eginning last year, organiza-
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tional World Wide Web sites
began to pop up out of
nowhere, and the trend con-

the Scenes

By Sally Atkins and Peggy King

Building a World Wide Web site is both process and product.
The dynamics of the former have much to do with the suc-

cess of the latter.
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tinues unabated. Suddenly Universal
Resource Locators (URLs) are displayed
on billboards, all sorts of printed publi-
cations and television. Although these
Web sites may appear to have sprung up
overnight, in every organization at least
one team is working to provide all the
disparate skills it takes to create a such
a presence.

Internal teams that develop Web sites
typically cross traditional organizational
boundaries. Many organizations also build
a second team that includes a virtual
company, a collection of smaller compa-
nies that have come together to assist in
building the site. This group may include
representatives of an Internet service
provider (ISP, which hosts Web sites as
an outsourcing service for IS depart-
ments), advertising agencies (sometimes
called “cyberagencies”) that employ inter-
active marketing specialists to pursue
Web projects and contract with technical
experts in Hypertext Markup Language
(HTML), Virtual Reality Markup Language
(VRML), Common Gateway Interface
(CGI), the scripting language Perl, the
Web programming language Java, open
systems networking and a variety of other
skills. Of course it's important that the
virtual team from outside the organiza-
tion work closely with the internal team.

In general terms, there are two good
outcomes of building an organizational
Web site: process and product. The pri-
mary purpose of the site may be to sell,
to publicize and promote, to educate or
a combination of these three. Regardless
of its purpose, the secondary benefits of
developing the site come from the inter-
actions that take place when members of
the organization work together to make
decisions about what kind of electronic
window they want to open to the out-
side world.

As part of this process, those who join
a Web-building team may be rewarded



department would participate. The Web
site project of Consumer’s Power, a gas

about selecting a team to participate in
and electric utility, was directed by its

for their efforts with an opportunity to view
their organization from unfamiliar per-  Web site construction. Our survey of such
spectives. Graphic artists get a bird’s-eye  projects showed a continuum of involve-
view of how the computer wizards work;  ment. About half of the teams were still in ~ corporate communications department.
system administrators learn about content  the midst of launching their sites. On one At the opposite end were projects dri-
development; IS departments learn how  end, the American Association of Retired  ven by a single person. In such a case, it
much thought goes into advertising, direct ~ Persons and American Express brought helps when that person is highly placed.
marketing and public relations campaigns;  together people from throughout their The Web champion at home-building
and the people in marketing find out why  large organizations. Most of these people  company JM Peters happens to be the
technical support people have to come in  had never before worked together. president.
on weekends. In the middle were organizations in The following profiles should enlight-
Organizations vary in how they go  which one department drove the Web  en some of the unexpected challenges
project and selected who outside that and hoped-for benefits of putting a Web
team together and to work.
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Teamwork Behind the Scenes
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onsumer’s Power, located in

Jackson, MI, and serving the

Detroit metropolitan area, is the

fourth largest combination gas

and electric utility in the United

States. A subsidiary of the multi-

national CMS Energy, Consumer’s fol-
lowed its parent company’s lead by con-
tracting with the same virtual company
for assistance in constructing its Web site.
Steve Lapedus, head of corporate
communications at Consumer’s, spear-
headed the project. He contacted Carol
Kamm, president of Allen Creek Associ-
ates, a consultancy in Ann Arbor, to serve
as the project leader. Kamm was on the
board of directors of Allied Internet, an
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ded the Web site tO inglud
mer service application,

association of small Internet-related busi-

nesses also based in Ann Arbor. “After
my initial meeting with Stephen, | pre-
sented him with the idea of working in
conjunction with Allied Internet,” says
Kamm.

Each of the Allied Internet member

companies played a role in developing
the Consumer’s Web site. The largest of
these was Quorum, which did the graph-

ic design and put a team of four to work
on reformatting Consumer’s existing con-
tent into a form suitable for the Web.

Lapedus estimates that about 70 percent
of the Web page content came from
existing materials.

Every major page on the Consumer’s

which is password-protecte

floor Plans, hyt IM Peters

d and
would be the first to give

site has a search button, and there’s a
get-back button for every outside site
with a link to Consumer’s. A company
called Interconnect incorporated a data-
base search engine into the site and
designed a search interface form for both
Consumer’s and CMS. A consultant from
Argus Associates designed the overall
information architecture and navigation
for both sites and then took the content
for the each and organized it into navi-
gable structures.

Despite being the project of one
department, the content in Consumer’s
Web site represented the entire company.
The corporate communications depart-
ment intended it to be a way for all four
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of its marketing groups (core gas mar-
keting, strategic gas marketing, core elec-
tricity marketing and strategic electricity
marketing) to take their key messages to
the public. “If we put our URL on the bill
envelopes, a potential 1,600,000 cus-
tomers will know where to find our site,”
says Lapedus. “Our goal is to save our
customers, and anyone else who sees the
site, money on their energy bills.”
When the four marketing groups
began working together, they discovered
that there was no unifying look, feel or
voice to the utility’s various promotional
materials. “When we put all of our mar-
keting material together in one place, we
found many disparities,” says Lapedus.
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from top Management.
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thusiastjc sponsorship

“Building the site gave us opportunities
for cooperative marketing that rarely exist
in the physical world.” Before the site
went live at the end of 1995, people from
10 different groups at Consumer’s had
contributed content.

Soon after the launch, four addition-
al departments wanted to get involved.
The latest project is to gather require-
ments for what these departments will
need from a Web site.

Departments within an organization
frequently vary in both readiness and
ability to pursue a Web project. At Con-
sumer’s, the IS department was on the
sidelines during Web site construction.
One of the reasons that almost all of the

Sally Atkins is president of IST Consult-
ing, an affiliate of NetSource, Inc., based
in Boston. She can be reached at
Sally@kins.com.

Peggy King is a free-lance writer based in
San Jose, CA, who specializes in the busi-
ness aspects of open systems. She can be
reached at peggyking@aol.com.

technical assistance came from outside
the utility is that corporate communica-
tions wanted to move more quickly than
IS was prepared to respond.

Security was the Internet issue that
most concerned the IS department.
Because its staff did not yet have a per-
son who knew how to build a secure
firewall to protect its proprietary data, IS
preferred not to host the site internally.
Instead, Consumer’s is using virtual host
service provided by IC.net, its ISP.
According to Kamm, IC.net is working
closely with the IS department on capac-
ity planning issues and helping the
department decide when to begin hosting
the site on its own server.
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