Guide to running WCM Requirements Workshops
Document Purpose

This article is designed to assist a consultant in defining a WCM workshop agenda to discuss the requirements for designing a web site and the implementation of an infrastructure to support that web site. 

It provides examples of issues and questions that should be considered during the requirements phase for a lotus web content management (wcm) solution.  This is specifically targeted at a technical audience who are familiar with web content management terminology and have a good understanding of both software and infrastructure.
Generating Specific Workshop Agendas
When developing an agenda for a specific workshop, the consultant will need to his/her existing knowledge of the environment and the user requirements to determine which areas of content within each section of the potential agenda modules in the next section will be relevant and important. 

The timing should be given for each agenda module in the next section and will be based on the customer either already having the required information to hand or actions being generated for people to research the information off-line rather than lengthy discussions taking place during the workshops. 

One way to use these modules would be to spend a couple of hours with the key customer contact explaining what could be covered in each section of a workshop and discussing who within the customer organization might have the required information or would require consultation on decisions made.  This should help to identify the likely attendees for the workshops.   

If specific sections have very distinct attendee lists, this also may lead to a decision to split the agenda into more than one workshop so that attendees do not get bored sitting through agenda sections in which they do not have an interest. 

Requirements workshops: 

Typical requirements workshops can be 2 – 4 days.  For large implementations, they can be split into logical chunks such as Content Life Cycle, Presentation (Look and Feel) and Infrastructure. 
Participants for the requirements workshops could comprise: authors, web master, content governance representatives, graphic designers, WCM architect, infrastructure architect, business analyst.  Some participants will be required to attend all workshops, but some such as the graphic designers do not. 

Technical design workshops: 

A similar 2 – 4 days (if not more) will also be required for the technical design workshops.  Based on the information gathered during the requirements workshops, construct a series of usage scenarios and authoring scenarios.  Modify the list of questions to suit your particular requirements.  Use these scenarios in a series of walk-through against the modified questions during the design workshops. 
Participants are: business analyst, web masters, graphic designers, WCM architect, infrastructure architect, security specialist (optional).
General Modules

Introduction & Workshop Objectives
	Objectives:
	Personal introductions, including roles in the organization and any relevant expertise that is brought to the workshop.

Overview of the client organization, including any vision or mission statements that are particularly pertinent to this project.

Expectations - Scope of the workshop.
Explanation of project phases (Analysis, Development Approach, - e.g. prototyping iterations.  People often participate better if they know more about the whole process that they are involved in.)

	Questions:
	Apart from introductions, this is largely a short presentation.

Does everyone know:-

Why they are here?

Why others are here?

What the purpose is?

What is expected of them?

	Checklist:
	All agree on workshop objectives?


Business drivers / Reason for project / Critical Success Factors

	Objectives:
	Identify the key objectives and scope of the implementation, to ensure that it has valid business drivers and support from relevant business units.
Need to maintain a high-level business vision and strategy for the organization aligned to real business objectives.  This is what must drive the project.

	Questions:
	· What is the customer trying to achieve with WCM implementation?

· How do we measure it/them?

· Are there any key dates?

· Are there any business units with clearly defined content management needs?

· Who is the sponsor?

· Which department is driving this project?

	Checklist:
	All aware of business drivers?
Success criteria clearly defined and articulated?


Infrastructure Modules

Current status

	Objectives:
	To gather base information on the existing web site (if any).  It includes both the infrastructure environment and the content publishing processes. The main aim is to assess for the content migration path.

	Questions:
	Current technical environment, infrastructure

Existing websites

Existing approval process

	Checklist:
	Any content to be migrated?

Do we know the existing server set up?
Any content approval processes?

Any content life cycle?

	Prompts:
	Consider why content needs to be migrated


Volumetric, demographics

	Objectives:
	To determine the user (both content consumers and content authors) demographics in terms of location, access methods and usage profile. 

	Questions:
	End user (content consumer) demographic:

· Any key/primary users?

· Who is the target audience (content consumer)?

· Where are they?

· How many of them at each location?

· How often do they access the content per day?

· What browsers are they using?

· Which users will be accessing the web site over the LAN, the WAN, via dial-up access, via Citrix etc?
Concurrency:

· What is the average user concurrency?

· Are they any expected peak period?

· Any part of web site expected to be visited more than others?

· What is the minimum response time? (and for peak period?)
· Percentage of static vs dynamic content?

· Is the content to be shown based on user profile/role base?

Content User Profiles:

· What different roles/responsibilities will users have within the web site?

· How are the roles distributed among various locations?

