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Choosing a Content Management System

White Paper

Abstract

Choosing the right Web content management system (CMS) requires a good understanding of the capabilities needed to meet your organization’s current and future requirements.  This paper helps Web site operators and authors determine their needs by discussing decision team selection, requirement definition, budget, ROI and types of Web content management systems available.

Introduction
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How much does your organization spend recreating content for use on the Web site? For other 

publication channels?

How much does your organization spend following up on Web site task completion?

How much does your organization spend trying to get a new content approved before it’s 

published?

Estimate the % of time your team would save using a content management system that enables 

distributed content development, publishing and repurposing of assets?  We feel that 75% cost 

savings is typical.

Discount rate: 

 This is the cost of capital of your company or the rate of return you expect 

before you begin a project.  For this model, use a pre-tax rate.  The higher the discount rate, 

the greater the savings must be in order to justify the investment.

How much is it worth to your organization to allow multiple contributors including off-site 

workers to update and manage Web site content in a highly efficient manner?

What impact does current Web site information and campaigns have on customers and 

revenues?

How much is it worth to quickly recognizeand correct inefficiencies in your process? 

How much is it worth to be able to instantly restore your Web site or previous site versions in 

the event of a major failure or problem with the live site?


Many organizations today find themselves facing the ongoing battle of keeping their Web sites up-to-date, relevant and compelling.  Creating, publishing and updating Web site information, or “content”, requires infinitely more attention to detail than any casual observer might assume.  In a small-to-mid-size business (SMB), the complicated internal processes required to keep an active Web site from stagnating can affect virtually everyone, from senior management and content authors to the IT professionals responsible for maintaining the site’s infrastructure.  There’s no question that, left to inefficient process, such activity can negatively impact a company’s bottom line.

Today’s Web sites serve as an extremely effective vehicle for information exchange and transactions with customers, partners and employees, but the details behind these operations can be very difficult to manage.

The particular industry and size of an organization may determine the type and volume of content required on a Web site, but the demand for effective and timely management of that information is universal.  Today your customers, employees, partners and visitors depend on you to provide consistent, dynamic, personalized and accurate information regardless of your internal challenges.  If you are not poised to deliver what they need, when they need it, you could lose them to your competition.  To leverage the power of your Web site, you need to consider 1) who needs to be involved, 2) what assets are being affected and 3) which CMS will allow you to easily manage and control the processes involved.

[image: image6.emf]So, how do the most organized and efficient companies keep their Web site processes under control?  How do they change or update text, graphics or multimedia content in a timely and efficient manner, while still keeping a close eye on workflow and accountability?  Why have they found a CMS to be so important?  

The primary goal of a CMS is to create a controlled environment that allows all groups involved in the creation, maintenance and updating of a Web site to easily work together without significant overhead, duplicated work or unnecessary delays.  The idea is to allow both technical and non-technical personnel to own their work like never before, because the payoffs can be tremendous. 

The CMS Selection Process

	YOUR TEAM
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How much does your organization spend recreating content for use on the Web site? For other 

publication channels?

How much does your organization spend following up on Web site task completion?

How much does your organization spend trying to get a new content approved before it’s 

published?

Estimate the % of time your team would save using a content management system that enables 
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 This is the cost of capital of your company or the rate of return you expect 

before you begin a project.  For this model, use a pre-tax rate.  The higher the discount rate, 

the greater the savings must be in order to justify the investment.

How much is it worth to your organization to allow multiple contributors including off-site 

workers to update and manage Web site content in a highly efficient manner?

What impact does current Web site information and campaigns have on customers and 

revenues?

How much is it worth to quickly recognizeand correct inefficiencies in your process? 

How much is it worth to be able to instantly restore your Web site or previous site versions in 

the event of a major failure or problem with the live site?


YOUR REQUIREMENTS
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BUDGET
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YOUR CHOICES
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YOUR DECISION
To make the most informed decision about acquiring a CMS, you’ll want to first answer the following questions:

· Who should be a part of the decision team?

· What are the primary business, system and user requirements?

· What is a reasonable budget for the project?

· Which systems should be evaluated?

· How soon do you need to implement your CMS?




Choose Your Team

Identify the core decision-makers in your company ultimately responsible for choosing a CMS.  Share this document with each of them to help gain consensus on what they really need, want and expect from a solution early in the process.  In small-to-mid-size companies, team members commonly wear more than one hat, which can be beneficial in easing the decision making process and avoiding paralysis by analysis.  Keep your decision team as small as possible, but ensure that primary user profiles are represented. Among those likely to have input include: 

· Senior management  

· Financial directors

· IT personnel

· Web developers

· Marketing managers

· Product managers 

· Public relations managers

· Legal counsel

· HR directors

· Writers & editors

· Graphic designers

Determine Your Requirements

First, be honest about your goals and objectives – why do you or your company want a CMS?  What is driving your decision?  Are you frustrated with delays in getting new content out on your Web site?  Is your current process creating inefficiencies and a loss in productivity? Do you need a solid foundation on which to grow and maximize the value of your Web assets? Let’s take a look at what many small-to-mid-size organizations consider essential goals for a CMS.  Do any of these apply to you?

