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Web Improvement Project: Preliminary Business Case 

Aims of Preliminary Business Case 

This preliminary business case is intended to update the University Executive 
Committee on progress to-date with the Web Improvement Project. It provides a 
summary of work already completed, and requests feedback from UEC on a number 
of priorities, models and questions to inform the development of a full business case.    

Next steps 

Feedback on this preliminary business case will allow the Web Improvement Project 
to continue scoping and recommending a range of potential solutions for 
improvements to the University web presence. These solutions will form the basis of 
the full business case which will be submitted to UEC in March.    

UEC feedback requested on: 

Section 6.1: Approval of the 5 key priorities to drive the options appraisal 

Section 6.2.1: Approval of the prioritisation of web components 

Section 6.3: Feedback on the Web Architecture options  

Section 6.4: Decision on the recommended option and/or which of the three options 
for project scope UEC wishes the Project Board to consider further. 
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UEC  - University Executive Committee 

Platform - The software that the component is built on (e.g. CMS) 

Architecture - The services and components as a whole entity (i.e. the web 
architecture would consist of each component captured in section 6.2 

duo - Durham University Online, the University’s Virtual Learning 
Environment (VLE) 

CMS  - Content Management System 

Extranet - An interface to the Intranet for an external audience 
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1.0  Executive Summary 

The Web Improvement Project (WIP) will address Durham University’s web presence 
as a whole and design and implement an architecture that supports our current 
needs and allows us to flexibly meet future requirements. It will enhance the 
University’s profile and improve the experiences of our students, staff and partners in 
their work and study.  

This Business Case sets out; the business justification for this project, the fit to 
University strategy, the key considerations and option available together with a 
recommended option for UEC’s consideration. Note that this is an interim document, 
with the final draft to be presented for approval during the Annual Planning round. 

2.0  Project Sponsor 

Seth Kunin, Pro Vice-Chancellor (Arts & Humanities) 

3.0  Project Proposer 

Carolyn Fowler, Registrar & Secretary 

4.0  Project Description 

4.1  Project Background 

Our web presence urgently needs to change and develop to meet the expectations of 
current and future stakeholders, ensuring it reflects our status as a University of and 
for the world. This view is widely supported by staff, students and independent 
research. 

The digital environment is continuously evolving, and with it both the way 
organisations do business online and the expectations of users. In particular, 
progress is rapid in social networking and mobile access. 

A wide-ranging and sustained transformation of our web presence is required; 
encompassing the tools we use, the way in which we present ourselves to and 
engage with all our audiences, and the way in which we manage and monitor this 
information. This work is being progressed as the Web Improvement Project (WIP). 

However, this transformation is particularly challenging given the high level of 
customisation to, and dependence upon our existing services and the support teams 
in place. In particular the core Content Management System (CMS), our core 
website, performs a plethora of functions and roles which will require a major 
exercise, and considerable staff resource, to review and redefine. 
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4.2  The Higher Education Environment 

The project team has reviewed the current landscape in terms of how universities 
manage their web presence and particularly their websites, via both a project survey 
circulated via JISC1 and drawing upon data from UCISA’s2 2010 poll of HEIs. 

Data from the UCISA poll 2010 indicates that, for Content Management Systems (i.e. 
website platforms), of 100 responses: 

• 24% were ‘one-off’ (i.e. only one institution uses this particular platform) 

• 23% use Terminal 4 

• 9% use Microsoft SharePoint 

• 6% use Contensis 
Results from the UCISA poll over a three year period indicate that, while for 
outsourced provision there is a growing trend towards Terminal 4, the number of 
institutions following an in-house approach has remained stable. The results from our 
JISC survey indicate a similarly broad array of results. 

The basic picture gathered is that there is no clearly favoured approach either in 
terms of a specific platform or a particular approach towards web architecture – each 
organisation has developed their web presence to suit their individual requirements. 