Content creation:

· Who are the Authors, approvers, etc? (occasional, primary task of their work)

· Where are they?

· How many?

· Frequency of content creation (eg., 10 content per day)

· What is the desktop’s environment (MS Word, etc)?

· How will they be accessed the authoring via LAN, dial up, etc?

· Content volume

Content:
· Current total number of web pages

· Average page size (or desired maximum page size)

· Total size of the web site (Mb)

· Expected total size both in pages and in Mb (if the site is expected to increase)

	Checklist:
	Has a detailed estimation of expected web site usage been determined?

Is there anything more that should be done to confirm the accuracy of the estimated figures?  If so, what actions need to be taken to provide this?

	Prompts:
	Geographical Distribution

The expected geographical distribution would influence the positioning and number of the web servers or identify a requirement for increasing bandwidth links in order to achieve adequate performance for users.  For example, if the requirement is to implement an intranet for a global company where the users are widely distributed over a WAN with low bandwidth links it may be necessary to either increase the bandwidth on the WAN links or set up web servers in several geographical locations so that users can achieve acceptable performance when accessing the intranet.

User Profiles

Acceptable performance for users who are infrequently viewing information on a web site may not necessarily be the same as that for users whose main role is to search or maintain a web site.  

Concurrent Usage

The expected concurrent usage is more important than the size of the overall user population as it is this that will affect the size and power of the servers involved in supporting the web site.


Infrastructure Architecture
	Purpose:


	To determine the hardware platforms required to support the site and any important configuration considerations.

	Questions:
	Hardware and Operating System configuration

· What are the existing standard hardware platforms?

· What platform requirements? (operating system)

· Are disks installed within hardware or is a storage area network (SAN) used?

· What are the existing standard operating systems in use on servers?

· Any PC standards and builds?

Security

· Any infrastructure security standards that must be followed?

· Are they any IS standards that we need to follow?

· How formal is the division between development, test, staging and production?
· Any security specific to the customer?
Network Topology

· What are the network links between the user locations identified in the User Population section?

· What bandwidths exist between the different sites, where are the main network hubs?

· Are there are any plans/opportunities to upgrade the network to support the implementation?

· What other network traffic is using the network links?

· How heavily utilized are the links?

· Are there existing peaks and troughs of activity?

· Is the use of the web site to be implemented likely to involve peaks and troughs of activity?

· Will the content be behind the firewall?

· Will the content be accessed via a proxy?

Application sizing and evolution

· What is the initial size of the web site?

· Are there any predictions as to whether it will increase in size and if so, what rate of increase is expected?

· What is the database requirement? db2, Oracle?
Integration
· Any integration with other applications?

User Directory

· What is the user directory?

· Any LDAP integration?

· Single sign-on?

Email

· What is the existing email system?

	Checklist:
	Is enough known about the network and its capacity to determine the web site placement?  If not, what are actions required to determine this?

Has hardware and operating system platform for web site been determined? – If not, what are the actions required to determine this? 

Has the disk space requirement been determined? – If not, what actions required to determine this?

	Prompts:
	Hardware and Operating System Configuration

Where possible, any standard hardware and software configurations already in use by the customer should be utilized as the platform for the web site. This simplifies purchasing, support and maintenance as most of the procedures and practices to support these will already be in place.

Network Topology

The combination of the existing / planned / possible network topology and network link utilizations along with the user demographics will dictate where web servers will need to be deployed in order to gain adequate performance.

A bandwidth modeling exercise could be carried out to estimate the likely data volumes that would be transmitted between sites and thus the bandwidth capacity that should be available between sites in order to provide adequate performance.  NB.  It is important to realize that although modeling should give a good estimate of the requirements, testing within the true customer environment will provide a far more accurate picture.  Also, if accurate estimates for populations and expected usage cannot be determined, it is important to closely monitor usage versus performance and have a plan ready for increasing the capacity should it become necessary.


Security

	Purpose:


	To determine the levels and types of security required to protect the web site.

	Questions:


	Authentication

· Can users access the site anonymously?

· Time out required?

· Do users need to be pre-registered?

· Can users register themselves?

· Any password strengths/complexities required?

· Any synchronisation with other user name and passwords desired 

· Will users be required to login separately to different parts of the site or should they login one time only?

· Is the use of cookies acceptable?

Virus Checking
· Are users able to attach files to the web site?

· Can email be received directly into the web site? 

· What existing virus checking software is used within the company and where is it located (gateways, servers, clients)?

Network Security

What firewalls, DMZ etc are already in place and what are they configured to restrict? 

Is encryption over the network required?
Is server and/or client authentication required?
Server Physical Security

Where would the web servers be stored? 

