire Gagnon 
Heather Clark 
Heather Daley 
Heather Gibson 
Heather Sinclair 
Heather Stewart 
Heidi Reitmaier 
Helen Burstyn 
Hilary Meredith 
Howard Jang 
Ian Arnold 
Ida Edwards 
Jacoba Knaapen 

James W Wright 
Jane Garthson 
Jane Marsland & Andy 
McKim 
Jane Needles 
Jaspreet Sandhu 
Jean-Philippe Tabey 
Jeanne LeSage 
jeffrey herd 
Jen Bell 
jennifer mascall 
Jenny Ginder 
Jerry (Gerald) Smith 
Jewell Goodwyn 
Jian Magen 
Jim Carey 
Jini Stolk 
Joanne M Bull 
Joe Mihevc 
Joseph Bardsley 
Judie Davis Glick 
Judy Harquail 
Judy Wolfe 
Julian Sleath 
Julie Gendron 
Karen Colby-Stothart 
Karen Lorenowicz 
Kat Kupca 
Katharine Carol 
Kathleen Ramsay 
Kees van Draanen 
Ken Ashdown 
Ken Neufeld 
Kevin Garland 
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Laura Moore 
Laurel Parry 
Lesley Fletcher 
Leslie-Ann Dominy 
Linda Barnett 
Linda Gorrie 
Lindy Sisson 
Lisa de Wilde 
Lise E Labine 
Liz Forsberg 
Lori Willcox 
LoriAnn Girvan 
Luisa Trisi 
Lyn Royce 
Lynn Feasey 
Maggie Fairs 
Mannu Sandhu 
Manuel Ribeiro 
Margo Welch 
Marie-Julie Michaid 
Mark Hammond 
Mark Teeple 
Martin Abel 
Martin Bragg 
Mary Blais 
MaryAnn Anderson 
Maryann Kerr 
Maureen Matthew 
maxine bailey 
Melanie Fernandez 
Michael Caldwell 
Michael Du Maresq 
Michèle Maheux 
Micheline Mckay 
Nathalie Courville 
Nathan Medd 
Nick Hutcheson 
Norman Armour 

Pascal Genet 
Pat Bradley 
Patricia Huntsman 
Patricia LeClair 
Patti Flather 
Patty Jarvis 
Paul F Wood QC 
Peter Caldwell 
Peter Herrndorf 
Pru Robey 
Rachel Billet 
Richard Hornsby 
Rita Davies 
Robert Lamb 
Robin Cardozo 
Rodrigo Escobar 
Roger Nair 
Rosemarie Enslin 
Rosemary Thompson 
Roula Alexopoulos 
Ruth Smillie 
Sam Rosenthal 
Samantha cooper 
Sandra Butel 
Sandy Crawley 
Sandy Lee 
Sara Meurling 
Sara Peel 
Sara Stasiuk 
Sarah Iley 
Shadi Mogadime 
Sharon Kahanoff 
Shayne Lovsin-Couture 
Sherri Helwig 
Stephanie Strugar 
Steve Potocny 
Steven Schipper 
Sue Donaldson 

Susan Crocker 
Suzanne Haines 
Thom Sparling 
Tim Jennings 
Tracy Stewart 
Tricia Baldwin 
Truman Wong 
Victoria Steele 
Virginia Wilkinson 
William Moore 
Yi Shi 
Yun-Jou Chang 