4.3  Scope & Objectives 

The project will be structured around three main strands: 

• Governance & Management: reviewing and improving the way we govern 
and resource our web presence, and the internal structures and mechanisms 
in place to support that, ensuring in particular that the outcomes of this project 
are sustainable and continue to meet the needs of our various target 
audiences. 

• Technical: reviewing the existing platforms and technologies used to host our 
web presence, ensuring they are able to support future web-enabled services, 
integrate with existing systems, provide new ways of working within the 
University, and comply with regulatory and legal requirements. Technical 
solutions may be internally or externally hosted, and will be driven by horizon-
scanning to identify technologies and features to enhance and broaden the 
user experience. This strand will be informed by the other two strands. 

• Content & Design: providing an enhanced user experience by developing 
the content, design and information architecture of our web presence, 
responding to the broad range of needs of our various audiences.  

                                                 

1 Joint Information Systems Committee 
2 University & Colleges Information Systems Association 
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Key deliverables: 

• Re-structure and segregate our web presence into identified audiences and 
contexts, leading to improved navigation, consistency and content relevancy 
(i.e. separate areas for different internal and external audiences). 

• Improve website design in terms of visual appearance, device support and 
targeted content   

• Further development of our externally facing web presence beyond that 
hosted uniquely by Durham University to leverage new opportunities (e.g. 
iTunesU, social media) for engagement with audiences. 

• Technical integration with back office applications to provide more web-
enabled services. 

• Improvements to security and compliance. 

• The provision of agile technology which will be responsive to new 
developments and possibilities. 

• Establishing clear and suitable ongoing support for our full web presence 
Key considerations: 

• The project will consider both the internal and external audiences of the 
University’s web presence. The immediate priority will be improvements for 
the latter (although it is acknowledged that some preliminary work may be 
needed on the location and organisation of our internal content in order to 
improve our external web presence). 

• The project will not review the role of duo as the University’s Virtual Learning 
Environment.  

• The key University teams involved in this activity are working at capacity and 
additional staff resource will be a requirement of this project. The project will 
need to consider and scope the resource requirements carefully. 

• The current portfolio of IT projects is extensive and project activity arising 
must be planned and scheduled with full consideration of this 

• The project will use the user-research carried out to date as a foundation for 
planning. 

• The project should not prevent interim web enhancements from progressing, 
although the project team will prioritise and schedule these.  

• The project will inform, and be informed by, the Security Hardening Project 
which is delivering web security enhancements which will support and 
underpin future web developments. 
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4.4  Process 

Determining the direction in which Durham University plans and develops its web 
presence is a major decision which must encompass: the variety of web channels 
used by the organisation; the current requirements and future preparedness for web 
presence and technology; suitable long-term governance and support; and the need 
to act swiftly (given the fast changing nature of web technologies and increasing user 
expectation).  

To ensure that the correct approach is taken, the WIP is implementing the Gartner 
recommended ‘8 Step Web Content Management Solution Vendor Shortlist’. This 
approach puts the emphasis on strategic considerations, and will form the basis for 
determining requirements and options.  

 

8 STEP WEB CONTENT MANAGEMENT SOLUTION VENDOR SHORTLIST3 
 

NB: Step 8: Vendor Shortlist – this is the term defined within the Gartner model. 
Within the Durham University context, this step will be ‘Provider Shortlist’ and 
selection of Provider(s) is to include ‘in-house’ as an option. 

The content of this business case contains the data developed under this process to 
date and outlines the options available to the University. 

                                                 

3 Source: Tactical Guidelines for Narrowing Your Choices When Evaluating WCM Vendors, 
Gartner Research ID Number: G00163788 
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Following options appraisal and full Business Case approval, implementation will 
commence.  