Does the environment have UPS, air conditioning, restricted access?

What operating system security is required?

Data Security

What security restrictions have been or will be implemented as part of the web site design?

	Checklist:
	Have Authentication requirements been determined? If not, what actions are required to determine?

Have Virus Checking requirements been determined? If not, what actions are required to determine?

Have Network Security requirements been determined? If not, what actions are required to determine?
Have Server Security requirements been determined? If not, what actions are required to determine?

	Notes:


	Authentication

There are many different authentication strategies and it is important to fully understand the business requirements in order to be able to determine the appropriate solution.  

Network Security

Traffic between a browser and a server can be encrypted using SSL.  In order to use SSL at least the server (or both server and clients) must have an X509 certificate which the clients trust. This can be a certificate from one of the public certificate authorities such as VeriSign.  

Since there is an overhead of up to 10% in encrypting the network link, it may not be appropriate to encrypt all traffic between a server and a browser.  

Server Security

It is important to ensure that the server holding the data is secure.  Insecurities in the network might lead to a hacker accessing a specific session and getting hold of the details of single transactions but an insecure server could lead to the disclosure of bulk data.  The following are possible security measures that can be applied to the servers.

Computer room with restricted access

Power on passwords (implementing these may be problematic for a 24x7 operation as they require manual intervention if a server is restarted)

Screen and keyboard passwords

Server ID passwords (implementing these may be problematic for a 24x7 operation as they require manual intervention if a server is restarted).
Local encryption of databases – prevents them from being accessed via the operating system.
Data Security

Most data security requirements should be met by the application design.  However, it is worth reviewing the security that is being put in place to ensure that the web site architecture will not introduce any security loopholes and to ensure that administration groups and servers can be given the appropriate security to allow them to manage and administer the web site.


Integration

	Purpose:


	To determine the structure and configuration of any existing environment into which the web site is to be integrated and to determine the level of integration required.

	Questions:

	Existing Platforms and Applications
Are there any other key platforms?
Will mail routing be required to and from existing internal mail systems, via internet gateways?
Will data exchange be required between the web site and any existing application or external site?

	Checklist:


	


Availability

	Purpose:


	To determine the required availability and resilience of the web site

	Questions:


	Service Levels

What are the required hours of service eg: 24*7 or 8*5? (What is SLA?)
What would be the maximum acceptable amount of down time for the service?

System Availability v Data Availability 

When accessing a site, how acceptable is it for users to have to use the retry button?

Type in an alternate URL?

Explicitly find their required data in a different location?

Only have a subset of the expected features available?

Fail over and/or Load balancing requirements

Are fail over required?

Does the design of the web site allow for fail over to another server?

If there are multiple copies of the web site for load balancing purposes, should a user session be restricted to a single copy or can load balancing between web sites happen within the user session?

Do certain parts of the web site require greater availability than others (eg: a homepage)?

	Checklist:


	Have the required hours of service been determined?  If not, what actions are required to determine?

Has the required level of availability been determined?  If not, what actions are required to determine?

Has the flexibility of the application to failover and load balancing been determined? If not, what actions are required to determine?

	Prompts:


	Service Levels

It is important to distinguish between the expected hours of service, which is often 24 x 7 even when all employees work a standard 8 x 5 hour week, and the required hours of service.  For example, a company network may be available over a weekend simply because it is more of an administrative overhead to shut down servers in the evening and have to restart them in the morning than to leave them running.  However, if any servers should fail over the weekend, there will not necessarily be any staff to trouble shoot any issues.  A service like this would be considered to be an 8 x 5 because there is no administrative cover except during working hours.  Some companies will run a 12 x 5 service by having administrative and/or support staff work in shifts to cover a longer period than the standard working day.

System Availability v Data Availability

There is a difference between what is required to ensure a complete system is available and what is required to ensure that certain key data/applications are available. Full system availability would be access to all applications and features by all standard access methods.  ie: if  part of the supporting infrastructure had failed, the user would be unaware of this fact and would seamlessly bypass the failed component to gain access to the full system features.  Ensuring system availability can be an expensive operation to set up as it involves eliminating all single points of failure.  Data availability is access to the required data items but not necessarily all the system features or by the standard access methods.  For example, if a key web server fails, it may be possible to find the data on a replica server but any features of the application that require an action specifically by the failed server may have to be delayed until the server is operational again.


Infrastructure Management

	Purpose:


	To determine how the web site will be managed, whether this can be integrated with existing procedures or whether it will require the establishment of a separate support and administrative structure.

