
The Lightbox gallery and museum 
in Woking, Surrey is one of the 
most exciting cultural spaces in the 
South East of England, with three 
galleries hosting a wide range of 
exhibitions. The building is also 
home to an interactive museum of 
Woking’s history, as well as hands-
on activities and interactive displays. 
It also provides venue hire for 
corporate and other events.

Pru Chambers, The Lightbox’s 
Marketing Manager, explained 
The Lightbox’s remit: “As a public 
gallery and museum, we’re open 
six days a week and need to 
provide day passes to visitors, 
as well as promote and distribute 
10,000 annual passes – a bit like 
membership really. We also have 
over 300 Friends who support us.”

Independent CRM advice

To date, The Lightbox’s staff has 
been using Excel spreadsheets to 
manage its communications with its 
Friends and supporters. “Needless 
to say, this involves manual, 
labour-intensive processes,” 
said Pru Chambers. “A couple of 
years ago I decided to research 
CRM (Customer Relationship 
Management) systems to help 
automate these processes. I had 
an informal discussion with Hart 
Square at the time, but we didn’t 
have funding to proceed.”

Hart Square specialises in CRM 
and digital strategy selection and 
implementation and has worked with 
over 200 non-profit clients to deliver 
projects comparable to the one that 
The Lightbox was to embark upon.
When funding became available 
in October 2016, The Lightbox 

approach Hart Square again. Pru 
Chambers explained: “I had spoken 
to various CRM suppliers, mainly 
to sales people, but decided we 
needed independent advice. One of 
our trustees had worked with Hart 
Square on his organisation’s CRM 
project, so we decided to engage 
with them.”

Key objectives

The Lightbox had a number of key 
objectives for selecting a new CRM 
solution, including:

•   centralising the management of 
contact data for all staff to use

•   better targeted marketing to 
increase fundraising

•   maximising revenue from annual 
passes

•   increasing the number of 
members and supporters 
(Friends)

•   increasing revenues from the 
facilities, such as the café, and 
venue hire.

Hart Square was asked to propose 
project services for the pre-supplier 
engagement phase of the new CRM 
project. This would ensure that:

•   the project was properly scoped 
and specified 

•   the requirements were gathered, 
prioritised and documented 

•   recommendations were made on 
business process improvement 

•   a short list of suppliers was 
agreed (from an initial list provided 
by Hart Square) 

•   an ITT (Invitation to Tender) was 
prepared for sending to CRM 
suppliers in the market. 

“Hart Square provided the 
knowledge and expertise we 
needed to help us prioritise 
in line with our strategic goals - 
at relatively low risk,” said Pru 
Chambers.

“Clearly, like any charity, we have 
budget restrictions so we had to 
be selective in how we engaged 
them. We asked them to create an 
ITT as they had proven experience 
of doing this for other not-for-profit 
organisations.”

Requirements gathering

Following the initial discussions, as 
part of its structured methodology 
for creating the ITT, Hart Square 
proposed an initial requirements 
gathering and business process 
review exercise. “We had an 
initial kick-off planning meeting to 
energise staff, set expectations and 
schedule diaries and resources for 
the planned work ahead,” explained 
Pru Chambers. “It was essential at 
this early stage to ensure we had 
everyone on board.”

Hart Square’s requirements 
gathering started in January 2017. 
“They organised and managed five 
meetings with our senior managers 
to gather their requirements, plus 
five departmental workshops 
involving staff from key business 
areas to understand their processes 
and identify needs, issues, 
challenges and opportunities,” said 
Pru Chambers. 
She added: “The workshops went 
very well - fundamentally, our staff 
had the opportunity to reflect on 
how they work and the processes 
involved, which was a useful 
exercise in itself. Hart Square’s 

The Lightbox exhibits 
good sense in CRM selection
Museum and gallery engages Hart Square to help select a CRM supplier

www.hartsquare.co.uk



experts are very easy to talk to, they 
made the requirements gathering 
process very straightforward - 
and we had a lot of very positive 
feedback from staff.”

Creating the ITT

Based on the requirements 
gathered, Hart Square went about 
creating the ITT document, covering 
each business area as well as 
The Lightbox’s online portal. The 
document outlined the functional 
requirements for the CRM and the 
portal, integration between them 
and integration with The Lightbox’s 
finance system.

The ITT from Hart Square was 
designed to enable The Lightbox to:

•   engage potential shortlisted CRM 
suppliers 

•   arrange and manage engagement 
meetings with suppliers

•   receive and review supplier 
responses to the ITT 

•   arrange presentations by each 
supplier 

•   chair a review and decision-
making meeting 

•   contact the selected supplier and 
feedback to those not chosen.

Pru Chambers said: “Putting the 
ITT document together was a very 
iterative process. We had a project 
panel of five people involved in 
reviewing the ITT, and Hart Square 
ensured we were on the right track. 
They had a very good grasp of how 
we work and what we are trying to 
achieve.”

Knowledge of suppliers

With the ITT document complete, 
Hart Square recommended a 
shortlist of CRM suppliers to send it 
to. “They gave us personal contacts 
at each supplier and sent out an 
introductory email on our behalf. 
This was very beneficial as it 
 
 

showed we were serious and  
had fully researched the market,” 
explained Pru Chambers.

Four potential CRM suppliers 
responded to the ITT, but two 
eventually dropped out. Pru 
Chambers added: “We are currently 
awaiting full proposals from the 
remaining two and will be arranging 
presentations soon. We hope to 
make a final decision on the new 
CRM in May 2017.”

She added: “With a new CRM 
in place we plan to meet our 
goals of increasing membership 
and revenues, making process 
improvements and centralising all 
our contact management.”

Pru Chambers concluded: “Hart 
Square’s experts are easy to work 
with. They are always quick to 
respond and delivered this project 
ahead of schedule. They said they 
are happy for us to go back for 
advice on our CRM decision and 
managing the project going forward. 
I would definitely recommend them 
to other non-profits.”

Tel: 0344 567 8790
Email: info@hartsquare.co.uk

Key services

•   Requirements gathering and 
business process review, 
including meetings/workshops 
with management and staff

•   Creating an ITT for CRM 
vendor selection

•   Advising on and initially 
contacting shortlisted suppliers

•   Providing step-by-step 
guidance throughout the 
project

•   Independent advice on the 
supplier marketplace

Key benefits

•   Enabling staff to automate 
labour-intensive processes

•   Improving quality of services 
and museum access to 
members

•   Increasing membership and 
associated donations

•   Increasing revenues through 
better marketing and 
management of services, 
events and facilities

•   Centralising contact 
management for use by all 
staff

•  Ensuring BACP has a better 
chance of making its project 
a success
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