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INTRANET PLANNING & GOVERNANCE
From Strategy to Content Management
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TOBY WARD
Founder, Prescient Digital Media
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ASSESS PLAN DESIGN RUN BUILD

Everything required to go redesign and launch; from concept to live. We plan it all, and work with your internal teams to deliver.

Concept to Live
Complete Solution
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Clients
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From Concept to Live
End-to-End Services

• User experience design
• Information architecture

• Dynamic wireframes
• Navigation flows

• Taxonomies

Design

• Stakeholder engagement
• Constituent analysis

• Focus groups
• User surveys

• Content analysis
• Technical ecosystem 

assessment

Assessment

• Development
• Configuration

• Integration
• Content migration
• Desktop, mobile. 

• Technology agnostic.
• Expertise in SharePoint

Implementation

• Strategic plan
• Solution roadmap
• Engagement plan

• Governance model
• Content management plan

• Social/collaboration strategy
• Technical architecture

Planning

• Content creation
• Operations management

• Change management
• Solution product 

management
• Analytics

• Search optimization.

Operations

Listen. Understand. Deliver.
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7The Digital Workplace
It's people and process, not merely technology

Every intranet must have a 
strategy with measurable goals

Planning

A detailed & documented 
ownership & management model

Governance

Content is king, and what people 
seek and need

Content
The digital glue that binds 

together the digital workplace

Search

Technology is an enabler, not an 
outcome

Technology

Adequate staffing, budget, and 
change management

Resources
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8Digital Transformation
People, process, technology

Process
Governance, policies, 
processes

Technology
Technology is an enabler 
and supports people and 
processes, not vice versa

People
Transformation begins 
with people, and engages 
at all levels, all the time
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9The Intranet Gateway
Gateway to the Digital Workplace

CRMSocialRMS

Shared 
Drives

DAM

Email

eNewsletter eMarketing

Website

Extranet

ERP

Intranet
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• “The	search	engine	sucks.”
• “I	can’t	find	anything.”
• “I	just	use	email.”

Typical Intranet 10
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Think About… 2

• Does everyone know who owns the intranet?
• Do you have detailed content policies?
• Do you have detailed job descriptions for content creators/publishers?
• Does all content have an expiry date?
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Process, Not A Project
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13Methodology
The First Dedicated Intranet Methodology
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14Assessment

Review, analyze and score 
leading intranets versus yours

Benchmarking
Understand, document, analyze 
executive & staff requirements

Business Requirements

Detailed analysis of all findings 
and a host (100+ on avg.) of 
recommendations 

Findings & Recommendations
Understand, document, analyze 
employee requirements

User Requirements

Research and analyze 
appropriateness & readiness for social

Collaboration readiness
Review, analyze, score more than 
400 intranet attributes

Heuristic Assessment

Document the current state & future need
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15Strategic & Heuristic Scorecard
Comprehensive scoring of 400+ attributes

Our complete, proprietary Strategic & Heuristic Intranet 
Scorecard analyzes, documents and scores more than 400+ 

intranet attributes and produces a final, overall score out of 10. 

This ’expert’ quantitative scorecard can be used as a baseline 
KPI for tracking future performance, and/ or a baseline for 

benchmarking other leading intranets (gap analysis).

4.5 / 10

2

4

6

10

8

4.5
Design & UX

3.6
IA & Usability

7
Content

2.9
Planning

6
Search

4.8
Overall
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16User Research
Surveys, Focus Groups, Usability Testing
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17Focus Groups
Story telling, content priorities, design concepts

Scrolling? Social?
Technology

What are most used, missing?
Tools

Preferred navigation: search vs 
clicking vs site map vs index

Navigation
How much color vs white space?
Design

What should be on the home 
page vs internal?

Layout
What do people want, expect?
Content



©2018 Prescient Digital Media. All Rights Reserved.



©2018 Prescient Digital Media. All Rights Reserved.



©2018 Prescient Digital Media. All Rights Reserved.



©2018 Prescient Digital Media. All Rights Reserved.

Trends	in	employee	engagement

More listening, less sending 

Measurement translated into action - fast

More peer to peer, not just top down

More personalization

More visuals and video. Less text.

Focus on remote work
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22Benchmarking
Detailed benchmarking of 2-3 intranets; or best practices review of up 5 intranets
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23Business Requirements
Six to Twelve Management Interviews

Strengths
What works well, what should be 
kept, and enhanced

Weaknesses
What works poorly, and should be 
eliminated or completely redesigned

Opportunities
Biggest opportunities for improvement 
and focus in the next iteration

Threats
Those threats or barriers to success 
that must be directly addressedTO

WS
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24Business Requirements Analysis
6-12 Stakeholder Interviews



©2018 Prescient Digital Media. All Rights Reserved.