	Questions:


	Support Model

How is support handled within the existing environment, reporting and escalation paths, service levels, resourcing, roles?
Can the above be used to support the web site operation or will separate, extended support arrangements be required?

Do the existing support staff have the required skills and capacity to take on the new support requirements

Systems Monitoring

What needs to be monitored?

What systems monitoring and administration tools are in place within existing environment?

Can the above be used to monitor/administer the web site operation or will separate tools, administrators be required?

Will extra training for administrators be required?

Backup / Restore Requirements

Is on-line backup required or if not, is there a limit to the backup window?

What backup cycle is required?

What backup retention period is required?

How much data is to be backed up?

What backup tools are already in use within the company?

Does the current backup strategy for other systems meet the above requirements?

What restore scenarios must be catered for (eg: restore of document, restore of database, restore of application, restore of server)?

	Checklist:


	Have support model requirements been determined?  If not, what actions are required to determine?

Have monitoring/administration requirements been determined?  If not, what actions are required to determine?

Have backup/restore requirements been determined? If not, what actions are required to determine?

	Prompts:


	Support Model

If there is a support infrastructure already in place that can support the new implementation, then this is likely to decrease support costs and increase the rate at which the site can be deployed.  However, it is important to consider whether there are new skills that these existing support staff would require or new tools that would need to be deployed.  Even if the staff already have the requisite skills it is important to estimate the amount of extra work that the web site implementation might involve to determine whether the existing support staff can handle this additional load or whether extra staff should be hired/identified to assist.

Systems Monitoring

Systems Monitoring is divided into three main areas – problem detection, trend analysis (for capacity planning purposes) and service level management (proving that the system is meeting performance/availability related SLAs).  It is very easy to collect too much information – and therefore it is important to identify, and then collect and process only the information that will be used to support and maintain the environment.

Backup / Restore Requirements

It is important to determine whether the web site requires a different backup strategy to that already being carried out within the organization.  If it does, the existing backup and restore procedures may not be adequate.  

The requirement for an on-line backup may not actually mean that a production server needs to be backed up while it is in operation but simply that the production server cannot be taken out of operation for backup.  For example, this requirement could be satisfied by backing up the data on a replica machine that could be taken off-line.  

It is also important to consider how long a backup will take to perform and ensure that the backup operation can complete before the next one is due to start and to ensure that whatever media that is used to perform the backup will be able to hold all the required data without manual intervention to change backup media.

If the data is being backed up on only one of the servers on which it is used or is being backed up on a dedicated backup server it is important to identify whether there are any other non-data elements such as system files that need to be backed up from the production machines.  This is particularly important where the files are unique to a server and do not by default appear on other servers (egg: ID files, log files, system mail boxes).  Also, if the data is backed up separately from a server on which it is located there will need to be a restore procedure which not only restores it to the location from which it was backed up but also allows for this data to be restored / recovered to all of its original locations.


Infrastructure Deployment

	Purpose:


	To determine the method by which the web site will be deployed and maintained.  This includes how amendments to the data and the web site design will be developed, tested and deployed.

	Questions:


	Physical environment required

Production environment (where will application elements be located within web site): Authoring and Delivery
Development environment
Testing environment
User Acceptance Testing environment
Process by which design changes should be implemented

Authorization

Design

Testing

Implementation

Required workflow to support above

Process by which content changes should be implemented

Authorization

Content Alteration

Testing

Implementation

Required workflow to support above

Maintenance Tasks

Are there any regular manual tasks that need to be performed? – Who performs and when?

Are there any automatic tasks that need to be monitored? – Who monitors and when?

	Checklist:
	Has deployment architecture been determined? If not, what actions are required to determine?

Has deployment process for implementing design changes been determined?  If not, what actions are required to determine?

Has deployment process for implementing content changes been determined?  If not, what actions are required to determine?

Have all manual or automatic tasks associated with the web site deployment or maintenance been identified?  If not, what actions are required to identify?


Web Site Deployment

	Purpose:
	Agree requirements for testing and production deployment

	Objectives:
	Agree procedure for any ‘hands on’ testing and deploying to Host Provider.  Training and Review procedures and roll-out plans.

	Questions and Prompts:
	Important to start creating content early.  Agree content templates for early content entry?  How would this be configured/hosted?

(This should already have been confirmed but is a key point.)  Has responsibility for all content creation been assigned to appropriate people?  Is it realistic?

Security groups can be defined immediately?

What training is required (content creation) and how will this be facilitated? (Who will all the authors be?)

How will the site be deployed? (‘Big bang’ , gradual move over or parallel running, etc.)

What support will be provided and by whom to whom?

