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Located on the south bank of the River Tyne in 
Gateshead, BALTIC is the UK’s largest dedicated 

contemporary art institution, and is internationally 
recognised for exceeding artists’ aspirations in realising 

exhibitions of exceptional scale and impact in its 2,600 
square metres of exhibition space.  
 
BALTIC’s mission is to create greater understanding of 
the world through outstanding, experimental and 

inspiring contemporary art, which has power, relevance 

and meaning for individuals and communities. 

How BALTIC  is 
leading change in 
the arts 
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Caroline Murphy was appointed Associate Director in 2017, leading on equality and diversity, business planning 
and organisational evaluation, as well as BALTIC’s partnerships with Higher Education. Working alongside the 
Director and Senior Management Team, Caroline’s aim is to create a more empowered workforce that 
collaborates to deliver objectives that will secure BALTIC’s future. 

How Carol ine is  leading change / 

We need a  cul ture  where  people  are  happy to  
have a  go  at  new ways  of  work ing  in  the  

knowledge that  we won ’ t  get  everyth ing  r ight  
f i rs t  t ime ,  and that ’s  ok]  
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“It’s easy for organisations to become stuck in ways of 
working that are not necessarily the most effective or 
efficient, they’re just habits” says Caroline. 
 
“We recognise that in order to succeed in our mission, we 
need to do things differently. We’ve spent a lot of time 
working with staff across the organisation to create a new 4-
year plan, building a vision for what we want to achieve 
alongside a framework for how we will deliver our goals. 
That has helped to support a sense of ownership and 
purpose across our workforce. 
 
“We want to further empower staff to work collaboratively 
across themes and ideas, rather than being led solely by 
departmental drivers that can result in silo thinking with the 
potential to make us less efficient and therefore damage 
our resilience.   
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“This is working across a whole range of 
areas, including equality and diversity 
where we’ve changed our approach so 
that many more staff are involved in what 
we are doing. It’s crucial that work like 
this is influenced by, and influences, 
people across the staff team, as it’s 
central to our mission going forward. 
 
“We’ve also been making changes to how 
we evaluate the impact of our work, shifting 
from a traditional model of ownership of 
knowledge and data towards a more open 
culture where we can share knowledge 
more effectively, so that we can better 
understand what’s working and where we 
need to make change.  
 
“We’ve been creating more fluid and 
dynamic staff teams to work in this way, 
sharing perspectives, experience and 
knowledge to think about how we can best 
use and maximise our resources.” 
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BALTIC aims to commission and produce exhibitions, performances, public and learning programmes that 
are of international significance, and create opportunities for individuals and communities to explore 
different ways of seeing and thinking about the world by engaging with exceptional art and artists. 

We know that  there are st i l l  
social ,  cultural  and 
psychological  barr iers  to  the 
arts  for  many people ,  and 
we’re ser ious about  
address ing these barr iers  and 
making real  change]  

How BALTIC is  leading change in  the arts  
/ 
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“We want to make sure that there are different 
routes for diverse audiences, so that all visitors 
can find meaning in our exhibitions and 
programmes.  
 
“We know that there are still social, cultural and 
psychological barriers to the arts for many people, 
and we’re serious about addressing these barriers 
and making real change. 
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“We work nationally and internationally, but our 
roots are in Gateshead - an area with high levels of 
deprivation and exclusion. To connect more 
meaningfully with our local communities we have 
to embed diversity and inclusivity in everything we 
do, and open up our facilities and resources in new 
ways to create greater impact. 
 
“It’s important that we do this because the 
alternative is accepting the status quo: 
exclusion and inequality. Our aim is to make a 
significant change to who engages, and this 
means working differently.” 
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“At Change Creation, the work on organisational 
culture has helped me to think through what our 
culture is, what we want it to be, and how we can 
manage the change” says Caroline.   
 
“We’ve trialled new kinds of collaboration across 
our Programme and Learning teams, pooling 
curatorial knowledge with expertise about 
learning and communities to create really 
exceptional exhibitions and events for children 
and families. We’re embedding this approach into 
our work over the coming years. 
 
“We’re also changing the way we work with our local 
communities in Gateshead – again this will be about 

BALTIC,  and the future / 

We want  al l  of  our  work to  better  ref lect  our  
local  and internat ional  communit ies ,  fuel led 
by ideas that  resonate with them]  
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teams coming together but it will also be about 
working with local and excluded communities over 
a much longer period, and shifting how we plan and 
deliver our work so that we have a less hierarchical 
relationship with communities.    
 
“We want all of our work to better reflect our 
local and international communities, fuelled by 
ideas that resonate with them, and driven by the 
key principles in our mission – relevance, 
meaning and power.” 
 
Caroline has found discussions with peers on the 
Change Creation programme helpful in reflecting 
on her work at BALTIC.  
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“It’s really useful to have a network of trusted 
individuals to talk through experiences. Change is in 
the end a social process, and as such of course it 
takes time and there are unexpected turns. It’s 
always useful to reflect on this with others who are 
involved in leading similar work.” 
 
When thinking about collaborative leadership, 
Caroline feels that the ‘fit’ between personal 
values and organisational mission is key. “For me 
it’s about being a good colleague and decent 
human being, who collaborates well with others 
to change things for the better at BALTIC.” 
 
 

 
“Caroline brings wisdom, experience and generosity to change leadership. With a deep understanding of the 
external, internal and conceptual contexts that she is working in, she generates confidence and clarity in 
everyone she works with.” Richard Watts, Change Creation Programme Director.  
 
 
 
Change Creation, funded by Arts Council England, works with visionary organisations to create 
and embed transformational change. Designed and delivered by people make it  work, Change 
Creation involves and engages organisations to shape, test,  challenge and realise lasting change 
to increase resil ience across the sector.  
 


