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Abstract 

Library intranets have become environments that require flexibility, efficiency, and that enhance 

the internal communication and collaborative nature of creating and organizing the institution’s 

information. At the University of Houston Libraries, much focus had been put in the services 

used by the public, but little attention was given to the tool that every department relied on for 

quick access to their content.  Text-heavy, static web pages with poor organization and outdated 

information made the site unbearable as well as unusable. In 2008, the Libraries assembled a 

team to begin the considerable task of redesigning the intranet within Drupal, a popular open-

source content management system that would allow for interactive information sharing, user-

centered design, and collaboration in new ways. This article outlines on the overall project 

management of the intranet redesign process, including methods used for collecting staff 

feedback, evaluating existing and potential content, creating a new information architecture 

focused on departments and committees, establishing new internal communication channels, 

creating staff enthusiasm and buy-in, and training the entire library staff.  
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Introduction  

The advent of Web 2.0 and its applications in the realm of library services has brought with it a 

flurry of exciting projects, as well as many scholarly works documenting their progress. Library 

web and IT professionals everywhere have been eagerly exploring the wild frontier of open 

source development and integrating early 2.0 tools such as blogs, RSS feeds, and wikis. These 

tools aid in the process of information sharing, which is an essential part of any management 

strategy. While the concept of an intranet predates these 2.0 tools and concepts, it is still one of 

the most practical tools that libraries have today. An intranet provides an important focal point of 

internal communication and collaboration. Many libraries have been moving their intranet sites 

away from the traditional HTML design and toward content management systems (CMSs) that 

facilitate the major concepts of Web 2.0: interactive information sharing, interoperability, user-

centered design, and collaboration.  

 

So much of the subsequent writing in this area remains focused on the choice and/or benefits of a 

particular CMS, or the benefits of migrating to a more dynamic system that is easier to maintain. 

There is little focus on how the projects were implemented and shepherded to fruition. It’s all too 

easy to be excited by newly available tools and an aesthetically pleasing intranet site.  However, 

the necessity for careful planning cannot be underestimated. For this reason, during the design 

and implementation of the University of Houston Libraries new intranet site, special 

consideration was given to how the project was managed. 

The UH Libraries intranet (Image 1), as it existed prior to redesign, consisted of primarily static 

HTML pages; the collective knowledge, tools, forms, and memories of a large academic library 

were relegated to a single page of hyperlinks. There was no global navigation and search 

functionality was faulty at best.  Pages were maintained by anyone in the library, which 

compromised the control of information was organization, currency, or format. Those unfamiliar 

with HTML tended to turn Microsoft Word documents into web pages, thus negating the 

intranet's intended template and stylesheet. In addition, much of the information was greatly 

outdated.  Representation was inconsistent in that not every department and committee had an 



intranet presence. Of those that did, many had great depths of information and archives, 

sometimes more than was necessary for a functional communication tool.  Staff members within 

the library also expressed urgency in needing easier access to forms, policies, procedures, 

meeting minutes, and library news in general. As can be imagined, such a relic was the 

embarrassment of any self-respecting web developer.  This was the perfect jumping off point for 

a redesign project. 

[PLACE IMAGE 1 HERE] 

[IMAGE 1 CAPTION: UH Libraries old intranet built on static HTML pages]   

There were already many new external tools and services being utilized within the UH Libraries, 

including blogs and wikis. Library users could tag and comment on items within the blogs and 

the catalog.  Yet these tools existed apart from and outside the intranet.  It made sense that some 

of these same functions should be integrated internally as well.  With the beginnings of a project 

in mind, it became clear that determining the process would be as pivotal as identifying the right 

technology.  It is from this perspective that we assert the importance of effective project 

management as it applies to the intranet redesign process.  

Literature Review  

As previously mentioned, there is very little focus on overall project management when it comes 

to web and technology projects, particularly within the library realm. Perhaps the only directly 

applicable model comes from Darlene Fichter (2001), where she lays out the process from start 

to finish. Her discussion of learning the lessons of first-generation intranets was certainly 

appropriate for its time, and does speak to our own past experiences. However, it lacks the 

currency and perspective of post Web 2.0 achievements that inform today's process.  

