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ABCD for intranets

Like organisations, intranets are constantly
evolving and never finished. Endless rede-
signs as the intranet changes departments or
owners is not a long term or viable solution.

At any given time intranet teams are faced
with competing operational priorities from:

» different business units

* out of date or excessive content

* new technology solutions

* sponsor and/or business initiatives
* over the top, loud people

Teams can also be distracted by the need to
fight for recognition of the value of their in-
tranets within their organisations.

Every intranet has a limited number of re-
sources, often only one or two people, and
limited funding. Despite this, successful in-
tranet teams must deliver effective intranets
that support their organisations.

‘ABCD for intranets’ is a step-by-step tool
that can be applied at any time and then
used for the continual refinement and im-
provement of the intranet.

Each step in has a number of key compo-
nents and utilises existing tools and meth-
ods to deliver a specific outcome. This
process provides a framework for constant
evolution of your intranet in parallel with
your organisation.

There are four key steps:
e Assess
e Brainstorm

¢ Consolidate

¢ Deliver

Catherine Grenfell is the manager
and full-time facilitator of Step
Two’s Intranet Leadership Forum.
She is also a senior member of the
consulting team, with a particular
focus on mentoring and support-
ing intranet teams.

Consolidate

Four clear steps to improve your

intranet

This article discusses the steps in detail. A
summary table of ABCD for intranets is on
page 3.

Who should use the ABCD?

The tool is designed for the person or team
responsible for the intranet, whether they
are located in communications, IT, market-
ing, strategy or anywhere else.

ABCD for intranets works best when:

* the intranet is inherited from another
group

* abusiness case for resourcing and
improving your intranet needs to be built

* the team wants to break the cycle of
continually doing business-as-usual
work and never actually making
improvements

ABCD can also be used to improve specific
sections of an intranet.
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Who to involve

To ensure success in applying this tool to an
intranet one person needs to own and lead
the process overall. This person must influ-
ence the involvement of the correct people at
each step.

Careful selection of people, based on their
existing skill sets and motivation for the
tasks, is crucial. One of the keys to success is
exploring the personal needs of potential
participants and aligning their needs with
tasks.

During the early steps this is also a great op-
portunity to involve champions from within
your organisation. They may not always
have specific intranet skills, however they
can bring immense value through their busi-
ness knowledge and passion.

One of the keys to success is
exploring personal needs

Commit the right amount of time

There are always competing demands on our
time and resources. In addition to the usual
challenges of competing projects, deadlines
and business-as-usual work, intranet teams
may also be challenged by:

* managers who think intranets are a waste
of time

* being a lonely intranet team of one

» fire-fighting being normal practice in
their organisations

* lack of strategic direction
* limited control over the intranet

Like the old adage, a stitch in time saves
nine. Up front planning maximises the re-
sources you have and reduces wasted ef-
forts.

You may need to be creative about how to
prioritise your time to complete the early
steps.

Ideally getting the right people out of the of-
fice and together for the early steps would be
beneficial. However you may also need to
employ guerrilla tactics to get started.

For example, the intranet manager at Tab-
corp, an entertainment company, found
some time away from his desk to focus on a
particular part of their intranet by marking

themselves as out of the office for an addi-
tional two days after his holidays ended.

Step A: Assess

It is impossible to make any practical and
useful decisions without gathering a clear
picture of where the intranet is today. Often
intranet teams are so deeply entrenched in
their day-to-day roles they cannot see any-
thing positive about their own intranet.

Key concepts: where are you at today?

At this step you need to go on a fact finding
mission and determine:

* what your staff actually need

* current key organisational challenges
* status of your current intranet

* style of organisation

¢ what it takes to run the intranet,
including resources, workload and day-
to-day issues

These steps do not need to be completed in
any particular order.

Gather a clear picture of where

you are today

How to and tips

This assessment can be done by one person
or a group of people. Experience has shown
that this task needs to be completed within a
short time frame otherwise the review can
get bogged down in analysis paralysis. Take
too long and your work may be wasted as
changes in your organisation and goals over-
take all the effort the team has put into anal-
ysis.