5.0  Strategic Fit 

The Project Board has carried out a comprehensive benefits analysis and mapping 
exercise. These benefits are arranged into End benefits (key high level benefits) and 
Benefits (more specific benefits that are linked to one or more End Benefits). Project 
benefits are aligned to University Strategy 2010-2020: 



 

Reference:   Page 11 of 20 

Version: 

ID University Strategy 2010-2020 End Benefit Benefit

III. A World University, Aim 2: To develop high-quality 
international partnerships, networks and collaborations in 
all areas of activity

Wider web presence to include social 
media (e.g. Facebook)

Web content conveys and communicates 
University brand

Accessible to users whose first language 
is not English

Active communication tool

Progressive tailored content for multiple 
audiences

IV. Community & Place, Aim 1: To provide an equitable 
and supportive environment which ensures that all our staff 
and students contribute effectively to our communities, 
that excellence is valued and in which a collegial ethos 
enables everyone to realise their full potential

Enhanced sense of belonging and 
community

Use of personalisation

Use of self-service
Better, intuitive web content, structure and 
architecture
Improved user navigation

Improved student experience

Improved governance
Delivery of efficiency savings
Improved consistency
Quality assurance
More accountability
Supportable by CIS
Enterprise architecture
Enhanced management and usability for 
content editors
Consolidate University web presence 
(externally hosted sites)
Clear plan for ongoing web developments
Straight-forward way to meet compliance
Improved accessibility

More interactive content

Collaborative tool
Real focus on ease of use
Device aware
Better experience for all - phone, monitors 
etc

I. Research, Aim 3: To shape and respond to 
international, national and local research agendas

Social networking

Proactive approach to engage with all 
social media channels

Interoperability with web channels

Progressive enhancements

Clarity of roles for different web channels

Secure staff intranet

Improved document management

Controlled environment

V. Sustainability, Aim 1: To be a socially-responsible 
institution, working with partners to enhance economic 
and social development internationally, nationally and 
locally

V. Sustainability, Aim 3: To ensure the long-term 
financial sustainability of the University

II. Education, Aim 3: To ensure a diverse and 
international student experience

V. Sustainability, Aim 2: To be an environmentally 
responsible organisation, minimising our environmental 
impact and promoting environmental sustainability 
throughout the University

V. Sustainability, Aim 3: To ensure the long-term 
financial sustainability of the University

II. Education, Aim 2: To provide our students with 
outstanding and distinctive opportunities for personal 
development, ensuring future success and employability

IV. Community & Place, Aim 2: To provide leadership, in 
partnership with local and regional bodies, in order to 
ensure that Durham University and its environs continue to 
develop as places where the best staff and students want 
to come to live, work and study

I. Research, Aim 3: To shape and respond to 
international, national and local research agendas

6 Flexible and agile to 
emerging technologies

Improved security7

IV. Community & Place, Aim 2: To provide leadership, in 
partnership with local and regional bodies, in order to 
ensure that Durham University and its environs continue to 
develop as places where the best staff and students want 
to come to live, work and study

Enhanced user experience3

4 Managed sustainable web 
presence

5 Enable new ways of working

Improved international & 
external profile1

Web is primary point of 
engagement (both internally 

and externally)
2

III. A World University, Aim 1: To provide a welcoming 
and supportive environment for people of all creeds, 
cultures and nationalities, recognising the importance of 
diversity in ideas and education while respecting our 
traditional strengths

II. Education, Aim 2: To provide our students with 
outstanding and distinctive opportunities for personal 
development, ensuring future success and employability



 

  

 

6.0  Options Appraisal & Preferred Option 

6.1  Priorities 

In addition to the strategic benefits, the Gartner process recommends that the 
organisation sets out key priorities that must be considered as the key driving factors 
in options appraisal (see Gartner model, step 7). These have been identified as: 

• Sustainability (current and future – allowing scope for ongoing support, 
change and development) 

• Time: requirement for rapid change 

• Functionality (i.e. what functions do we need to gain, what are we willing to 
lose) 

• Security 

• Value (both financial and in terms of user impact) 

6.2  Web Presence 

It is proposed that the University’s future web presence consist of the following 
components: 

Component   Role  Priority4 

Intranet Staff Internal user intranet, central resource for staff and 
students in managing day-to-day work, document 
management, communication and collaboration. 
Extranet access for users outside of University 

2 Student 

Extranet 

VLE (Virtual Learning 
Environment) 

Learning & teaching resource for students and 
academic staff. This is currently duo and the project 
will not consider any change in this area. 