Lori Wamsley (2009) provides a current exploration of library staff management, which applies 

to this project on certain levels. Her article is illustrative in focusing on maintaining engagement 

and buy-in with staff, which was a key focus of our own redesign process. The general nature of 

Wamsley's article provides an overall framework, yet lacks the technological focus that we 

sought. An even more granular approach to planning the necessary steps is presented by Lisa 

German (2009) in her take on technical services projects at Penn State. Her concept of a project 



charter, laying out all of the key components of a specific project, translates quite well into our 

own charge from library administration. It also mirrors the plan set forth by the chair of our task 

force, providing a road map by which to measure the project's success.  

Martin White (2007) presents a succinct argument that directly addresses the topic at hand. His 

writing concurs with the Wamsley approach of bringing together all stakeholders in the design 

process, adding that this direction goes beyond being merely operational and is, in fact, a 

strategic approach. White asserts content guardianship over ownership, distributing the 

responsibility across the organization. 

Mary Lee Kennedy and Jane Dysart (2007), in their book Intranets for Info Pros, cover more of 

the organizational and informational aspects of intranets rather than focusing on the 

technological approaches to building and managing it. Much of the information, coming from 

several experts in the field, includes implementation, creating and organizing information, 

content management, information architecture, user design, and even intranet 

search.  Throughout the book, it is emphasized that strategic planning and the organization of 

information is crucial because the best technology and prettiest design cannot help with usability 

and in getting people to use an intranet. Rather than being library-specific, the book is directed 

more broadly toward information professionals in general. However, it is a rare and valuable 

resource available for helping libraries think strategically about their intranets. 

Each of these works touches upon an aspect of the project at hand without being a direct 

corollary. While all have their merits, none of them provide both currency and specificity for the 

task at hand.  For purposes of this discussion, we hope to present a combination of the best ideas 

within these works and how they lend themselves to the success of this or any other technology 

project. 

Project Prologue  

By early 2008, the UH Libraries' intranet was in a dismal state. When the Web Services 

Coordinator approached library administration with a proposal to redesign the intranet, she was 

met with much enthusiasm. Creating buy-in from library staff was almost effortless, yet the fear 

of change had the potential to be an impediment to the success of the project. Included in this 



was the realization that multiple communication methods, often thought to provide redundancy, 

were actually overloading the daily habits of the library staff. The answer would come from 

consolidating information delivery into a single portal. A newly designed Intranet could serve 

that purpose. But in order for a new intranet to be successful and eliminate confusion, library 

staff members would need to alter the ways they receive and share information.  Managing the 

implementation of a new intranet meant focusing on two major goals: redesigning the heavily 

used but antiquated old intranet site; and facilitating a paradigm shift in the way the UH Libraries 

approached internal communication. 

A couple of key decisions were made at the onset, the first of these being a formal charge. While 

the formality is not always necessary in every process, having clearly defined goals definitely 

ease transition. Awareness of expectations is critical in project management, regardless of the 

scope of the undertaking. Another decision made early on was the establishment of a clearly 

defined time line.  Due to a general malaise of lengthy projects within the libraries, it was 

decided that a strict and accelerated time line would be used. The project was set to start in June 

2008, with the new intranet going live in January 2009, and total project completion by June 

2009. The old intranet would remain available until June 2009, allowing time for the migration 

and creation of information, as well as redundancy during the transition. 

To keep the project on time and target, it was determined ahead of time that Drupal 

(http://drupal.org/) would be used as the CMS for the new intranet. The benefit of using open 

source software includes generally low overhead as well as the ability to customize it to the 

satisfaction of its users. Drupal is a widely used CMS and provides the flexible architecture and 

modular design necessary for various groups to present their information in a meaningful way. 

With appropriate modules installed, a Drupal-based intranet could support a variety of content 

types. As library staff members create and incorporate more content, taxonomies and 

folksonomies could develop to aid in organizing the overall information architecture of the site 

(Fitcher, 2006). Everyone within the organization would have the ability to create and edit any 

page without knowledge of HTML, thus promoting collaboration in the building of web pages 

throughout the site. 



With the charge, a proposed time line, and a recommended CMS in hand, the next step was to 

convene a task force.  The UH Libraries sought to achieve a balance between the technical 

expertise required for redesign and the broad engagement of the organization in propelling the 

process forward. Consistent with the anecdotal evidence and general consensus, it was 

determined that a representational team be assembled to assess the broader needs of the library. 