25

STAKEHOLDERS

INTRANET OWNERS 
& MANAGEMENT

EMPLOYEES

THE TARGET 
AUDIENCE

Formal Scoring
Rating scores

5.83.5

EXPERT

PRESCIENT’S 
FORMAL SCORING

3.8
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26Key Findings Report
Gap Analysis, Findings, Recommendations
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27Planning

Detailed plan for the form, function 
and application of new solution

Functional Planning
Create & document ownership & 
management model & policies

Governance

From information architecture to 
wireframes, branding, and design

User Experience
Measure and document the cost 
benefit analysis of a new solution

Business Case & ROI

Determine the type of tools and how 
they will be used & governed

Social Planning
Develop specific goals; align intranet 
with the enterprise strategy

Strategic Planning

Strategic, functional, and UX
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28Strategic Planning
Gap Analysis, Findings, Recommendations

Vision

Mission

Objectives

Goals (KPIs)

Functions (Applications) 

User Tasks (Behavior)

ScopeD
et

ai
l

Intranet Planning Pyramid      © 2011 – 2019 Prescient Digital Media
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29Goals & Objectives
Mapping intranet goals & objectives strategy

USE
GOAL

SAT
GOAL

ENG
GOAL

Decrease stale content
Objective 02

Increase FTE engagement
Objective 03

Increase employee satisfaction
Objective 01

Increase employee productivity
Objective 05

PRO
GOAL

Improve customer service
Objective 06

SVC
GOAL

Reduce operating costs
Objective 04

ROI
GOAL
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30

Unique Users

75%
Page Views

118,765
User Sat

8.2

How effectively do you feel info. is shared?     
60%

ROI

82%
Completed Transactions

778
Publishers

32
Balance in comms. between HQ & offices?

51%

Apr 2019   Digital Workplace Scorecard
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31

The intranet ownership & management model; structure including the 
ownership team, the decision-making process, roles & responsibilities, & policy.

Decision-making process for 
home real estate, new sites, etc.

Ownership & Management

Management Process
Content management to 
taxonomy to social media policy.

Policies

Committees to content owner 
roles and rules.

Roles & Responsibilities
Executive champions to content 
owner and editor(s).

Ownership Model

Governance

Ownership

PolicyManagement

Governance
Structure + Policies
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32Governance Model
Hybrid, collaborative model
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33Content Management

Review, refresh and retiring old 
content

Managing
Define & document the necessary 
policies including taxonomy

Policies

Publishing requisites and process
Publishing

Define & document the relevant 
types of content & templates

Types & Templates

Content creation and 
management

Creating
Define roles and responsibilities 
for all involved with content

Roles & Responsibilities

Content Management Planning
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Meet	weekly	to	review	
editorial	calendar.

Use	tools	like	Trello	for	
planning	content.

• Align	on	national	and	
local	messaging	and	
newsletter	content	
to	avoid	duplication.

Content	
planning
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• Shift	in	how	news	is	
disseminated;	news	
originates	on	CoxOne.

• What’s	trending	on	
CoxOne:	newsletters	
recap	select	content	
already	published	on	
the	site.

CoxOne:	The	
source	of	truth
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Tracking	content	engagements		

• Analytics	tools	provide	
insights	into	employee	
engagements.	

• Site	admins	track	
engagements	and	
refine	content	
accordingly.

• Key	reports	include	
search	behaviors	and	
homepage	featured	
news	clicks.	

Adobe 
Analytics

Engagements 
Dashboard
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Three News Tiers

Blended content based on 
personalization
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41Content Management Plan
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42Business Planning

The anticipated cost of 
implementing the planned solution

Cost
The strategic and functional plans
Plans

The estimated, expected return 
on investment of the solution

ROI
The roadmap outlining the 
planned solution

Future State

The anticipated benefits of 
implementing the planned solution

Benefits
A review of the full requirements 
for the anticipated solution

Requirements

Cost & Benefits
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43Business Plan 
Cost benefit analysis, ROI, aligning plan with business goals
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44Phased Road Map
Think Big, Start Pragmatically, Scale Exponentially

§ Strategic capabilities 
§ Establish governance and operational 

structure
§ Initial iteration of an Enterprise User 

Experience
§ Reliable, scalable technical foundation

§ Add role-based views 

§ Add functional content, applications, 
social / collaboration, etc.

§ Extend coverage across additional 
geographies

Operational Value

Extended 
Strategic Value

R1 Foundational Investment

En
te

rp
ris

e 
Va

lu
e

R2 Expaned Investment

R3 Realized Investment

Establish Enterprise User 
Experience with core 
content

Expanded “views” focused 
on LOBs, Functions, etc.