A major key to success at this step is having
an open mind and absorbing everything
without judgement. This can be difficult
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Assess

Brainstorm

Key concepts

Where are you at today?
[ What do staff need?

(L] What are the current key challenges in your organisation?

[_] Assess the status of your intranet

[] Assess the status of the intranet operations and team

(] Define culture of the organisation

(] Getaclear picture of what it takes to run your intranet now, including

resources, workload, day to day issues

What could you do?

[l Gather blue sky feedback from others (manage expectations)

[l Identify business units with likely challenges
L1 Research other intranets
1 Create a wish list

What should you do?

[ Create a vision

[ Set clear objectives

[1 Rationalise activities to focus on

(1 Plan activities/resources/budgets

[L] Determine where you/team should spend time

What you will do!

(1 Deliver what you commit to

[] Track your progress regularly

L1 Address team members individual needs

L1 Measure success and celebrate

[ Identify failure and conduct lessons learned
(L] Ensure changes are implemented effectively
1 Deal with roadblocks

How/tools End of this stage

A clear picture of today

User needs analysis

Start with organisation
strategy

Intranet Review Toolkit
Intranet Hive

Create a log of all current
activities

UooD dod

Target experts & loud mouths
Use your contacts

ILF members and website
Utilise a creative space

Uood

Concrete & committed plans

Intranet concept examples
S.M.A.R.T.

6x2 methodology

Utilise skills of a good pm
Strategic/operational/projects

Uoodd

Chunk the work

Use the power of Wed
meetings

One on one

Individual and group

Assess impact on staff / pilot

[ REPLAN or use sponsors
influence
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when the intranet is your ‘baby’ but not im-
possible.

Before commencing the assessment you will
need to determine the format you will
present the assessment results in. For a large
organisation this may be a PowerPoint pres-
entation that can be used in briefings. In oth-
er organisations a one-page summary or a
report may be more appropriate.

At the end of this step you will have a clear
picture of where you are today.

Step B: Brainstorm

Bring along all the results from Step A. This
step is all about creating a wish list of poten-
tial improvements for the intranet. Be sure to
gather additional ideas, suggestions and
whinges from all areas of the organisation.

|deas need to be specific and
measurable

At all times manage the expectations of staff.
Provide feedback and explain all ideas will
be collected and then pooled together for re-
view against business criteria.

Key concepts: What could you do?

At this step you need to explore all possible
options:

» gather ‘blue sky’ feedback from others

* identify business units with likely
challenges

e research other intranets

e create a wish list

How to and tips

The key for this stage is that ideas do not
need to be assessed or reviewed, however
they need to be outcome driven.

One suggestion might be ‘to improve staff di-
rectory’. Work on generating less vague solu-
tions, such as ‘expand staff directory to
include east coast refineries and source
standard information from payroll system’.

This example is specific and measurable,
with results that can be easily determined.

Wish lists can be gathered in a variety of
ways:

* Take along the mammoth to-do list for
the intranet

* Use personal networks (or make use of
someone who has a network)

» Seek out individual stakeholders such as
management, IT, communications and
marketing

* Review all suggestions made through
intranet feedback forms

* Assess any relevant help desk calls

¢ Review results of research into staff
needs

* Conduct some brainstorming sessions,
making sure to target the experts and
loud mouths

Short sessions are the most effective for
brainstorming. Keep the energy levels in the
room up. Consider using an independent fa-
cilitator for the sessions if the skills cannot
be found in the team.

A useful guide on brainstorming techniques:

www.effectivemeetings.com/teams/
participation/brainstorming.asp

CSL, a large pharmaceutical firm, used its
long and very slow canteen lines as an ideal
way to gather feedback while staff were
waiting in line. Do you have a similar oppor-
tunity in your organisation? As you go, build
up a visual display of the ideas near your
workspace. This is an excellent way to build
on ideas, create momentum for change and
make the ideas come alive. It also makes a
great talking point for any staff visiting the
intranet team.