What reporting mechanisms will be required?  How will they be provided? (basic ‘Tracking’ can be provided by WCM but more capable and feature rich tools may be available/required)

	Checklist:
	Owners and commitments to all the above issues.

Time scales and responsibilities communicated and agreed as realistic


Content Modules

Content Sourcing
	Objectives:
	A general overview of how WCM manages content through separation of content authoring from its presentation, content profiling, site navigation.  Highlight what needs to be decided in this workshop.
To identify all of the sources of the content (in its various forms), who owns it at source and who owns it on the web and how it will be referenced or imported.

For each item in the catalogue, identify the original authors and who will be responsible for delivering this to the web site in its various forms - the owners.  Author & Owner should not necessarily be the same person(s).

It is also important to understand the format in which the information is in, what adaptation is required and what the volumes and grow rates are in the longer term.

Present some of the key considerations for getting existing content into WCM. 
Ensure correct attendees are at the workshop and that all key areas are represented.

	Questions:
	Will the authors/owners be willing to supply and able to provide content and its structure? (Are they already on board?)

What format is the information currently in?  Will existing formats pose a problem?  Will it need adapting?  (this is a key issue that needs to be understood, can discuss Content Catalogue item by item if necessary)

Will current authors contribute directly and will they have the skills/training to use WCM? (may or may not want to use WCM directly for content management)

Will the content require dividing up for presentation on the web site (chunking), or can it be rendered as a single document? (consider from the presentation perspective, e.g. search results, rather than from the technical challenges of importing content).  

Will content be referenced externally? 
Will any content be served at a different location via a URL link? (i.e. Another web site.  Need to obtain URLs as soon as possible).  If so, is it the content or the site that we are linking to and will branding or quality be affected? (need to know what risks this could create, e.g. broken links, confused branding or styling, etc.)

What are the current volumes?  Will this grow over time and at what rate? (very important for deciding how many Publication Databases to implement, etc.)

Lead time for owners to produce all required content before launch? (is it realistic and achievable?)

Are there any particular dates that the organization needs to support in the web site? (e.g. major events that might require specific customizations or added functionality reflected in the web site)

Is any of the material under copyright? (e.g. existing web site material could be owned by a service provider)
Is there any multi-lingual content?

	Checklist:
	Content profiling is understood, or at least, its importance.
Walk through the content catalogue, identifying the owners.

Attendees feel confident that they are empowered to make decisions about the content requirements for this project.


Content Authoring

	Purpose:
	To determine how the content will get published to the web site by defining the basic Stages and Approval Cycles.

	Objectives:
	Explain the content Approval Cycle - the workflow process for content creation, including the various stages that a document may have (e.g. Creation, Approval & Published)

Know where the content is being created and how it will get into the WCM document management process.  (Standardized Workflow for delivery, Administrator will refine in future).

	Questions and Prompts:
	(Describe the WCM Approval Cycle, explaining how this is built by chaining 2 or more stages together (e.g. Creation, Approval, Published with Readers and Lock/Edit/Approvers for each)).

Who can create, change and approve content?  Who can edit content once published? Can the various document states be organized into manageable workflow stages with easily defined people groups? (should be as generic as possible - too many permutations would be almost unmanageable).

Will all of the content go through the same process, with the same standard user groups, or will there be a requirement for individual workflow patterns?  (Consider one or two standards, plus exceptions, and keep as simple as possible).

Will all the content be entered directly into WCM or will it require importing? (the former is straightforward, the later has many caveats!)
Are there any content feeds such as a news feed?
Can content author be permitted to use mark-up or scripting languages or associated 3rd party tools? (users who enter code add additional risks)

(The next 4-5 questions are defining some of the basic rules..)

How many content approvers (2-3 per division suggested) and who are they?  Will there be a final approver(s)? Are there any multiple approval stages required?
Can approvers edit the content as the document passes through the approval process? (effectively changing source)

Who can fast-track content creation (create and approve in a single operation - this will almost certainly be required but should not be abused)?

Will e-mail notifications be sent as documents pass from one stage to another (what e-mail systems will it go to - will always be able to access directly in database In Workflow view of course).

Will Published content have any of the following: Effective date/time (before automatically going live), Review (date) Expiry (date for removal or archive)?

	Checklist:
	Agreement that WCM will be used for all document creation for WCM web content(?)

Knowledge of any content that requires importing or conversion to WCM and the most suitable process.

Basic understanding of the main document stages and user names/groups required for all content creation.

Content Catalogue workflow/life-cycle columns populated, describing standard or none standard processes and the document states during each part of the process.

