
COG is a peer-to-peer network 
focused on developing and sharing 
best practice in respect of audience 
development, outreach and inclusion 
activity in cultural organisations.

By working together, the members 
aim to develop their individual and 
collective ability to engage under-
represented audiences and build 
sustainable systems for on-going 
participation and co-production.

COG was formed by Discover Bucks 
Museum and Buckinghamshire 
Culture, hosted at the Museum. The 
network was formed in 2019 as part 
of a funded project with investment 
from the Rothschild Foundation and 
Buckinghamshire Council. The initial 
funded period was 2019-2021.

Although this funding has now 
ended, the group are keen to 
continue to meet as a network.

Sharing Our Experience of COG

COG started working together in 2019.  Funding facilitated a network, 
staff support and modest allocations to allow 8 heritage partner 
organisations to undertake and evaluate pilot outreach activity with a 
new audience.  Pilot activities began in 2019 and things were just 
starting to get interesting when the Covid-19 pandemic forced venues to 
close and many of our partners were furloughed.  COG took a pause for 9 
months and reconvened as partners came back to work in late 2020.

In order to make best use of the time and budget remaining before the 
end of the project, the group agreed three actions: 1. recruit an expert in 
inclusion and outreach to support and steer inclusive practice, 2. training 
in key areas to equip partners with practical tools, 3. increase the budget 
for pilot activity and aim high! Sarah Pickthall came on board to support 
the group in 2021 – bringing incredible expertise and coaching skills. 
2021 was jam-packed, but the following pages show the impact.

Across the 3 years of this project partners have engaged a range of 
audiences under-represented and under-served by heritage organisations
– a total of 1,161 individuals from such groups as: local non-visiting 
families, special education needs, non-visible disabled community, blind 
and visually impaired, Syrian refugees, autistic adults and young people, 
Jewish and Black communities, those with sensory needs… and more…

This documents shares our processes, challenges and successes from 
2021 in the hope that others can learn from our experiences.  

COG: Cultural 
Outreach Group

Building Inclusive Practice



2021 Delivery

Outreach Pilot Activity
8 heritage partners identified an under-served target audience with a 
view to:
• developing a pilot project designed to work with this audience in 2021
• breaking down barriers and delivering arts/culture/heritage activity 

with, and for, these new audiences
• ensuring this work would be extended and embedded into their 

ongoing plans, audience development aims, or wider strategies.

Audience Development Plans
Audience Development training was delivered in March 2020 with the 
aim of enabling all partners to deliver an Audience Development Plan 
over the course of the project. Staff support was provided for this.

Training
Sarah ran bespoke training on Equity, Diversity and Inclusion, 
Unconscious Bias, Action Learning and Inclusive Evaluation particular to 
the museums and archive sector and reflective of the different 
organisations taking part.  Sarah also ran a session on Inclusive 
Language. Additional training was provided on: Introduction to ASD, 
Makaton and Putting Inclusive Practice into Practice.

Action Learning
Sarah ran Action Learning Sets with the group and designed and shared 
a bespoke COG resource on Action Learning working as a ‘set’. The aim 
of this was to:

a.  be involved in an active group learning support process 
b. develop lasting skills and aptitude for open questioning as a way to 

resolve some of the challenges in developing inclusive outreach work
c.  provide an established CPD methodology as legacy

1:1 Coaching
Each COG member received three 
1:1 coaching sessions and some 
members received up to 5 sessions 
as Sarah made herself available for 
intensive troubleshooting for those 
who had complex delivery 
preparation and plans that were 
particularly challenging. She also 
shared artist contract proformas and 
other examples of procedural 
inclusive best practice for 
recruitment of artists and marketing 
and communications, on request.

COG Support
Staff support (from Discover Bucks 
Museum and Buckinghamshire 
Culture) was available throughout –
to help connect, provide context, 
shape projects, provide input on 
audience development plans, 
provide guidance etc. Quarterly COG 
network meetings were convened 
with external speakers and sharing 
opportunities. A sharing day took 
place in October 2021.



Reflections

Overall, the consultancy and coaching was felt to 
be of real value in different ways for different 
members:

‘I have learned so much from our time together, I have 
really had to dig deep, questioning the way I design 
things and who I involve and when.’

‘Choosing to feel differently about the aim of my pilot 
project for its focus to be on enjoyment changed things 
for me.’

‘Feeling that our pilot project and my work was being 
recognised and acknowledged by management very 
differently for the first time through this process was 
great.’

‘Hearing other people’s stories was invigorating. I will be 
able to tap into the expertise of others in COG moving 
forward.’

‘I did find the Action Learning a bit unusual, but saying 
that I appreciated what it was trying to do and saw 
other people really benefitting from it.’

There was consensus that COG working was 
valuable and should definitely be extended:

‘Train us to train our colleagues so they value 
inclusion and endorse our work.’

‘Having external people to support projects has 
been key.’

‘Sarah’s training materials and resources and 
extensive experience was of real value to me and to 
COG’

‘It would be important to share contacts database 
or a bank of good artists and creative briefs and 
processes’

‘It has been good to link with each other, share 
ideas and the different ways of working’

‘You can see and feel the overlaps across different 
projects and ways to encourage and uphold 
knowledge sharing is important’



Graphic Illustration 

In the final stages of the 
consultancy, Sarah Pickthall 
collaborated with illustrator 
Annalees Lim to deliver an inclusive 
project reflective evaluation process 
with a view to COG members 
exploring and sharing their learning 
more widely.

To support this, each COG member was asked to 
consider and respond to questions about the

• place and purpose of their host organisations
• previous outreach work undertaken
• proposed development points along the way 
• ‘prize’ at the end of the pilot
• partners involved in delivery 
• pathways through, both planned for, imagined and 

the unexpected
• pick-ups along the way; new ways of thinking and 

doing things 
• pausing and pace within each pilot
• personal learning and journeying as museum and 

archive practitioner 
• plans for the future

The resulting graphic illustrations capture shares these 
things not only in an accessible visual way but also as 
an example of best inclusive practice.

illustrations by

annaleeslim.com
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