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Many famous European paintings hang in the National Gallery, London. Because these artistic treasures garner worldwide 
attention, the National Gallery hosts a wide range of events and delivers a variety of educational and scientific programs around 
its unique collections. Yet the museum’s processes for rapidly creating, editing, and publishing both print and digital materials for 
activities was challenging until the Gallery implemented Workfront. Today, Workfront Marketing Work Cloud unites four previously 
distinct teams’ processes, streamlining standard team requests and improving project visibility while increasing project throughput 
and on-time delivery.

The National Gallery, London houses one of the greatest collections of European paintings in the world. The collection consists 
of more than 2,300 paintings dating from the Middle Ages to the early 20th century. All major traditions of Western European 
painting are represented, with artists including Titian, Monet, Velázquez, Rembrandt, and Van Gogh. The Gallery is a world center 
of excellence for scientific study, art historical research, and care of European paintings.

World-renowned, London-based art museum deploys Workfront Marketing Work 
Management solution across merged communications team, improving project 
consistency and delivery speed, reducing miscommunication, and gaining 
workload visibility. More effective reporting and collaboration results in having 
the right resources in place to complete projects on time. 
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THE CHALLENGE 
Lack of Visibility into Project Scope and Team 
Resources

National Gallery exhibition and education staff members regularly develop 
sophisticated content strategies that require the Gallery’s communications team to 
update the museum’s website, applications, kiosks, displays, catalogs, and program 
guides. At the same time, the communications team must create new materials to 
keep existing members informed, entice new visitors to join, and promote the Gallery 
worldwide. Until 2014, the Gallery had four distinct communications teams—each with 
its own project management tools and processes—supporting Gallery activities.

INEFFECTIVE PROCESSES FOR TRACKING REQUESTS  
The content development team, for example, had a typical request process. 
Throughout the year, various departments made requests of the team by different 
methods—some electronically, others in person—and each request was entered in a 
Microsoft Excel spreadsheet or Microsoft Project document. Yet once recorded, project 
details were not updated which meant that tasks were not assigned in real time, so 
there was little visibility into the scale of activities that a team member was performing. 

AT A GLANCE

CHALLENGES

 • Lack of visibility into project requests  

 • Inability to accurately forecast capacity

 • Difficulty extending projects to external teams

BENEFITS

 • Increased visibility into 230 annual projects

 • Improved forecasting and resourcing

 • Improved coordination and on-time delivery rates

 • Greater team collaboration and improved 
flexibility with suppliers

 • Faster and more accurate reporting
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“As a primary point of contact for digital content requests, I knew the way we were 
tracking work was outdated,” explains Matt Terrington, communications project 
manager at the National Gallery, London. “Our inefficient processes made it difficult 
for team members to understand priorities, and as a result, they often didn’t know 
what task to tackle first.” 

INABILITY TO UNDERSTAND CAPACITY 
Although the department content editor held a weekly team meeting to share a list of 
projects to be completed, team members were uncertain about schedules because jobs 
weren’t well defined. In most cases, who needed to accomplish a task was clear, but 
the existing, disjointed project management process made it impossible to determine 
whether a job would take 100 hours or just one hour to complete. This was unacceptable 
for a team asked to support hundreds of projects a year.

“We were publishing project request information on shared drives, but there was 
no collaboration among team members and our project management documents 
quickly became stagnant,” remembers Terrington. “Forecasting capacity and planning 
realistic deadlines were nearly impossible which frustrated everyone.” 

DIFFICULTY EXTENDING PROJECTS BEYOND GALLERY EMPLOYEES 
In addition to communications staff, the Gallery works with freelancers and a half 
a dozen key suppliers to deliver on project requests. Without standard workflow 
processes and tools in place to support their efforts, team members used email as 
a primary collaboration tool. Yet back and forth in email took time and resulted in 
miscommunication more than once.

These challenges intensified when the content team merged with three other teams 
to form a unified communications organization. “Activities were different for each 
of our groups and it was clear that we needed to find a way to standardize and 
streamline our project management and delivery processes,” says Terrington.

THE WORKFRONT SOLUTION 
Flexible Templates, Digital Proofing, Automated 
Reporting and Time Tracking
Because the Gallery’s content team had already evaluated the Workfront Marketing 
Work Management solution against nearly 20 other products and had begun to use 
the platform for project management, the cloud-based solution was rolled out across 
the entire communications team to improve delivery. 

TEMPLATES STREAMLINE PROCESSES 
The communications team receives similar types of project requests, such as 
website updates, throughout the year. The most popular requests have now become 
templates in the Workfront solution, ensuring that everyone on the team is following 
the same processes. This saves time and reduces effort because all team members 
use a common format and get the right context (including documents or screen shots) 
to support immediate action. With cascading fields that dynamically appear based on 
previous selections, work requests are simpler to create and easier to fulfill.

“Templates make us more efficient while minimizing mistakes,” Terrington says. “They 
are easy to set up and prevent team members from building something over again 
that we’ve already done many times. Because of Workfront templates, individuals 

“Workfront supports the way our 
team operates. It breaks down 
work by users and task items 
for both project plans and ad–
hoc tasks. It provides progress 
updates and delivers feedback 
within tasks. It’s a very useful 
solution for us.”  
 
