
City & Guilds is a global leader 
in skills development, providing 
services to training providers, 
employers and trainees across 
a variety of sectors to meet the 
needs of today’s workplace.  
Operating in over 80 countries, 
City & Guilds has over 130 
years’ experience in designing 
qualifications and apprenticeships 
- from Beauty Therapy to Tourism 
– and over the last 20 years more 
than 20 million learners received 
a City & Guilds certificate from 
over 10,000 approved training 
organisations. 

Skills and growth

As an institution focused on skills 
and growth, City & Guilds sought 
the external skills it needed for 
a strategic project to review its 
existing business processes 
and find a CRM (Customer 
Relationship Management) 
system to support more effective 
sales and marketing.

David Morgan, Director of 
Marketing and Customer 
Experience at City & Guilds 
explains:

“We are currently structured into 
four business units, with Shared 
Services Group Marketing and 
IT support. Each business unit’s 
usage of our existing SAP system 
varied and their data structures 

were inconsistent and needed 
to be aligned. All four units were 
very keen to utilise a new CRM to 
support and underpin their sales 
and marketing activities in order 
to achieve challenging growth 
targets.” 

Meeting objectives

City & Guilds wanted to achieve 
this by:

•  Implementing aligned, best-in-
class business processes and 
data structures across all four 
business units to ensure they 
were working coherently and not 
in ‘silos’

•  Realising the benefit of a central 
repository to:

•  Provide a single 360-degree 
view of all activity and visibility 
of all interactions with members 
across the business

•  Build and support a strong sales 
pipeline

•  Exploit excellent customer data 
to drive future engagement

•  Adopting an integrated approach 
to drive efficiencies and improve 
business effectiveness.

City & Guilds engaged CRM 
consultants Hart Square to help 
meet all of these objectives.

City & Guilds develops successful 
sales and marketing with new CRM
Hart Square’s skills help with organisation-wide Business Process Review
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Key benefits

•   Quickly identified the 
right CRM supplier for the 
organisation’s needs

•  Project de-risked through 
Hart Square’s knowledge 
and expertise

•  Maximised future investment 
in new CRM



“We recognised immediately that 
Hart Square had the knowledge 
and experience we needed for 
this project,” said David Morgan. 
“We really liked their ‘business 
process first, system second’ 
approach.”

Hart Square proposed an 
organisation-wide business 
process review (BPR) to include 
all four of City & Guilds’ business 
units. “They proposed developing 
a strategic plan and roadmap 
for implementing the change 
program from an ‘as is’ business 
process model to a ‘to be’ 
model,” explained David Morgan. 
“They would also develop 
an Information Management 
Strategy, recommending a best-
practice framework for data 
standardisation, usage and 
protection.”

He added: “We were confident 
that Hart Square could provide 
expertise, advice and guidance 
for procuring the most suitable 
CRM technology to support and 
enable the new processes and 
structures we were planning.”

Business Process Review

For the business process review, 
Hart Square engaged with the 
heads of each of City & Guilds’ 
four business units to fully 
understand their objectives and 
functions and to identify the key 
members of staff within each 
unit. It then engaged with these 
members of staff through a series 
of workshops and team meetings, 
or one-to-one meetings, to 
identify their processes and 
document the ‘as is’ processes at 
a high level.

Hart Square used the tried-and-
tested SIPOC (Suppliers, Inputs, 
Process, Outputs and Customers)  
methodology to capture the 
desired level of detail for each 
identified process.

“Hart Square organised and ran 
around 18 workshops, involving 
over 100 people,” explained 
David Morgan. “The workshops 
made us realise that some parts 
of the businesses are not that 
different and that we share many 
of the same processes.

“Hart Square’s cross-
functional workshops and 
interviews ensured that those 
processes were captured at an 
organisational level.”

He added: “The workshops 
included a lot of front-line 
staff, particularly in sales and 
marketing. The effect of that was 
that we achieved a lot of buy-in 
from them, to the point where 
they were ‘champing at the bit’ for 
the new CRM.”

  “  Hart Square’s cross-
functional workshops 
and interviews ensured 
that those processes 
were captured at an 
organisational level.”

CRM selection

With the requirements 
documented and agreed, the next 
stage was to procure the CRM. 
Hart Square helped City & Guilds 
draw up an Invitation To Tender 
(ITT) to be issued to potential 
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Key services

•  Requirements gathering and 
Business Process Review, 
including meetings/workshops 
with management and staff

•  Creating an ITT for CRM 
vendor selection

•  Shortlisting suppliers



suppliers. “We were confident in 
Hart Square technical knowledge 
and their ability to transition the 
work done on understanding 
our business processes into the 
procurement process,” said 
David Morgan.

After evaluating responses to 
the ITT from suppliers, City & 
Guilds made the decision – 
Microsoft Dynamics CRM from 
Pythagoras. However, because 
of a reallocation of funding 
priorities, a pilot project for the 
new CRM was initiated, while the 
project awaits the full go-ahead. 
Once fully rolled out, the CRM 
is expected to have 300 users 
within City Guilds, managing over 
10,000 organisations and 100,000 
contacts.

At the forefront

David Morgan added: “The new 
CRM will be at the forefront 
of our customer services and 
qualifications marketing. We are 
expanding into providing learning 
materials, consultancy and online 
learning tools, and the CRM will 
be central to that.”

He concluded: “We really value 
Hart Square’s involvement in 
giving us full insight into our 
business requirements and the 
solution we needed to meet those 
requirements.”

They are completely vendor-
agnostic, very knowledgeable and 
flexible - we did change our minds 
on a few things! Throughout Hart 
Square has been very responsive 
and showed us the right way of 
doing things, as well as being 
very pragmatic. We would 
definitely recommend them.”

  “  We really value Hart 
Square’s involvement 
in giving us full insight 
into our business 
requirements and 
the solution we 
needed to meet those 
requirements.”
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