Eliminate the Webmaster bottleneck.  Eliminate the unnecessary duplication of work, mistakes and inefficiencies that occur when those responsible for creating new content run into those responsible for publishing and maintaining the information on the live Web site. Better utilize resources and empower team members to take ownership of their job responsibilities. This goal can be quantified, for example, by reducing all single page Web updates to a one-day process.

Improve workflow and accountability.  Control who has access to Web pages, or specific assets, and who is responsible for reviewing and approving changes before they are published to a live Web site.  Ensure that workflow supports your existing business processes and still leaves room for growth. You may determine that capabilities such as viewing ownership of tasks, pending events and change history are essential for rapid decision-making and improved accountability in your organization.
Streamline implementation and management.  Do you prefer to install and maintain an application on each end user’s desktop, or is the flexibility of Web-based access more appropriate for your needs? Are you comfortable having a third party maintain critical Web infrastructure or do you prefer to have internal control of your site?  Is your IT team prepared to install and manage the CMS implementation? What kind of support services will you need?  Answering these questions will help you narrow your options.

Ensure end user adoption.  Many organizations approach content management as a technological issue best left to the IT department or Webmaster.  Such an approach is understandable, but it is equally important to take into account the needs of other business groups who will be using the system.  End user adoption is extremely important, so make sure that their interests are represented to ensure that you choose a system that everyone on your team can use. 

Maximize value of Web assets.  Would you like to enter Web site data once and be able to reuse it into almost any format imaginable, such as PDA or WML? Depending on your specific application, you may need a CMS that will allow you to centrally manage and repurpose assets.

Keep what works.  Some systems require you to re-engineer business processes their way or forego your favorite development tools in order to work with them. Others provide broader flexibility and customization options. Decide whether or not you’re willing to invest the additional time and money required upfront, or if that’s not necessary and you’d prefer a more simple approach that doesn’t require code changes to your Web site and works with your favorite creation tools.

Know Your Budget

Content management solutions are broadly defined and range from simple Web editors to highly complex enterprise content management systems (ECM) scaled for large corporations.  Depending on the type of system you’re considering, prices could range from a few thousand, to hundreds of thousands of dollars! Software licensing fees are just one component. There may also be implementation, training and maintenance fees. Since the service to software ratio on high-end systems can be 5:1 or higher, it is important to know your total cost of ownership to narrow your selection process to those solutions that address your specific needs based on both functionality and cost. 

As you evaluate alternatives, ask your core decision team their opinions of proposed solutions.  Does it support existing business processes? Is it straightforward and intuitive? Do you need and will you use the features offered? Does the company offer a variety of solutions and services to support you? This will help you identify the best fit for your organization and avoid common pitfalls and unnecessary expense. 

ROI Calculator

As with all projects, your choice in a content management system must include a positive return on investment (ROI).  Use the following ROI calculator to estimate the time and money your organization can save with a Web content management system.  Double-click on the ROI Calculator to open a Microsoft Excel Window.



Understand Your Choices

Now that you’ve narrowed the scope, the next step is to evaluate different types of Web content management systems (WCM) available.  There are three main categories to consider:

Installable content management systems.  These systems are scaled to meet the specific needs of the small to medium-sized business.  They can be Web-based for easy remote access, or installed on end user desktops and are typically server-driven, utilizing a “staging server” for updating and editing content on a copy of your Web site rather than the live site itself.  This is a major advantage when trying to control multiple authors in different departments making a variety of changes to content, layout and infrastructure.  These systems are relatively easy to install and are commonly more affordable than other midrange solutions, yet offer the level of workflow and functionality most commonly sought after.

Application service providers (ASPs).  With this type of system, you are signing on with a vendor that will host and maintain the CMS software you use.  You’ll pay a monthly fee and may face annual subscription charges in order to continue to keep your site up and running on the system.  Though this option provides a convenient alternative to those with little to no internal IT resources, your Web site is subject to the service provider’s availability and total cost of ownership is usually several times the cost of a purchased software solution that is internally managed.

Custom development.  Some companies may research open source licensing agreements and/or custom development.  Before you take this route, however, it is important to understand that this alternative does not provide the advantage of quality assurance, support services and documentation.  This approach may require a number of internal and external development resources, months of development and generally costs more in the long run because of software code maintenance and the likelihood that a homegrown solution won’t completely address your needs.  