6 

CRM (Customer 
Relationship 
Management) 

Relationship management tool to aid the co-
ordination, recording and evaluation of effective 2-
way communication with different audiences. 

5 

WCM (Web Content 
Management) 

Web content management system to provide admin 
tools for corporate website authoring, web 
applications, eCommerce and customer 
communication (currently CMS). This provides the 
externally-facing corporate website 

1 

Social Aggregation, monitoring, management and 
population of social media channels  3 

Data Integration Integration with both internal business systems and 4 

                                                 

4 Priority to implement this component, set against other components within the proposed 
architecture 
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1 API The API will provide the key interface that ‘knits together’ all 
components of our web presence, providing both an efficient 
means of integrating systems and a method by which 
components (both in-house and outsourced) can be easily 
changed in the future. This approach is a core element of the 
CIS Strategy to develop an Enterprise Architecture. 

2 Intranet Provision of an intranet to support staff, students and external 
users is key in providing functionality allowing users to work 
more efficiently, with targeted content and features 

3 Social Enhanced strategic usage of social media, ensuring that the 
University remains abreast of current trends 

4 Data 
Integration, 
DAM, RIA 

Important web features that are already in use to an extent 
hence lower priority. Project will review these and clarify roles 
and usage.  

5 CRM A large scale activity which is currently being progressed 
externally to this project through Education Committee. Due to 
scale and stage of development, priority is lower than for the 
WCM and Intranet 

6 VLE Duo provides this function at present, the project will not consider 
any replacement, though it will consider a rationalisation of its 
use 

6.3  Web Architecture 

In determining the University’s web architecture, a number of options are available 
for the delivery of each component and examples of these are captured in the table 
below. Each will be considered individually and the optimum solution selected. 
Alongside selection of platform, content and design are to be considered. 

In house: Service is 
implemented and 
maintained by internal 
University team(s) 

Bespoke: Service custom built to suit University requirements 

Out of box: Service is purchased and used with no customisation 
– i.e. University processes are tailored to match those within the 
system 

Customised: Service is purchased and heavily customised to 
match University processes 

Outsourced: Service is 
implemented and 
maintained by an external 
company 

Bespoke: Service is custom built to suit University requirements 

Out of box: Service is purchased and used with no customisation 
– i.e. University processes are tailored to match those within the 
system 

Customised: Service is purchased and heavily customised to 



 

Reference:   Page 15 of 20 

Version: 

match University processes 

Externally hosted: Service is purchased and hosted outside of 
the Durham network by external company 

6.4  Options for Project Scope 

Following the model for Web presence as above, the following options are proposed 
for project scope – each encompasses different components which will affect the size 
and complexity of the WIP. 

 

Option 1: 
Full Web 
Presence 

In scope: Intranet, VLE, CRM, WCM, Social, Data Integration, DAM, RIA, API 

Out of scope:  

Pros: 
• Provides full web infrastructure 

that is up-to-date and future-proof 

• Opportunity to deliver genuinely 
integrated solution 

Cons: 
• High complexity 

• High cost 

• Very high resource requirement 

• Long timescale to achieve all 
objectives. Potential to delay ‘urgent’ 
elements due to requirement to plan 
wider, integrated solution 

Project will review all web components, confirming roles and implementing new 
services where required. This will be as long term activity with components 
arranged as sub-project or phases. 