Has a Fast-Track process been agreed? (will almost certainly be needed).

Above all, remember that most of the workflow setup can be refined by the Administrator in the future so a detailed design is not necessary but it is important to agree the basic process to be delivered.

	Notes:
	


Content Maintenance & Upkeep
	Objectives:
	Understand how long the content will remain on the web site and how it will get replaced and/or archived.

	Questions:
	· For each piece of content in the Content Catalogue, what is the likely review cycle? (e.g. duration and trigger)
· Are there any corporate data retention policies that might apply to the web site content?

· Are there any significant areas of content growth in the future?

· Will any documents automatically expire? (date/time based)

· How to remove content (deleted or archived)?

· How often is the content archived?

· What type of content should be archived? And how often?

· Should an author be warned that a content is about to be archived?

· Are there any requirements for versioning?  Either after the content is published or before.

	Checklist:
	Content Catalogue has review cycle information for each document
The basic requirements for WCM document Archiving, Effective (date/time) and Expiry are understood.

The volume growth of the WCM database overall is estimated.

The WCM editing process is understood 

	Notes:
	


Content workflow and security

	Objectives:
	To establish any security requirements for the content sources and how that is to be achieved.

Understand any corporate policies that need to be adhered to.

Recognition of any pieces of content which are not for general public viewing and define those groups of users who will have secure access. 

	Questions:
	Are there any corporate security policies that apply to the content published on the web site?  Is there a pre-existing security classification model that should be used? (may save time and be corporate policy)

What pieces of content from the catalogue, if any, need to be kept secure once published and who can view them? (look at each item in the catalogue)

Are there existing security models in place that define/establish who the authorized user groups are? 

Who is responsible for defining those groups? (they will change!)

What new policies will be required and what existing ones might need changing (e.g. Change to user access groups, employee leaving company, etc.)

Consider other liabilities when approving content: Liable, Defamation, Data Protection and Copyright. (General question, but identify any specific requirements/issues.  Permission or verification may be required from certain areas of the business before proceeding)

Regular Quality Assurance (QA) checks are strongly recommended.  Are any already in place?  Who is responsible? (can details of existing QA procedures be obtained)

	Checklist:
	The Content Catalogue Security column will be populated with details of any security requirements for each piece of content.

Knowledge of how that security requirement will be defined and management by the host providers, via names and groups of authorized users.

A basic understanding of how those authorized names and groups will be structured (security model)

An understanding of the obligations and responsibilities for the web site content.

	Notes:
	


Information Architecture and Taxonomy
	Purpose:
	Obtain a high level view of all of the content required for the web site and how it will be profiled

	Objectives:
	Obtain a list of the content names and description

Describe and define Document Types (which will translate to the authoring templates) and Categories.  

	Questions and Prompts:
	Is there an existing IA and / or site map?
Is there a content catalogue? (Eg., this content, is created by this group, under this site area, and category, etc)
At all times in this process, consider the information from the audience perspective (e.g. News from the perspective of a French user receiving news about a particular product - not the news produced by the Press Office in the US)

Start thinking of this content as Document Types, e.g. News, Vacancy, etc. (this is the goal - do it now)

Consider how this content will be published, for example, is a news document used for the Top 10 news items, Today’s News, Business News, News Archive, etc.  Need to consider from a publishing perspective to understand the Categorization. (more than one category is usual - 2 or 3 in the above example)

Explain that the Site Area is the highest level of grouping but that this will be left to the second, design session, where it is more relevant.

Also explain keywords.  Just keep in mind how you will keep this accurate and consistent in the future. (keywords are essentially used for searching and are easy to change but it needs to be properly managed)

Quick recap the objectives (incl. any previous scoping exercise): What are the key ‘goals’ of the web site?  What is it going to achieve and what will determine if it is successful? (keep focused.  Are there any measurables?)

What content has already been discussed/agreed (any predefined lists from scoping?).  Considering the objectives above, does this include all of the content required? (get a head-start if possible but do not make assumptions!)

List all known Content, Document Types and Categorization.  Add all known content to the Content Catalogue.  Draw up and display the separate Document Types and Categorization Trees.

Are there any other ‘softer’ key areas of categorization, such as user types, organization divisions and geographical areas?  Remember, consider the audience! (make sure that this important part of the categorization is not lost)

Is all the important content included?  (this should include any value-added services identified in the scoping workshops that this web is expected to deliver)

	Checklist:
	The first column of the ‘draft’ Content Catalogue is complete, along with the Document Types and Categories (keep visible for rest of workshop, if possible, or present key items when needed)

Audience specific issues around content are understood, e.g. different version for different countries (= different documents with different categories?)