Make Your Final decision

Now that you have identified your CMS decision team and have shared this guide with them, you will have established the communication needed to increase your understanding of the needs of individuals within your organization, informed them of available options and be well prepared to reach a consensus on a sensible solution for your team.

Define your goals and objectives.  Identify what’s currently working for your organization and what needs improvement.  Boil concerns down to what you really need and expect from your CMS.  Refer to these often during the decision cycle and do your best to stick to a practical plan of action.

Get clear on your budget.  Consider upfront costs including licensing, implementation, training, and recurring fees such as maintenance, support and annual subscriptions.  Calculate total cost of ownership over 3-5 years, invest in an affordable solution that delivers what you need and avoid overspending on unnecessary complexity.

Examine your choices.  Decide which CMS best fits your organization, and then work with an established vendor.  Have you heard of the company or used any of its products before?  Is their sales process organized?  Did you receive an appropriate level of pre sales support and have confidence in their ability to support you after the sale?  The vendor you select should be willing to spend time with you in order to understand your specific situation and help guide you in an appropriate direction.  

Make your selection with confidence.  Knowing that your decision included your entire team’s needs, was well informed and analyzed a variety of solutions available, you can rest assured that that your Web site operations will soon become much more productive and effective at achieving your organization’s business goals.  

■   ■   ■   ■

The information in this White Paper is for informational purposes only.  GlobalSCAPE makes no warranties, express or implied, in this summary.  
For more information about PublishXML or other GlobalSCAPE content management solutions, please contact sales at 1-800-290-5054 or visit us online at http://www.globalscape.com.

©2003 GlobalSCAPE 
“This is an excellent year for midsize businesses to shop for WCM software, the critical infrastructure that makes a Web site more effective, dynamic and usable.  They should take advantage of this market opportunity to buy core Web infrastructure at affordable prices and forego their prior labor-intensive efforts to build and maintain their Web sites.”





-Lou Latham and Mark Gilbert, Gartner, “Midsize Businesses Save Money with Content Management,” January, 2003





THINGS TO AVOID





Current business processes not supported


Incompatibility with or replacement of current systems or tools


Overly difficult implementations 


Lack of professional support services


Unreasonably high costs & hidden fees








ACTION STEP





Identify key problems that your organization is trying to solve before you begin reviewing products and feature lists. What value does a CMS offer if it provides far more, or far less, than what you will actually use?  Look for vendors with a broad solution offerings and compare.
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ROI Calc 2

		Employee Cost Savings				Year 1		Year 2		Year 3

		How much does your organization spend recreating content for use on the Web site? For other publication channels?				$   -		$   -		$   -

		How much does your organization spend following up on Web site task completion?				$   -		$   -		$   -

		How much does your organization spend trying to get a new content approved before it’s published?				$   -		$   -		$   -

		Estimate the % of time your team would save using a content management system that enables distributed content development, publishing and repurposing of assets?  We feel that 75% cost savings is typical.				75%		75%		75%

		Total Employee Savings				$   -		$   -		$   -

		Other Benefits

		How much is it worth to your organization to allow multiple contributors including off-site workers to update and manage Web site content in a highly efficient manner?				$   -		$   -		$   -

		What impact does current Web site information and campaigns have on customers and revenues?				$   -		$   -		$   -

		How much are reduced launch times worth to your organization?				$   -		$   -		$   -

		How much is it worth to quickly recognizeand correct inefficiencies in your process?				$   -		$   -		$   -

		How much is it worth to be able to instantly restore your Web site or previous site versions in the event of a major failure or problem with the live site?				$   -		$   -		$   -

		Total Other Benefits				$   -		$   -		$   -

		Total Employee Savings and Benefits				$   -		$   -		$   -

		Costs

		PublishXML:  license fee is $25,000.				$   25,000

		Hardware (staging server)				$   -

						Year 1		Year 2		Year 3

		Maintenance costs (20% 1st year, optional thereafter)				$   5,000		$   -		$   -

		Total initial system investment				$   30,000

		ROI Calculations

		Discount rate:  This is the cost of capital of your company or the rate of return you expect before you begin a project.  For this model, use a pre-tax rate.  The higher the discount rate, the greater the savings must be in order to justify the investment.				20%

		Gross 3 year savings:				$   -

		Gross 3 year costs:				$   30,000

		Present value of savings:				$   -

		Present value of costs:				$   30,000

		Net present value of investment:				$   (30,000)

		Return on Investment (ROI): defined as (PV Savings / PV Costs)-1				-100%

		Internal Rate of Return (IRR):				0%

		Cash Flows

				Start		Year 1		Year 2		Year 3

		Inflows or Savings				$   -		$   -		$   -

		Outflows or Costs		$   (30,000)		$   -		$   -		$   -

		Total		$   (30,000)		$   -		$   -		$   -