Option 2: 
Web 

Functions 
& Intranet 

In scope: Intranet, WCM, Social, Data Integration, DAM, RIA, API 

Out of scope: VLE, CRM  

Pros: 
• Focus on key priority of 

improvement to external website 
and provision of intranet 

• Enhanced web features to 
improve integration and provide 
functionality to users 

• Medium timescale 

Cons: 
• Not full, integrated solution 

• CRM will either not be progressed or 
will be separate activity, creating 
potential for poor integration 

• High resource requirement 

Project will deliver key priorities of WCM and Intranet with supporting web 
functions to enable integration. VLE and CRM will not come under consideration. 

Option 3: 
External-

facing 
website & 
Intranet 

In scope: WCM, Intranet 

Out of scope: VLE, CRM, Social, Data Integration, DAM, RIA, API 

Pros: 
• Focus on key priority of 

improvement to external website 

Cons: 
• Not full, integrated solution 
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and intranet 

• Shortest timescale 

• Lowest cost 

• Lack of API will limit integration and 
security options plus future flexibility. 

• Requirement for additional resource 

Project will deliver improved WCM and Intranet but will not focus on improved 
functions and integration delivered by other web components. As such this is not a 
long-term solution. 

 

7.0  Cost/Benefit Analysis 

Costing and funding requirements to be developed. 

8.0  Risks & Assumptions 

This section sets out the key project risks and assumptions as identified by the 
Project as this stage. 

8.1  Risks 

A Project risk is something that may occur that affects the project to some extent that 
requires action to monitor and manage. The Project has carried out a workshop to 
identify risks to the project and the key current risks are identified as: 

 Impact Mitigation 

Requirement to maintain business as 
usual may affect project leading to 
delays or failure to meet milestones 

 Develop clear project resource plan and 
gain approval for resourcing. 
Approval to be sought for additional 
resource funding if required. 

Project may set unrealistic timescales 
for delivery leading to failure to achieve 
objectives 

 Develop clear project plan. 
Manage expectation for delivery through 
communications. 

The solution(s) may be selected without 
suitable consideration of benefits 
leading to failure to meet business 
needs 

 Project has developed comprehensive 
benefits register which forms the basis of 
specification planning 

Project may fail to identify and meet 
requirements of internal and external 
users leading to failure to achieve 
benefits 

 Benefit-led approach will mitigate this 
alongside work carried out to identify 
requirements to date 
Continue to consult with and report to key 
stakeholders 

Ongoing support costs for resource 
may not be considered leading to 
inadequate support for the service 
delivered by the project 

 Project will capture this requirement and 
build into funding requirements. 
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8.2  Assumptions 

A project assumption is a factor relating to the project that the project team ‘assumes’ 
will remain in a fixed state, or will change in an expected way. If this assumption is 
broken, it will have a detrimental effect on the project. By noting these assumptions, 
the project is able to test shared understanding of these factors. 

Assumption Validating Actions 
The approach to web presence approved 
by the University will be supported and 
reinforced where suitable during 
implementation 

UEC approval for approach.  

Requests for new developments to be filtered 
through the WIP Project Board. 

Project will be suitably resourced and 
funded throughout duration of activity 

Obtain University approval for project budget, 
including any staff budget and undertake resource 
planning during initiation to ensure resource 
requirements are understood and agreed. 

Monitor. 
duo remains the University’s Virtual 
Learning Environment 

Obtain conformation via UEC approval of Business 
Case 

9.0  Constraints & Dependencies 

This section sets out the key project constraints and dependencies as identified by 
the Project as this stage. 

9.1  Constraints 

A project constraint is a known factor that will limit the project in some way. The 
project will cater for these in its planning. 

Description Reason Any ongoing actions 

Time It is agreed that rapid change is 
required, particularly to the main 
University website. This urgency has 
potential to lead to poor decision 
making 

Ensure clear case is presented and 
approved via business case 

Staff Resource Current resource available is limited, 
with high requirement for business as 
usual support 

Project to request additional 
resource 

9.2  Dependencies 

A project dependency is a factor (often a separate project) upon which the project is 
dependent in some way – if the nature of this factor should change it may have a 
detrimental effect upon the project. 
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Description Reason Any ongoing actions 

Security 
Hardening 
Project (SHP) 

This project will deliver improvements 
to IT security in a number of areas 
which will affect the web 

SHP has web work stream to 
specifically address this area. 