The task force was made up of a mix of librarians and staff in the following areas:  

! Web Services  

! Administration 

! Human Resources 

! Acquisitions  

! Access Services  

! Liaison Services  

! Instruction  

! Branch Libraries  

Comprised of a total of nine members, the Intranet Redesign Task Force was charged with 

interviewing their respective departments and soliciting feedback from all key stakeholders. The 

task force would then reconvene, with each member representing the needs and views unique to 

those areas of the library. The libraries’ Web Services Coordinator would serve as chair, working 

as a liaison between the decision making body of the task force and the Web Services 

department. Web Services would then make the necessary changes and modifications to the site. 

A project presence was established within Basecamp (http://basecamphq.com/) to provide a 

centralized means of communication. By organizing through project management software, all 

members of the committee were allowed access to documents, email, survey results, and any 

other pertinent materials at anytime. In addition, such software provides a built-in means of 

adhering to the established time line. 

The Project 

From the initial discussions of the group as a whole, two central questions were brought to the 

forefront: why do users go to the intranet now, and why might they go in the future; and from the 



point of view of each department and committee, what information needs to be communicated to 

all library staff throughout the organization? To capture the thoughts of intranet end users, the 

task force felt it was important to first research the needs of library staff by developing a short 

online survey using SurveyMonkey (http://www.surveymonkey.com/). The questionnaire 

(Appendix A) sought to capture basic usage statistics, as well as the current and potential uses 

for the intranet. The survey also served as both an introduction to some newer terms, as well an 

informal gauge of awareness of current and emerging trends in web communication. In all, 29 

completed surveys were received, achieving a 21% response rate among all UH Libraries staff 

members.   

Members of the task force were given time to conduct the necessary interviews within their areas 

of the organization. These sessions also became an informal method of explaining the 

possibilities of a new intranet site. Resistance to change is normal within a large organization; 

however, by educating the staff on what might be achieved through a retooled intranet, a number 

of new techniques were envisioned and subsequently developed. The task force reconvened with 

a list of needs, as well as new ideas for improving workflow. 

Besides generating new ideas from departmental conversations, task force members were also 

assigned to review the current intranet site. The group was asked to identify content that 

belonged to a specific department, committee, or other entity within the organization. 

Additionally, members were to identify outdated or obsolete material. The group then 

determined which of these items retained any historic value and should be archived. All 

remaining items deemed to be without any value were not migrated to the new intranet site.  

Evaluating content from the old Intranet proved daunting, but not impossible. Items identified as 

worthless by some were important to others. The task was to sort the sacred cows from the 

orphaned and dead links. A mixture of departmental policies, committee meeting minutes, 

LibQUAL results, and photos from library functions past lived within the structure of the old 

intranet. Members of the task force worked closely with each department to identify homes for 

old and new content alike inside the presumed architecture of the future site.  



Simultaneously, Web Services was able to draw many conclusions from the data collected in the 

departmental interviews. The development of wireframes began in Fall 2008. A rapid routine of 

design, feedback, and redesign developed between the task force and Web Services. The process 

of honing and fine-tuning the finished product continued through a short series of online 

prototypes. In this fashion, the new site began to take shape and was slowly brought online in 

January 2009, one department at a time. The new intranet was almost empty when it was shown 

to the public; only the underlying structure of the main pages, menus, and taxonomies had been 

created.  For some departments, beginning with a blank slate would have been intimidating. 

Departments that had recently revamped their old intranet pages and had content ready to 

migrate to the Drupal site were chosen to go first.  Other departments that had their content 

organized and ready for the new site were close to follow. By the time the remaining 

departments began using their intranet space, they had many solid examples to emulate. They 

could look to the pages of the early adopters to generate ideas and plan the organization of their 

content and navigation. 

Cataloging and Metadata Services was the first department to have their content ready. They 

became the perfect candidates to test the new environment and the model for others to 

follow.  Administration, Reference & Instructional Services, and Human Resources soon 

followed.  After those departments were settled into their new space, the task force stopped to 

assess the successes and challenges thus far, adjusting the implementation process as needed. 

The remaining departments followed in rapid succession (Image 2). With the basic layout similar 

from one department to the next, library staff reported that the ease in usability had increased 

significantly over their experiences with the old intranet. 

