
The Bar Council was founded in 
1894 and regulates over 15,000 
practising barristers in England 
and Wales. Its role is to promote 
and improve the services and 
functions of the Bar and to 
represent the interests of the 
profession.

Establishing ‘a single source
of truth’ 

The legal profession is focused 
on truth. In the case of The Bar 
Council, and the independent 
regulatory body, The Bar 
Standards Board, establishing ‘a 
single source of truth’ within its 
own IT systems was paramount.

It was important for both The Bar 
Council and The Bar Standards 
Board to obtain a 360-degree 
view of all stakeholders in order 
to achieve ‘a single source of 
truth’ across both organisations. 
Richard Thompson, Head of 
Project Management at The 
Bar Council, explained: “We 
wanted to improve the quality of 
information through effective and 
effi cient IT solutions in order to 
meet one of our key objectives – 
namely, making the Barrister the 
focal point of everything we do.”

He added: “We wanted to develop 
a corporate-wide information 
architecture to ensure our future 

IT investments best suit our long 
term strategy and objectives. 
As such, we needed a fl exible, 
scalable technology platform that 
would meet both current and 
future business needs.”

Specifi cally, the organisation 
wanted to:

•  Obtain a high-level view of its 
business activities 

•   Consolidate disparate, isolated 
systems 

•  Remove redundant information 

•   Ensure data and information 
integration 

•  Establish best practice for 
systems architecture development 

•  Create effi ciencies and remove 
duplication of process and

   information assets 

•  Enhance business intelligence 
in order to make better informed 
decisions 

•  Improve reporting through better 
access to data. 

The Bar Council advocates corporate-wide 
information architecture supported by Hart Square
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Key benefi ts

•  Hart Square provided an 
holistic approach to help the 
Council implement aligned, 
best-in-class business 
processes and data structures 
across the organisation 

•  Enabled the Council to 
establish ‘a single source of 
truth’ within its own IT systems

•  Shared knowledge of the 
sector and brought best 
practice and knowledge of 
Dynamics to the table



Independent, objective 
approach

Richard Thompson and his 
colleagues determined that they 
would need an external view of 
the project. He explained:

“This was a major initiative being 
undertaken by the organisation, 
so we appointed Hart Square to 
help ensure the project would be 
a success. Our belief was that, 
as independent consultants, 
they would be able to provide 
an objective, holistic approach 
to help us implement aligned, 
best-in-class business processes 
and data structures across the 
organisation. Their knowledge 
and track record in membership 
organisations also made the case 
for using them stronger.”

Hart Square works solely within 
the not-for-profi t sector, working 
with a number of professional 
membership organisations, 
trade unions, trade associations, 
educational bodies and charities.
Hart Square’s ‘business-fi rst’

 

  “  Our belief was that, 
as independent 
consultants, Hart 
Square would provide 
an objective, holistic 
approach.”

approach to projects means 
that they put an organisation’s 
business objectives at the 
forefront, ensuring that any 
proposed IT architecture is 
designed to suit a client’s needs, 
and not the other way round. 

Phased approach

In order to deliver a corporate-
wide information architecture 
to The Bar Council, Hart 
Square proposed a phased 
approach, with key activities and 
deliverables including:

•  Conducting an organisation-
wide Business Process 
Review (BPR), analysing and 
documenting the current ‘as 

is’ and recommended ‘to be’ 
business process models

•  Working closely with the senior 
management to align the ‘to-
be’ process and functional area 
model with future changes at the 
organisation to futureproof the 
deliverables

•   Undertaking a detailed 
information/data analysis, 
making recommendations 
around the information and data 
required, where that data should 
sit, how it should be shared 
and how it should fl ow between 
systems.

•   Capturing detailed requirements

•  Developing a system 
architecture which was validated 
with senior leadership teams 
and which would underpin 
procurement
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Key services

•  Business Process Review, 
requirements gathering 
including cross-functional 
workshops and interviews

•  In-depth data analysis and 
mapping of data fl ows

•  Detailed specifi cations drawn 
up for a new CRM

•  Roadmap/operational plan 
developed for implementing 
the information architecture 

•  Supported decision to 
select new CRM (Microsoft 
Dynamics)

•  Underpinned business case 
for investment in new system



•  Developing a corporate-wide 
information architecture and 
associated data governance.

Importance of data governance 

Data governance was of 
particular importance to the 
project. The separation between 
the regulator and membership 
aspect of the organisation was 
a very decisive factor for the 
Council, and needed to be 
challenged, defi ned and clearly 
established.
 
In addition, as part of the 
data governance framework, 
Hart Square defi ned internal 
processes that would allow the 
Council to have a consistent 
approach to taking on large 
datasets and improving their 
internal management reporting. 
This was a big step forward for 
the organisation in terms of how 
decisions were made, moving it 
from an intuitive decision culture 
to making informed decisions 
based on evidence.