Rationalise the activities to
focus on in the next 6 months

Before moving to the next stage remove du-
plications and collate the suggestions, possi-
bly in a spreadsheet. If there are a large
number of suggestions, group the sugges-
tions by business need or areas of the intran-

ABCD for intranets » Page 4
© Copyright 2008, Step Two Designs Pty Ltd » www.steptwo.com.au



et. This can be a fun exercise to do with the
intranet team and can encourage buy-in to
the process.

This wish list is now ready for the next step.

Step C: Consolidate

This is the riskiest stage. You are going to
take your wish list and turn it into a plan.
Hard and practical decisions have to be
made.

Key concepts: what should you do?

At this step you need to decide and plan
which activities you will do. Here’s how to
go about it.

¢ (reate a vision
e Set clear objectives
e Rationalise activities to focus on

* Create a plan including activities/
resources/budgets

* Determine where time should be spent

How to and tips

A very effective way to improve the out-
comes at this stage is to enlist the skills of a
good project manager, someone who knows
the organisation and has a track record of
setting achievable time frames.

The key concepts are each supported by
proven tools:

* Create a vision
(www.steptwo.com.au/papers/
kmc_intranetconcept/index.html)

* Set clear SMART objectives
(Specific, Measurable, Achievable,
Realistic, Timely)

¢ Rationalise activities to focus on
(6x2 methodology)

¢ Determine where the intranet team will
spend their time

At this stage the vision and objectives can be
set by one person or a core group of people.

Keep a keen eye on linking to organisational
strategy.

For this task carefully consider who you
should involve. Remember that some people
from the brainstorming stage will have vest-
ed interests in their own suggestions.

Then when rationalising the activities use
the tried and tested 6x2 methodology:

www.steptwo.com.au/papers/kmc_6x2
The 6x2 methodology focuses on utilising:

* criteria — your reasons for improving the
intranet

* constraints — what can restrict your
ability to deliver

Each possible activity is then run through
the criteria and constraints. This process
will cut your long brainstorm list down and
identify activities that are both doable and
worth doing. This prioritised wish list can
then be turned into a project plan or work
schedule.

Now comes an even harder step, where a
good project manager will be most useful -
planning the activities, resources and budg-
ets. The method you choose may depend on
your organisation, but in any case you will
need to clearly specify deliverables, dates
and resources.

Good project management skills

are one of the keys to success

Generally a plan for six months is effective.
Twelve months can be too long and the or-
ganisation inevitably will change in that
time period. Three months can be too short
to achieve significant improvements. The
important point here is to take an iterative
approach to evolving your intranet.

Remember that the team still needs to Tun'
the intranet, while improving its effective-
ness. At the planning stage, the team's avail-
ability for the project needs to be factored in.

A good rule of thumb for the total intranet
resources is:

* 30% effort on day-to-day maintenance
*  40% for projects and new initiatives

* 20% managing relationships with staff
and stakeholders

This is true even for a team of one. At the
end of this stage you will have concrete and
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committed plans for delivery. Do not fall
into the trap of trying to do everything. Tar-
get achievable solutions that will make your
intranet more useful and usable.

Resist the urge to roll several activities, con-
straints or objectives together to get more on
the first list. This will limit the effectiveness
of your planning.

Step D: Deliver

This step is where you build trust, credibili-
ty and momentum for the intranet by actual-
ly implementing something that provides
tangible and visible benefits to staff.

Rationalise the activities to

focus on in the next six months

Adopting a user-centred design approach is
the best way to ensure the improvements are
both usable and used by staff. Staff do not
have the time or inclination to figure out
how you think, they just want to do their job.
Key concepts: What you will do!