Monitor 

Customer 
Relationship 
Management 

This activity is currently being 
progressed by Education Committee. 
If the two projects do not maintain 
close links, this may result in 
incompatible solutions  

Monitor 

Potential for CRM to be sub-project 
of WIP 

10.0  Project Governance & Management 

The project will be managed under the IT Programme Management Office’s PRIDE 
(PRINCE2 in Durham Environments) project management methodology. 
Full details of PRIDE can be found here: 
http://www.dur.ac.uk/university.it/projects/programme_management_office/  

10.1  Project Board 

The Project Board will meet on a regular basis as determined by the timescales and 
milestones of the project.  The interval between meetings will not exceed two 
months.  The Board will fulfil the role of providing overall direction and management 
of the project and will report to the IT Programme Board (ITPB). 

10.2  Project Board Personnel 

• Project Sponsor: Seth Kunin  

• Project Executive: Carolyn Fowler 

• Senior User: Mathew Guest (Chair of Web Editors’ Board) 

• Senior Supplier (Communications): Claire Croft  

• Senior Supplier (CIS): John Kelly 

10.3  Project Team 

The Project Team will meet on a regular basis as determined by the timescales and 
milestones of the project. The Team will fulfil the role of day to day project delivery 
and report to the Project Board. A project may have multiple delivery teams. 

10.4  Process Adherence 

The Project will be guided by and will follow the University processes around Annual 
Planning. 
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The Project will also be guided by and will follow the University processes around 
procurement of products and/or services. 

10.5  Project Management 

A suite of project tools will be utilised during the life of the project which can be 
summarised as follows: 

• A Project Initiation Document (PID) will be produced and signed off by the 
Project Board as part of the project approval process. 

• Project Risks and Issues will be managed by the Project Manager, who will 
ensure regular reviews occur and that appropriate action is taken with regard 
to specific issues and risks. 

• A Communication Plan will be produced, approved and adhered to in order to 
ensure that all stakeholders are kept informed of project progress. 

• A Quality Plan will be produced, approved and adhered to in order to ensure 
that the customer’s quality expectations are met. This may be as a 
standalone document or a section of the PID. 

• Project Assurance will involve peer review within the PMO and, where 
appropriate, Business Assurance Service audit. 

• A monthly Project Status Report (PSR) will be produced for review by the 
Project Board. This report will also feed into the high level project reporting for 
ITPB. 

• Project Key Performance Indicators (KPIs) will be produced to ensure that the 
governance activities described in this section are adhered to. 

• The project budget will be managed and monitored by the Project Manager, 
with spend authorised by the Project Executive.  The Project Board will be 
provided with the current budget profile at each meeting (generally via the 
PSR). 

• Once delivery of all approved project deliverables, the Project will be formally 
closed with Project Board approval of an End of Project Report.  

10.6  Outline Project timescales 

• Project Mandate approval: September 2011 

• Design specification, horizon scanning, technical options appraisal: Sept 
2011-Mar 2012 

• Business Case approval: March 2012 

• Implementation: 2012-onwards 
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11.0  Recommendation 

The Project Board recommends that Option 2 be progressed as the Web 
Improvement Project: 

Option 2: 
Web 

Functions 
& Intranet 

In scope: Intranet, WCM, Social, Data Integration, DAM, RIA, API 

Out of scope: VLE, CRM  

 
This structure will develop the key priorities of the externally-facing website and 
intranet and also develop the key foundations of our future web presence. The 
University VLE will remain as duo and the CRM will continue to be progressed as a 
separate project – however, strong links must be retained between these two 
activities.  

 