Business Process Review 

Following an initial project 
kick-off meeting with The Bar 
Council’s key stakeholders, 
roles, responsibilities and work 
packages were clearly defi ned,
with resources, key milestones 
and timescales identifi ed.

Hart Square immediately 
engaged with The Bar Council’s 
Project Team to determine the 
key stakeholders and members

  “  Hart Square were also 
able to help us produce 
a roadmap/operational 
plan for implementing 
the information”

of staff within each functional 
area to be included in the BPR. 
“They reviewed and mapped the 
‘as is’ business processes and 
carried out analysis and made 
recommendations for future ‘to 
be’ processes,” said Richard 
Thompson. “They organised team 
workshops for specifi c areas of 
the organisation.”
 
“Subsequent one-to-one meetings 
were also organised for some 
members of staff who needed 
additional or closer attention.”

Cross-functional workshops/
interviews ensured that 
processes were captured at an 
organisational level. They were 
business-focused and designed 
to fulfi l two purposes:

•  Gain the information required to 
move forward with the project

•  Start the process of cultural 
change and engage the 
organisation with the 
opportunities that could be 
met by changing processes, 
information use and technology.

Richard Thompson said: “Hart 
Square was very thorough and 
fl exible. The workshops were 

well received and were a real 
collaboration, with Hart Square 
structuring and leading the 
process, working with business 
analysts and internal business 
change teams to deliver the 
workshops. This resulted in the 
knowledge created being retained 
more clearly by our internal staff 
and increasing the level of buy-in 
and integration.”

Hart Square uses the tried-
and-tested SIPOC (Suppliers, 
Inputs, Process, Outputs and 
Customers) analysis methodology 
to gather information at every 
stage of a business process. This 
methodology captures the desired 
level of detail for each identifi ed 
process. 

Information Analysis 

Hart Square was able to 
extrapolate the data and 
information requirements based 
on an in-depth analysis of 
data fl ows through each ‘as is’ 
process. Hart Square:

•  Conducted a review of current 
systems and data sources in 
terms of data and information 
analysis 

•  Mapped all data fl ows between 
systems, documenting: 

•  Whether manual fl ows should/
could be automated 

•  How often data should be 
exchanged 

•  Whether the data fl ows should/
could be real-time 
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•  Areas for streamlining and 
improvement.

The Bar Council was then able 
to focus on a strategic approach 
to data management and data 
migration, moving towards a more 
information-driven culture and 
ensuring data sensitivity, DPA, 
information security and freedom 
of information (FOI) compliancy. 

Requirements Specifi cation

Based on a combination of 
the processes and information 
requirements brought together 
from the previous phases of work, 
a set of detailed specifi cations 
was developed by Hart Square, 
designed to be provided to 
potential solutions’ providers and 
validated with key users across 
the organisation.

In addition, again based on the 
business processes, information 
requirements and detailed 
functional requirements, Hart 
Square was able to map out 
the relationships between the 
different uses of information. 
This would enable The Bar 
Council to design the information 
architecture, ensuring clarity on 
where, how, when and why data 
is collected and how it is shared
across the business.

  “  Even though we 
changed the schedule 
of the project a few 
times, they were very 
fl exible and remained 
customer-focused.”

The development of the 
information architecture was with 
an organisation-wide user group 
made up of key information users. 
Hart Square held four sessions to 
collaboratively expand, challenge 
and validate the understanding 
it had developed in the Business 
Process Review. 

The outcome was that Hart 
Square ensured all of the 
Council’s needs were captured, 
and that users considered the 
future of the organisation.

Business Case

“Fundamental to the work done 
by Hart Square was the ability 
to assist in putting together a 
fully-costed business case for 
investment in the information 
architecture,” said Richard 
Thompson. “They were also able 
to help us produce a roadmap/
operational plan for implementing 
the information architecture within 

the required timescales.”

At the core of the architecture 
was a new CRM (Customer 
Relationship Management) 
system. “Hart Square enabled us 
to make our own decision on the 
new CRM. In the end we selected 
Microsoft Dynamics. The work 
that Hart Square did, in addition 
to their sector and technical 
expertise, made it easier for us 
to make our own decision,” said 
Richard Thompson. 
 
He added: “Hart Square’s 
consultant needed to get his 
head around our organisation 
quickly and what we were 
trying to achieve. Director-
level engagement also gave 
us a second pair of eyes on 
the project, which was very 
reassuring. Even though we 
changed the schedule of the 
project a few times, they were 
very fl exible and remained 
customer-focused.”

He concluded: “Hart Square 
helped us to build the business 
case for investment in the 
infrastructure, which will be 
essential for meeting the needs of 
barristers. Once we get the green 
light for the investment, we expect 
Hart Square to play a key role in 
the implementation.”
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