[PLACE IMAGE 2 HERE] 

[IMAGE 2 CAPTION: Committee and Department taxonomies were created to help with 

organization]   

Not surprisingly, the task force discovered that some content did not fit neatly into departmental 

or committee spaces. There was no forum for informal communication within the previous 

Intranet. Occasionally, library staff members wanted to share information about a call for 

proposals, to seek out a roommate for an upcoming conference, or simply to announce something 



fun and slightly less professional. The UH Libraries administered several email lists, but nothing 

that provided for unofficial communication within the organization. Therefore, additional pages 

were added to the new Intranet, and anything with the taxonomies would display as a feed on 

those pages. "Fun Outside the Stacks" was created for people to communicate about anything 

fun, interesting, and non-professional. Another section, "Professional Development 

Opportunities" was another page established for library staff to share announcements and 

opportunities for presenting, publishing, or attending workshops and conferences (Image 3). 

Incidentally, the aforementioned library email lists, deemed obsolete and redundant, were 

eliminated with the implementation of the new intranet. 

[PLACE IIMAGE 3 HERE] 

[IMAGE 3 CAPTION: Additional taxonomies were needed to support unique content types ]   

It bears mentioning that the new Drupal-based Intranet was live and overlapped with the old 

intranet for the first 6 months of 2009.  During that time, no changes were permitted on the old 

site. Keeping the older content available during this time greatly eased the transition for library 

staff. The overlap also allowed time for departments and committees to reorganize and plan out 

the information architecture of their new space, create navigational menus, and determine the 

focus of their pages.  Planning and coordination was essential to avoid the ad hoc manner in 

which the old intranet pages had developed.  

With the migration underway, training became paramount. Since approximately 130 library staff 

members were invested in the outcome, much attention was focused on the communication and 

training aspects of the project. Using a “train-the-trainer” approach, four library staff members 

were recruited as Intranet Trainers. Assigned to teach in teams of two, the Intranet Trainers 

offered a total of 24 highly interactive training sessions on using the new Drupal-based site. With 

basic, intermediate, and advanced intranet training sessions to choose from, participants were 

given the flexibility to attend sessions appropriate to their skill level.  The hands-on sessions 

were conducted in small groups, making it comfortable for library staff to ask questions and play 

with the new tools in a safe environment.  In addition, step-by-step directions in the form of 

handouts were provided as a takeaway, illustrating some of the more complicated tasks within 

Drupal. In all, 88 library employees attended Drupal training. 



Conclusion 

While the implementation of this project was not perfect, the intranet team enjoyed many 

successes. Chief amongst those was building consensus across a variety of constituencies. The 

combination of a representational task force and focused discovery methods for defining the 

finished product helped the organization achieve its overall goals. Without buy-in, library staff 

members would be reticent in embracing such a radical change in institutional communications. 

 

Additionally, considering the breadth and diversity of library staff members is crucial. A new 

tool is only impressive if it works for them and makes their jobs easier. Offering the latest widget 

is only good if end users understand and appreciate what it can do for them. While this brings 

into question the importance of core competencies for library staff, benchmarking technology 

skills is not necessarily in the purview of project management or this article. 

 

This relates directly to the training sessions held both during and since implementation of the 

new intranet site. Because Drupal was chosen as the CMS from the start, the possibility of 

complications related to this choice had a potential of directly impacting the time line of the 

project, as well as the learning curve of library staff members. Had time constraints not been an 

issue, it might have been prudent to explore other choices tailored to the experience and expertise 

of the staff members using it on a day-to-day basis. While the choice of Drupal has not been 

judged as a hindrance in this redesign project, other organizations may want to weigh these 

options for themselves. To assert that things would have been better or worse in choosing an 

alternate CMS is merely speculation. 

 

Maintaining a structured and accelerated schedule kept task force members focused. It prevented 

the project from lapsing into a vegetative state. Progress was documented and charted 

throughout, which in turn, kept things moving forward. There simply wasn’t any time to develop 

project lethargy. 

 

Of greatest importance is the fact that the new intranet site can be considered a success in its own 

right (Image 4). Many internal communications problems have been solved, as well as the 

inability to find important material. There are fewer places to look for information, and people 



have become more aware of internal library events and services. The library staff now knows 

that the most current information is available on the intranet.  Content is being shared throughout 

the library without a barrage of e-mail notices or additional clutter on the libraries’ homepage. 

The redesigned intranet now has the potential to enhance the library as a workplace, thereby 

strengthening the organization overall. 

[PLACE IMAGE 4 HERE] 

[IMAGE 1 CAPTION: The new Drupal-based Intranet has been extremely successful in bringing 

the Libraries’ internal content into one place and in improving library-wide communication]   
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