	Notes:
	


Presentation Modules

Site Navigation

	Purpose:
	In this section, we establish the logical links and relationships between all of the web site content to define the structure of the web site.

	Objectives:
	To complete a draft Site Framework.  Displaying all of the site areas, it will be the ‘Site Map’ or tree that defines the location of all pages in the site.

Important issues like who and where the navigators will appear and what they will look like will need to be considered.

The Site Areas defined here, will also provide the highest level of categorization for the Content.

(We have taken a bottom-up, top-down approach and this is where it all meets in the middle!)

	Questions and Prompts:
	(Explain the concept of WCM Navigators, Menus and Bread-crumbs)

The Site Framework defines and organizes the Site Areas and has 2 main purposes:-

- A ‘Site Map’ that defines the structure and navigation for the user.

- A top level classification for defining where all content is published.

E.g. Consider a news item, this might now be structured as follows:-
Site Area = Publications

Document Type = News 

Category = Latest, Product, Innovations

............

What are the basic navigation objectives that we are trying to achieve?  (where should the user go from the home page and how.  Also, how will they get back)

Does the site require more than one Site Framework (e.g. organization centric, product centric or both?)

Will there be multiple points of entry to the site (e.g. buy user group or industry.  Main Topic pages may provide this and may be the 2nd level of navigation in the Framework)

Keep to two levels (+ Site) to keep navigation simple or go deeper.  Why?

Will navigation be static or generic? (i.e. how should the navigation be displayed - all on screen at once or using progressive disclosure).  Is a simple, rigid top level menu all that is required or does this site need a complex, dynamic site map?)

Will Navigation be flat or hierarchical? (akin to sub-menus, etc.).
Are breadcrumbs required?
Discuss and agree the basic presentation of the associated Navigator (e.g. Location and orientation).  Does this concur with the requirements stipulated in the previous sections?

Are there any additional links that are required? (e.g. additional Help information but mostly to external content / sites)

What additional functions are required that are not already included (e.g. E-mail feedback, Search, Site Map, etc.)?

Assume ‘Home’ as the first level (site area need not necessarily be displayed), then link all content from the Content Catalogue to a Site Area.

Define all parents and then add children (i.e. hierarchical)

Finally, agree the sort/presentation order for the site areas if this has not already been established 

	Checklist:
	A completed draft Site Framework containing all of the Site Areas has been completed.

The Site Area column completed in the Content Catalogue.

The basic presentation requirements for the Navigator have been agreed.


Design standards
	Purpose:
	To understand what presentation standards need to be applied to the content format and styling.

	Objectives:
	Agree the key standards that are applicable to the WCM site design, what they are and how they will be maintained.

	Questions and Prompts:
	Will the various content authors (and links) portray a common ‘style’ and message?  (User can subconsciously develop a negative perception if the content appears disjointed - important if deep-linking to other sites.)

What standards/style guides already exist for content creation (Discuss all that exist and understand implication for WCM design e.g. minimum common denominator for screen sizes, e.g. 800 x 600)?
Reconsider the audience, what style of presentation would be most suitable?  (e.g. simple or complex, lots of text or graphics.  Most sites benefit from a clear structure with obvious links, small graphics and plenty of white space)

Will the main audience be experienced, complete novices, or somewhere in between?
What speeds/bandwidths are they likely to be using? (business or personal users)

Performance versus presentation?  Are there agreed tolerances for page load times?

Are there any specific visual themes that will run through the whole site? (Colored banners, consistent graphics, etc.)

Is there a requirement to conform with any associated site styling? (such as those of a sister organization or even simple preference)

Are there any Corporate standards on logo use etc?
What key points for new standards can be decided at this stage?  Eg. What resolution to build for, what are the target browsers, requirements for visually impaired & any W3C compliancy levels that need to be met?

How will standards be decided and maintained?

Can an Information Architect ensure quality is maintained (QA)?  Regular, impartial audits? (partly controlled by the approval cycle)

	Checklist:
	Are the content standards requirements (style, etc.) agreed? (it is not the objective to define these here but recognize what they are, what implications there are for WCM - design or use - and how will they be managed)


Page design and content layout
	Purpose:
	To confirm any prerequisite requirements and agree on those areas of functionality that MUST be included in the new web site design

	Objectives:
	Present all stated design requirements from the scoping exercises for the new web site and agree

Collect any further, ESSENTIAL elements that must be incorporated

	Questions and Prompts:
	Maximum navigation depth Eg. 3 layers (2 clicks)
Can the site contain any frames?
Use a 3 Pane design?  Top bar main navigation menu?

