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At a Glance

Challenges

• Minimize IT service disruption

• Replace an aging application and ineffective 
process 

• Streamline approvals

Benefits

• Increased IT productivity and on-time delivery

• Saved 12 hours of management time per week

• Empowered IT team members, improving 
autonomy

• Simplified compliance audit

CASE STUDY 

Warburtons Bakes a Better IT 
Change Management Process 
with Workfront 

Workfront Enterprise Work Management solution 
simplifies end-to-end IT change management process, 
increasing team productivity and project on-time delivery. 

Processes must be flawless in a company that values quality and 
moves two million fresh bakery products around the country every 
day. Warburtons, one of Britain’s best food businesses, increased the 
productivity of its integrated IT services team by replacing an inefficient 
IT change management process built on Lotus Notes with Workfront. In 
addition to saving senior and middle-management up to 12 hours in time 
each week, the Workfront Enterprise Work Management solution has 
standardized the baker’s approach to application, infrastructure, and 
governance changes while giving team members greater autonomy. 

Warburtons is the largest bakery brand in the UK. Since the company 
was established by Thomas and Ellen Warburton in 1876, it has been 
passed down through five generations of family bakers, and proudly 
remains a private family-owned and run business. As pioneers of the 
industry and ambitious market leaders, Warburtons is always seeking to 
challenge convention.

The Challenge

Innovation is essential to Warburtons’ success. From product development 
to IT, the company invests in new and better ways to give British families 
great quality, great tasting food. That includes increasing IT volume and 
speed in its interactions with more than 18,000 retailers every week. Forty 
IT professionals at Warburtons are tasked with ensuring bakery goods 
move efficiently through the company’s 12 bakeries and 14 depots to 
hundreds of local supermarkets and corner stores. 

Infrastructure and applications team members manage two internal 
data centers and a large instance of SAP that powers the baker’s supply 
chain, finance, and human resources applications. IT governance staff 
is responsible for risk and compliance which includes all project and IT 
change management initiatives. Because of the huge volume of business 
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that Warburtons handles, IT must regularly update systems that support rapid order processing and invoicing 
as well as advance shipping notifications, forecasting, and more. Orders, for example, are taken every day from 
supermarkets until 14:00 hours with the expectation that those orders will be delivered the following morning 
from 04:00 onwards.

Minimizing IT Service Disruption 

A set of practices for IT Service Management, ITIL focuses on aligning IT services with business needs. IT change 
management at Warburtons is part of the ITIL Service Transition. It is the process used to control the lifecycle of 
all IT changes. The primary objective of Warburtons’ IT change management is to enable beneficial changes to be 
made with minimal IT service disruption.

“Process is critical when we consider making any adjustment to our business. We can’t afford to break our IT 
systems because Warburtons customers depend on us to support the distribution of two million fresh products 
daily,” explains Paul Rawlinson, IT Governance Manager at Warburtons.

Replacing an Aging Application and Ineffective Process

For seven years, the company used Lotus Notes to record and progress all IT changes. Yet the one-size-fits-all 
process, requiring 11 steps, including five approvals was impeding productivity. For example, each week the 
Change Advisory Board (CAB)—eight experts in application, operations, training, and testing—met for approximately 
two hours to discuss all of the changes ready to go live. These were projects that had previously received four 
approvals from line managers as they progressed through the 10 earlier change management steps. 

During the days between CAB meetings, no decisions were made regarding proposed changes going live, except 
for emergency changes, which stalled productivity. As a result, the team was late in delivering the majority (58%) of 
its estimated 450 projects each year.

Streamlining Approvals

To stay competitive, Warburtons must weigh requests for both minor changes to applications (i.e., anti-virus 
updates) as well as major changes to infrastructure (i.e. new data center servers). However, Warburtons had no 
easy way for all IT team members, including CAB reviewers, to instantly understand the scope of all of the requests 
being submitted. This contributed to additional approval cycles, which increased process inefficiency.

“Requests were being made, but there was no standard assessment of whether they were big or small changes. We 
also weren’t objectively evaluating whether they would have a big or small impact on our business,” says Rawlinson. 

“Previously, we categorized our projects into small, medium, and large. We needed to have multiple line approvals 
and the CAB review because we weren’t using a system built for change requests.” 

In 2014, as Lotus Notes was due to be phased out, the company set an objective to select and implement a new 
change management system based on best practices and include improvements to the current process. The team 
investigated possible solution replacements—including Microsoft Project Online and Workfront—before inviting the 
Workfront Consulting team to build a prototype. 