MATT TERRINGTON 
Communications Project Manager, 
The National Gallery
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are more productive and more consistently executing against our corporate project 
management guidelines.”

DIGITAL PROOFING TOOL SIMPLIFIES FEEDBACK 
Communications team designers use the Digital Proofing solution in their workflows 
to keep jobs from being delayed. All comments, corrections, and versions become 
part of the history of a particular project, further streamlining processes and 
approvals. According to Terrington, proofing has significantly reduced revision time 
and is a favorite Workfront feature among Gallery team members.

PROJECT MANAGEMENT AND REPORTING IN ONE PLACE 
All project plans and ad–hoc tasks are visible to communications team members 
within the Workfront solution. Employees can see requests, provide feedback, and 
update others about specific tasks as work progresses. Team members also use the 
timesheet functionality to log hours and minutes against each task, which is critical 
for management to be able to accurately forecast new work. Automated reporting 
tools streamline previously error-prone manual efforts, making it easier to update 
management about priorities and resourcing needs.

According to Terrington, “We started using the Workfront solution to improve 
information sharing across teams. Now we use it for much more—from document 
management to tracking time, expenses, and resources. Because everyone on the 
communications team is using Workfront, we have immediate insight into where we 
have overlap on projects and tasks.”

GREATER COLLABORATION BETWEEN INTERNAL AND EXTERNAL TEAMS 
In addition to Gallery staff, freelancers and suppliers now easily use the extensible 
Workfront solution to work securely together—without compromising any protected 
Gallery information. At any time, the Gallery can provide access or restrict what 
individuals can see and do within the system. Because Workfront is a web-based 
solution, no on-premises software installation was required. 

Terrington says, “The Workfront solution gives us greater flexibility and security in 
the way that we collaborate with internal teams and key suppliers. And while most 
people participated in an online training course, the solution is so intuitive, there 
wasn’t a steep learning curve.”

BENEFITS
The Workfront solution is making the National Gallery communications team more 
efficient by providing the following benefits:

 •  INCREASED VISIBILITY INTO THE TEAM’S 230 ANNUAL PROJECTS – By standardizing 
projects and processes, Workfront has significantly improved the communications 
team’s ability to prioritize the requests it receives each year. The solution has also 
made Monday team meetings more productive, saving meeting participants at 
least one hour per week.  

“We can finally see—in one place—the amount of work we have to complete,” 
explains Terrington. “This is extremely valuable because it documents the scale 
of our business and how everyone’s time is being spent. The tool becomes even 
more valuable as more people use it.”
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ABOUT WORKFRONT

Workfront is a cloud-based Enterprise Work Management solution that helps marketing, IT, and other enterprise teams 
conquer the chaos of excessive email, redundant status meetings, and disconnected tools. Unlike other tools, Workfront 
Enterprise Work Cloud is a centralized, easy-to-adopt solution for managing and collaborating on all types of work through 
the entire work lifecycle, which improves team productivity and executive visibility. Workfront is trusted by thousands of 
global enterprises, like Cars.com, Cisco Systems, Covario, National Geographic, Schneider Electric and Trek.

To learn more, visit workfront.com or follow us on Twitter @Workfront_Inc. 

 •  IMPROVED FORECASTING AND RESOURCING – Instead of making estimates, the 
communications team can now predict staffing needs based on historical project 
work. Moreover, because Workfront keeps a record of every employee and 
supplier working on a task, the Gallery is able to see what skill sets it lacks and 
make departmental changes based on data.  

Terrington says, “We went from very little accuracy to using real data in our project 
forecasting. As a result, we’re putting the right number of people on the job at the 
right time, which saves time, improves efficiency, and leads to increased output.”

 •  IMPROVED COORDINATION AND ON-TIME DELIVERY – With all project details now in 
Workfront, there are fewer instances of miscommunication among team members 
and project requestors. Accurate information and communications have also 
helped improve on-time delivery rates. 

“We have much better insight with the Workfront solution, which makes it easier 
to spot when a project falls behind. We don’t have to constantly play catch up,” 
Terrington says.

 •  GREATER TEAM COLLABORATION AND IMPROVED FLEXIBILITY WITH SUPPLIERS – 
Internal and external teams use the extensible Workfront solution to collaborate in 
real time, saving time while protecting valuable intellectual property.  

“We can quickly add freelancers and agencies into the system but still restrict access 
to what they can do and see, so details remain confidential,” explains Terrington.

 •  FASTER AND MORE ACCURATE REPORTING – Using the Workfront Marketing Work 
Management solution, the communications team more easily shows management 
the scale of its workload. 

“We used to spend days going through details to prepare a document that 
explained what our resources were doing and management would review it once,” 
recalls Terrington, “Now, we simply print out real-time reports in seconds from 
Workfront. That’s a real time savings.”

“The Workfront solution delivers a holistic and highly visual view of all the projects 
our communications team has underway, which makes it both a valuable high-level 
and tactical planning tool,” concludes Terrington.