Realize Enterprise Experience
§ Consistent enterprise-wide experience

§ Cross LOB & COE knowledge sharing 
and collaboration 

§ Capabilities extended for components 
deployed in earlier releases  --

§ Personalization & customization

Expand by constituent groups

Time

Release 2.0, 2.1, 2.2+ Release 3.0, 3.1, 3.2+Release 1.0, 1.1, 1.2+
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Governance
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Process, Not A Project
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Executive Champion

47
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• C-level	executive
• Budget
• The	champion	should	have	power	and	influence
• Understands	the	value	of	the	intranet	&	the	potential
• Only	attend	an	occasional	meeting

The Champion
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• C-level	executive
• The	champion	should	have	power	and	influence
• Understands	the	value	of	the	website	&	the	potential
• Needs	to	be	involved,	but	not	on	a	day-to-day	basis
• Only	attend	an	occasional	meeting

The Key to Intranet Success 4
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• What	does	your	organization	value?
• Success	is	more	than	dollars

• Customer	/	employee	satisfaction
• User	productivity
• Awareness	/	Message	retention

• ROI	is	more	than	just	hard	cost	savings
• Productivity	benefits
• Time	to	market

Talk The Talk 51
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Governance Model

52



©2018 Prescient Digital Media. All Rights Reserved.

• Decentralized	(most	common	in	larger	orgs.)
• No	single	owner
• Driven	by	policies	and	guidelines
• Organic	growth,	often	leads	to	site	sprawl

• Centralized	(more	common	in	small	orgs.)
• Single	owner	(usually	department)
• Bureaucratic
• Highly	controlled

Traditional Governance 53



©2018 Prescient Digital Media. All Rights Reserved.

• Collaborative	/	Federated
• Steering	Committee	/	Council
• Decentralized	content	ownership;	centralized	platform
• Bureaucratic

• Centralized	Hybrid
• Single	owner	(usually	department)
• Bureaucratic
• Centrally	controlled

Modern Governance 18
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Editor-in-Chief
(Director of Communications)

Editorial Committee 
(Content Owners)

Communications 
Committee

Development 
Committee

Finance 

Operations

• Planned Giving
• Annual Fundraising 
• Major Giving
• Operations

Communications

IT

• Depts

Content Authors

• Depts

Intranet Council
(Internal & External Participation)

Collaborative
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• Champions:	Chief	Operating	Officer,	CIO
• Owner:	SVP,	Internal	Communications
• Steering	Committee	(10):	

• Representation	from:	IT,	HR,	Internal	Communications,	Europe,	USA,	
UK

• Members	must	be	representative	of	the	global	organization	
• Editor-in-Chief:	Employee	Communications

Typical Structure 20
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Centralized, Hybrid Governance
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Content Area Owners

Editor in Chief Intranet Advisory 
Council

Intranet OwnerIT Support 

Government 
Services

DiversityHealthcare 
Services/
Laundry

Finance

Education
Market

Corporate
Services

Key 
Geographies

Co-Champions 

Steering Committee

HR
Supply 

Management

Marketing

IS&T

Communications

Centralized,	Hybrid

Content Contributors
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Centralized Hybrid 21
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Sample	structure	– Centralized	Hybrid

• Champions:	Chief	Operating	Officer,	CIO
• Owner:	SVP,	Internal	Communications
• Steering	Committee:	

• Representation	from:	IT,	HR,	Internal	Communications,	Europe,	
USA,	UK

• Members	must	be	representative	of	the	global	organization	
• Editor-in-Chief:	Employee	Communications
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Day-to-day	Management

• Home	page,	corporate	content	&	news	owned	by	Editor-In-Chief	
• Training	of	the	content	owners	done	by	IT
• Content	owners	adhere	to	standardization	policy	and	ensure	their	
content	is:

• Up	to	date
• Written	in	web	format
• Appropriate	for	their	target	audience
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Champions		

• Champions	will	participate	in:
• Supporting	owner	and	committee
• Representing	intranet	to	senior	executive
• Source	of	funding
• Trouble-shooting	and	conflict	resolution
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Owner	

• Maintains	the	intranet	vision	&	mandate
• Manages	policy	development
• Approves	project	prioritization
• Monitors	performance	against	objectives
• Allocates	resources	and	budgets
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Intranet	Steering	Committee

• Chaired	by	Intranet	Owner
• Includes	HR,	IT,	Comms,	and	sometimes	divisional	representatives	
• Brings	insight	from	the	whole	organization
• Discusses	policy,	evolution	of	site	and	drives	future	enhancements
• Provides	input,	reviews	and	signs	off	on	plans	&	policies
• Troubleshooting
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Policies
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Standards	&	Policies

Critical	Necessity:	explicitly	defined	and	documented	standards	&	polices	to:
• create	a	uniform	user	experience
• protect	and	secure	information	and	intellectual	property
• contain	sprawl	and	reduce	associated	costs
• ensure	accuracy	and	consistency	of	content
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Policies

• Editorial	policy	defining:
• Content	types:	front-page	news	vs.	static	content
• How	content	is	developed,	formatted,	presented
• Limitations	on	technical	and	graphic	elements
• Roles	and	responsibilities	of	publishers,	editor	etc.	