Rawlinson remembers, “In two days, two guys working onsite, built something that convinced us that Workfront was 
the right solution for us to use.”
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“Workfront does what it says it will 
do. It’s very useful for progressing 
actions, which is extremely important 
in our around-the-clock business.” 

– Paul Rawlinson, IT Governance 
Manager, Warburtons

The Workfront Solution 

Warburtons revised its IT change management process and deployed the 
Workfront Enterprise Work Management solution in just three weeks. The 
baker’s new streamlined process steps and governance fit any type of IT 
change—infrastructure, application, or project—providing greater autonomy 
while still ensuring appropriate oversight.

Custom Forms to Categorize Changes

Any IT team member submitting a change request now must complete a 10-question custom form in Workfront. 
Calculations built into the form determine the size of the change based on five questions relating to the change 
and five questions relating to potential impact. Each yes or no response contributes to assessing the change type 
and including it in one of four categories: small change/small impact; small change/big impact; big change/small 
impact; big change/big impact. Once categorized, each request is then managed through one of three strategically 
redefined project and approval workflows. 

Rawlinson says, “We now have a phased approach across all of our changes—from strategic projects spanning 
months and years to small fixes to our applications or infrastructure that have to be turned around in hours. What was 
most surprising to us after implementing Workfront was that 280 out of about 300 of our projects were small/small.”

Project Templates to Standardize Requests

Warburtons configured four templates in Workfront to support its new IT change management process. Each 
change can be considered in four stages: create/validate request; plan project; execute project; and complete 
project. Within Workfront, IT staff easily populate the appropriate project planning phases before work gets started. 
In the define stage, for example, requestors must enter test plans with references to specific documents in the 
company’s shared drives. 

As requests are validated and converted into projects, project managers can help identify who will complete 
specific tasks and when. That information, which is accessible and visible to team members, is improving employee 
productivity and reducing project delays.

“Interruptions are a normal part of the day for many of our IT employees. They have the difficult balance of 
supporting existing customers and building new capabilities at the same time,” explains Rawlinson. “Workfront 
helps our team members plan and communicate better.”

Tasks and Actions to Record Issues

IT staff previously used Microsoft Excel to keep track of their work. Now they use Workfront to view tasks, 
communicate about what is still needed, show progress, and report in real time. With Workfront’s issue 
management capabilities, Warburtons IT staff has an easy way to record an action against an issue as a special 
project if there is a major break. For past implementation reviews, they can also use Workfront for logging actions, 
progressing actions, and recording actions.  



Devour Your Team's Work Chaos With Workfront

Meet the King of Work Management. With real-time work planning,  
tracking, collaboration, and reporting, Workfront enables enterprise teams to:

• Drive greater productivity by automating repetitive manual tasks 

• Increase communication and transparency through social-style updates  
and dashboards 

• Reduce project failure with real-time views into project progress and  
resource workloads 

• Provide data-driven insights for constant improvement 
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Benefits

The Workfront Enterprise Work Management solution has simplified and improved Warburtons IT change 
management process. The cloud-based solution has also enabled the recognized bakery brand to achieve the 
following benefits:

• Increased IT productivity and on-time project 
delivery – Only after streamlining and simplifying 
the IT change management process with Workfront 
did IT executives at Warburtons learn that more 
than 90% of its projects were small/small. The new, 
standard approach to classifying change requests 
based on facts has enabled the team to complete 
projects faster. According to Rawlinson, the 
majority of projects are now delivered on time. 

• Saved 12 hours of management time each week – 
The CAB now meets for just 30 minutes instead of 
two hours, giving eight CAB members an hour and 
a half of time back each week. Time spent creating 
the meeting agenda has also been cut in half thanks 
to Workfront. The status of every project is now 
available in Workfront, making it easy for the agenda 
to be created from an easy-to-run Workfront report.

• Empowered IT team members, improving 
autonomy – Unless it was an extreme emergency, 
everyone on the IT team had to wait until the 
Tuesday CAB meeting to get approval for new 
services, updates, and fixes into production. With 
fewer required approvals, IT team members are 
more empowered every day to do the work that 
needs to be done. 

• Simplified compliance audit – All change 
management projects are now requested and 
tracked in Workfront. This made it easy for 
Warburtons to provide immediate on-site access 
to change requests and stored or referenced 
deliverables to external consultants during each 
annual IT audit. 

 
Because of Workfront’s role in significantly improving the IT change management process, Warburtons is rolling 
out Workfront resource management and portfolio management capabilities. “We expect these new capabilities to 
enable the review of planned versus actual time and improve our estimating,” concludes Rawlinson.


