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Staff engagement 

Vision and objectives 

Sustainable  
operating model 

Welcome broad and  
diverse audiences 

Championing art 
and  its value to 

society 

Champion art and artists 



The challenge 

“Despite the excellent work and high levels of commitment  
to change in the Cultural and Creative Industries,  

low cultural and social diversity amongst audiences, consumers and 
the creative workforce remains a key challenge for future success.  

 

We are particularly concerned that publicly funded arts, culture and 
heritage, supported by tax and lottery revenues, are predominantly 
accessed by an unnecessarily narrow social, economic, ethnic and 
educated demographic that is not fully representative of the UK’s  

population.” 

Source: Enriching Britain: Culture, Creativity, and Growth, Report by  
the Warwick Commission on the Future of Cultural Value, February 2015  



Art changes - we change 

The new Tate Modern reflects the ways that art is changing.  
 



Audiences change – we change 

Audiences change:  
 
• Changing population 
• Changing expectations 
• Changing engagement 

 
 

We change:  
 
• Changing attitudes 
• Changing behaviour 
• Changing ways of working 
 
 



What did we do? 

1. Vision and staff engagement 
 

2. Strategic narrative 
 

3. Structure and processes 
 

4. Training 
 

5. Tools 



1. Vision & staff engagement 

Championing art remains at the heart of our vision and objectives, 
and  we must also find ways to welcome new and diverse audiences. 

 

The new Tate Modern reflects the ways that art is changing,  
and it is also central to how the whole organisation is changing.  

 



2. Strategic narrative 

Art changes – we change 

Audiences change – we change 

We change – audiences change 



3. Structure & processes 

Programme, Collection & Audiences Group 

 
To lead on, champion and review progress of a new audience strategy 

and to be a platform for discussions and decisions  
considering both programme and audiences 

 



4. Training 

Inclusive Leadership 
 

To recognise and combat unconscious bias and address barriers to  
inclusion  in our behaviours and ways of working across Tate 

 

Developing a more inclusive culture at Tate 

 



Diversity doesn’t stick without inclusion 

 
 

“ Diversity is being invited to the party. 
Inclusion is being asked to dance.“ 

 
Verna Myers 

Source: Harvard Business Review 



Exercise 

A woman plans to buy a ticket for a play costing £40, but en route  
to the theatre she realises she has lost two £20 notes in the street. 

 

Would she still buy the ticket?  

 

 

She bought a ticket for a play in advance, but when she  
arrived at the theatre she found that she had lost it.  

 

Would she go home without one or would she buy another ticket? 

Source: Daniel Kahnemann, Thinking fast and slow 



Exercise 

 

A father and his son were involved in a car crash and the man died  

at the scene. But when the child arrived at the hospital and was  

rushed into the  operating theatre, the surgeon pulled away and said:  

“I can’t operate on this boy, he’s my son”. 

 

How can this be? 

Source: Daniel Kahnemann, Thinking fast and slow 



Audience framework 

Audience Tate 

Brand 

5. Tools 

How Tate  
understands its audience 

How the audience  
understands Tate 



Brand 

 
An organising thought how (Tate wants) the audience  

to understand Tate  
 
 

A common space, to provoke debate and activate people through art 
 

 

 



Evolving the brand 

1998  
Democratising access to art 

 

2009  
Provoking dialogue about art 

 

2015  
Activating people through art 



Audience Framework 

 
To define what we mean by “broad and diverse audiences”,   

to make Tate more effective at meeting its  
moral, artistic, economic objectives  

 
A set of principles - a simple system - a common language 

 



Insiders & Outsiders 

Insiders 
Are inside the room, they know it, love it, protect it  

 

Outsiders 
Don’t know your doors exist, uninterested, unsure, unwelcome 

 

Almost comes 
Inclined towards your content, but can’t see your doors 

 

Building a bigger room 
Connecting insiders and outsiders 

 

Source: Nina Simon, The Art of Relevance 



Exercise 

In pairs, share your own experience of:  
 

When did you feel excluded – in the ‘out’ group? 

When did you feel included – in the ‘in’ group? 

 

Identify the feelings associated with these experiences. 

 

On post-its, write one word each on ‘out-group’ and ‘in-group’  
to describe your feeling or experiences (i.e. 4 post-its per pair) 



Where is Tate now? 

• Inclusive leadership training 400 staff  

• Tone of voice training 80 staff 

• Large part of the organisation engaged with Audience Framework 
  

• Stonewall Top 100 Employers for LGBT equality 

• Decision to publish diversity data for the first time 
 

• Tate Exchange catalyst for different audiences and experience 

• New approach to exhibition development trialled for 2 exhibitions 
Queer British Art exhibition (TB), Soul of a Nation exhibition (TM) 



What have we learned? 

 Not project(s) but organisational change 
Changing the inside first – behavioural change 
 

 Envision: Grounded in the purpose/vision and a clear narrative 
Energise: Linked to what motivates staff 
Enable: Training and tools to move to action 
 

 Collaborative: Find allies across the organisation, then include broad 
range of staff in the process to get buy-in and input to improve 

 Joined up: Total organisation view - all sites, all departments, all levels  
 = more complexity, more time 

 Structure/process changes: Need interventions to make it last and is 
not a one-off activity = more time 

 

 And we learned about leading from the centre 

 



Find allies - and just do it! 



Discussion 

• What similar challenges do  you have at your organisation (in your 
area of work)? 
 

• Does your organisation (one you work with) have a clear audience 
strategy spelled out? How are you engaging the organisation with it? 
 

• What idea from the Tate example did you find relevant? What 
resonated?  Is there something that you can take back to your work? 
 

• Do you have other examples where leading from the centre made a 
difference? 



Thoughts? 
Reflections? 
Questions? 

Experiences? 



 

 

“Everyone thinks of changing the world,  

but no one thinks of changing himself.” 

 

Leo Tolstoy 



Sources & resources 

• Warwick Commission Report 2015: 

https://www2.warwick.ac.uk/research/warwickcommission/futureculture/fin

alreport/warwick_commission_report_2015.pdf 

• Daniel Kahnemann: Thinking Fast and Slow kahnemann.socialpsychology.com 

www.theguardian.com/science/2011/nov/14/daniel-kahneman-psychologist  

• Harvard Business Review: Diversity doesn’t stick without inclusion 

hbr.org/2017/02/diversity-doesnt-stick-without-inclusion  

• Nina Simon: The Art of Relevance www.artofrelevance.org  

• Global Diversity Practice: www.globaldiversitypractice.co.uk 

• MHM: www.mhminsight.com 

• Stonewall www.stonewall.org.uk 

• Tate www.tate.org.uk 

• Pictures: Tate 
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