• Standardization	Policy
• Compliance	details	for	platform,	templates	and	style	guide

• Email	Usage	Guidelines	&	Policy
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Taxonomy

• Editor-in-Chief	to	implement	a	complete	corporate	taxonomy	guided	by	
business	and	function	need	for:

• storing,	cataloguing	and	‘tagging’	content
• A	taxonomy	‘rule	book’	in	tandem	with	a	new	Content	Management	
System	will	ensure	effective	meta	tagging	and	content	categorization	by	all	
publishers
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SharePoint Considerations
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80%
Med-Large size Organizations

50%  To power 
main intranet or 
portal

55%  For social 
media

SharePoint Adoption
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Sprawl
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Team Sites at BT
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1. Request	a	Team	Site
2. Learn	“When”	&	“What”	to	use	a	team	site	for
3. Read	the	Quick	Reference	Guide	
4. Review	the	Team	Site	user	guidelines
5. Checklist	for	establishing	a	new	site
6. Enroll	in	a	Team	Site	workshop
7. Watch	a	Team	Site	video	tutorial
8. Follow	a	Team	Site	user	tour

Source: Intranet Innovation Awards / Transfield Services, Step Two

Team Sites @ Transfield
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57%
Have augmented SharePoint with additional products such as 

Lumapps, Interact, Workgrid, Nintex, et.c

Gartner, “SharePoint Adoption,” 2011

3rd Party Applications
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• Executive	champion
• Detailed	model,	with	roles	and	responsibilities
• Forced	keywords,	and	expiry	controls
• No	anonymous	content
• Strong	policies	for	use,	content	creation,	collaboration

Top 5 Keys to Governance 77
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Intranet Team Responsibilities
Role Responsibilities

Corporate Core Team Provide governance and program management

Online Content Managers Oversee the daily running of the intranet and activities: 
• Publish approvals (where required)

• Upload corporate collateral
• Train and support content owners

Content Owners • Update content and ensure consistency 
• Can delegate some part of the updates or changes to 

other members of the team/department by making 
them editors 

NCR Governance 23
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!

Content Templates 24
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Mandatory Keywords
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No Anonymous
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• Editorial	policy	defining:
• Content	types:	front-page	news	vs.	static	content
• How	content	is	developed,	formatted,	presented
• Limitations	on	technical	and	graphic	elements
• Roles	and	responsibilities	of	publishers,	editor	etc.	

• Standardization	Policy
• Compliance	details	for	platform,	templates	and	style	guide

• Email	Usage	Guidelines	&	Policy
• Taxonomy	(Managed	Term	Store)

Policies 27
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Business Goals 87



©2018 Prescient Digital Media. All Rights Reserved.

Consolidation of Multiple Intranets
Many Sites Around The World

88
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Governance Is Key 89
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90

User-Centric Design
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91

Infrequent user; strategy 

&  sales; engagement

EXECUTIVE
Mod-Heavy user; heavily 

focused on data mining & 

reporting

ACCOUNTANT
Heavy user; finance & 

HR task-based

ADMIN

Moderate user; customer 

data focused; search and 

navigation

CSR
Sporadic user; focused 

on marketing & sales 

tools; role-centered

SALES REP
In frequent user; HR 

related & comp tools

STORE CLERK

Personas
Segmenting Employee Population by Role
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Andrea

Tools PoliciesFormsFiles DataTeam Name NavigationSearch

Kimberly
Diego

Peter

Jessi
Joe

Personas
Segmenting by role & priorities
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93Persona Segmentation
Data driven personas

43%
Neutral

17%
Good 36%

Poor

45%
Very Poor

67%
Very Poor

27%
Poor

9%
Good

8%
Very Good

19%
Neutral

23%
Neutral / Negative

Sales12%
Very Good

Retail Clerk
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94Information Architecture
Content categorization & navigation flows
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95Wireframes
Spatial layouts and flows
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96User Experience Flows
Persona driven navigation paths
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97

• Brand guidelines
• Color palette
• Font types, sizes, headers, etc
• Use of images / icons
• Technical parameters / limitations

Design Brief
Design rules & guidelines
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98Branding
Aligning & supporting corporate brand
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Questions

101
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Intranet Insight Newsletter
PrescientDigital.com

102
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103
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IntranetGlobalForum.com
Virtual or New York, City - April 2022

104
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www.PrescientDigital.com 416.926.8800 toby@prescientdigital.com