What look and feel guidelines? Eg Simple, uncluttered screen, White background
Are there any key elements, such as graphics, that are required to appear on the web site?

What elements must appear on all pages (e.g. company logo, search bar)?

Is multi-language support required?  Which languages?  Is English Navigation with foreign language content acceptable?

Will there be user profiling? (personalized page content)  (can have an unnecessary performance and maintenance overhead if not really required)

Does the customer have any published corporate standards that govern what features and presentation requirements need to be applied to the final web site design?  (can save any wasted time)
What information will be on the main Home Page and how often should it change? (keep clear and obvious with plenty of white space, humans can only cope with so much information at a time)

Are there any preferences or standards for font typefaces, sizes and colors?  (may have already got some information from Content Creation section)

Are there other clear entry points for the site (Main Topic pages or ‘doorways’) other than the main Home Page (e.g. Divisions, Product Catalogue, etc.  Will be covered again in the main Site Framework section but consider any specific requirements, such as individual but consistent styling)

Who will produce the graphics?  What is the lead time for generating samples and final production versions? How will they be reviewed and revised? (pre-production samples usually of great benefit)

How would a user get to a restricted area?  Do they just get challenged or should they ‘login’ at the home page to see additional links?

Can cookies be used? 
What is the organization’s view on the use of plug-ins? (e.g. Flash, Shockwave)

Are there any specific system interfaces that need to be incorporated and how should these be presented? (e.g. mobile services or e-commerce)

Are there text-only elements for the site or large text versions for the visually impaired?  Are there any specific conditions or triggers that govern how such alternatives are presented? 
Are there any content areas that must be printed in specific formats?

Are there any other important considerations for the Home Page (e.g. advertising agreements or partnerships, affiliate logos, etc.)

	Checklist:
	Do we have a list of essential elements (as opposed to desirable) that must appear on the web site, as defined in the scoping exercise or existing corporate standards?

Are the source and details of those elements understood?


Branding

	Purpose:
	To ensure that the web site delivers the appropriate corporate image at all times

	Objectives:
	Understanding of the key corporate branding requirements and how these are best delivered and protected through the web site.

	Questions and Prompts:
	What key messages is the web site trying to portray, e.g..

International Presence

Innovation

Cross-Brand Awareness

Group/Divisional Styling

Environmentally Conscious (Green)

Non Discriminative (accessibility, e.g. visually impaired)

A full list of requirements should listed and then methods of achieving those requirements should be discussed, e.g.

International Flavor - Country names visible in header

Environmentally Conscious - affiliations and partnerships, logos, etc.

Accessibility - large text display option

Will links to other external sites/contents (non-WCM) support or risk this image?

	Checklist:
	The key messages and methods for delivery are understood and appropriate mechanisms for achieving them have been defined.


Search
	Purpose:
	Obtain the full detailed scope of the web site’s search requirements

	Objectives:
	Agreement on what content is to be searched and how that search options will be presented in the web site - the user interface.

	Questions and Prompts:
	Will users be able to easily search from every page in the web site? (i.e. Search box always visible)

Will this be presented by a simple search box or link? (search uses more space, link requires additional click)
Will it be a simple text search or a complex string with Boolean and fuzzy logic?
What content will the search cover? (i.e. is certain information to be excluded from the main web site search)

Will it be restricted to this web site or beyond?  

Will there be proper controls on the generation and use of keywords to aid searching?  How will this be achieved and who is responsible? (consistency is important for accurate keyword-based searching)

Will a simple and advanced search be offered? (maybe simple always visible with an advanced link, for example)

What help should be included? (link or display.  Think about the user competence)

What restrictions need to be imposed on searching?  (E.g. are there any areas of the web site that cannot be searched for security reasons?)

Does the requirements for searching (selecting and excluding) match the Document Types and Categories already defined?  (if not, they need revising now)

Are there any other aspects of searching that should be incorporated? (e.g. other indexes or external links)

Finally, think about ‘search engine positioning’, how do we want external search engines to spider this site?  (More art than science but some things can be done.  Keywords may need to be included in Title tags to get a higher ranking for Main Topic/doorway pages - what should they be?  No frames, no large leading blank areas, no heavy graphics and the use of graphic ALT tags can all improve  a web site’s ranking)
Will the standard WCM search meet the requirements or is an external search engine required?

	Checklist:
	Where will the user be able to find the search function?

What UI assistance will be provided (e.g. simple and advanced)?

What information can be retrieved?

How will the taxonomy be managed?  What is the process and who is responsible in the organization?
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