In our experience these are the key factors
for intranet teams delivering something
worldwide:

* deliver what you commit to

* track your progress regularly

* address team members’ individual needs
* measure success and celebrate

* identify failure and examine lessons
learned

* ensure changes are implemented
effectively

¢ deal with roadblocks

How to and tips

Managing the delivery stage is a black art
that is more than making sure work gets
done correctly and on time. The delivery
stage involves leading everyone involved on
the path to a more effective intranet.

Drawing on his experience leading software
teams at Microsoft, Scott Berkun has written
an excellent resource Making Things Hap-
pen: Mastering Project Management (ISBN
0596517718).

Some of our other tips include:
* Track your progress

Regularly use the power of Wednesday
meetings. These are designed to keep the
project momentum by allowing enough
time each week for tasks to have been
completed, and they also take place early
enough in the week to give others time to
catch up on their tasks.

¢ Assess team members’ individual needs

Most people will work their best when
tasks align to their own needs. Do they
want to learn that new bit of technology,
visit state offices, or ensure they stay do-
ing the same type of work? Understand-
ing your team members’ needs is crucial
at the delivery stage.

¢ Measure success and celebrate

There is nothing more disheartening than
finishing something and getting more
work to do. A small amount of encourage-
ment goes a long way.

Deliver what you commit to

* Identify failure and examine lessons
learned for improvement

There will always be something that does
not go to plan. The key is to identify these
situations early, accept them and then
move on with replanning. Ensure chang-
es are implemented effectively.

Success is dependent on understanding
the environment. Changes to the intranet
will not in themselves result in changes
to working practices. Success depends on
operating within the organisation’s cul-
ture and working practices.
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¢ Deal with roadblocks

Roadblocks are inevitable, from projects
that get a higher priority to stroppy man-
agers and difficult people. Many intranet
managers are just worn out by this. So
take a moment to dispassionately assess
the roadblock, and try reviewing the situ-
ation with another person who is not re-
lated to the project. By communicating
the problem, the emotion can be taken
out and it often becomes clearer what the
true issue is. Then action can be decided
upon.

* Deliver what you commit to

This cannot be repeated often enough.
Don’t promise the world and deliver ex-
cuses. Commit to realistic targets and
achieve them. Each time you deliver,
your credibility and that of the intranet is
improved substantially. Whatever you do
don't over-promise and under-deliver.

Test that your messages are
being heard

Clear and effective communication

The importance of clear and effective com-
munication is often stated, yet teams rarely
move beyond blanket emails or updates on
the home page.

At each step of the process you will need to
communicate with:

* key stakeholders

* authoring community
o staff

* management

Carefully consider the right approach for
each type of person at each stage of the
project.

JA
More articles!

Find out when new papers are published:
www.steptwo.com.au/papers/subscribe

Ideas

Think beyond your usual methods and con-
sider some options that are timely and in
bite-sized chunks:

* SMS messages

* phone messages

* weekly elevator pitch

* presenting at other teams’ meetings
* ‘TQM bubble up methods’

» fridge magnet updates in tea rooms

Test that your messages are being heard by
checking for understanding with some of
your audience.

Summary

L1 Assess —where are you at today?
Create a clear picture of where you are now
1 Brainstorm — What could you do?
Collate a wish list for the intranet
1 Consolidate — What could you do?
Determine concrete and committed plans
1 Deliver — What you will do!
Deliver what you say you will and continue the
journey of an ever-evolving intranet

All intranets are on a never-ending journey.
To ensure this journey is productive for your
organisation you need to determine an effec-
tive path to follow. ABCD for intranets is
specifically designed to work at any stage in
an intranet’s life.

It is essential that the outputs from each
stage are completed, and that steps are not
skipped.

To repeat the process, start again at Assess.
This allows you to make a fresh, unbiased
evaluation of the intranet and start to move
forward again.

Communication with stakeholders, authors,
staff and management throughout the whole
process will be crucial to success.

Did you like this article?

Send your thoughts and feedback to:
catherine@steptwo.com.au
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