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Introduction 
The 2020s may go down in 
history as the decade that totally 
transformed workplace culture. 
Now more than ever before, 
organizations are using internal 
communications software to 
increase employee efficiency, 
productivity, and satisfaction. 

When internal comms software (and for the 
purposes of this eBook, your intranet) is successful, 
it results in measurable and wide-reaching benefits. 
But before you arrive at that ideal, you must 
first know how to evaluate and buy an intranet 
solution that is best suited to your organization. 
This involves many steps, including coordination 
between departments, defining the scope of your 
project, and setting clear milestones every step of 
the way. 

Our team at Intranet Connections is here to help 
you on your journey. As pioneers in the intranet 
software industry, we bring more than two decades 
of experience launching over 1,600 successful 
intranets, from NASA to the community credit 
union around the corner. We’ve put together this 
guide based on our expert team’s experiences 
working with our customers in financial services, 
healthcare, professional services, and beyond. 
Whether you find yourself working in IT, HR, 
Marketing, or Internal Comms, this guide should  
set you on the right track to find the intranet 
solution that is the best fit for your organization.

“ None of us on the SharePoint  
CU team had been responsible  
for creating or maintaining an 
intranet before, so we relied on 
the IC team to help navigate this 
journey. The IC team all did a  
great job of providing feedback  
and insight, as well as training  
and other resources. We shared  
a lot of laughs together too.  
This guidance and support made 
this project feel more manageable 
and helped us create a much  
more polished product leading  
up to our intranet’s launch.”

•  PAUL VORK, ACCOUNTING MANAGER, 
SHAREPOINT CREDIT UNION
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In this guide, you will find an outline of:

1. How to evaluate the purpose of your intranet 

2. How to build an intranet business case and  
pitch it to your leadership team successfully

3. How to create an evaluation plan

4. How to analyze all the current intranet solutions 
on the market

5. How to seek social proof

Throughout this guide, you will also find links to 
powerful and informative tools such as our Intranet 
Scoring Matrix and other free tools and templates.

From all of us at IC, good luck on your journey  
to an improved intranet!
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The very first step when you  
begin your intranet project is 
defining the purpose of your 
intranet, and what key pain points 
within your organization it will 
solve. When you can pitch your 
new intranet as a potential solution 
to real, measurable roadblocks 
you are facing, you are more likely 
to get support and funding for 
your initiative (and impress your 
leadership team!). 

Intranet ROI is notoriously difficult to quantify,  
but if you begin with a clear purpose in mind,  
it will make your life easier down the road when 
showing your intranet’s success. 

At IC, we’ve been in the intranet space for over 
two decades, and most of our customers had one 
common problem that needed addressing when 
they started using our software: lack of efficiency 
and productivity in the workforce. Employees were 
taking too much time to find important resources, 
documents, and policies—all while unaware of 
important organizational updates, milestones, 
and goals. An intranet can address all these things 
and, of course, in the age of Work-From-Home, 
intranets are now more relevant than ever to keep 
an organization unified even though they may  
be miles apart. 

Let’s look at how to identify the problems your 
organization may be facing and how an intranet 
can help solve them! 

Step 1:  
Define 
your 
purpose
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Quantify  
your roadblocks
You’ll want to start by conducting a pulse check 
with all employees (from entry-level to leadership) 
on what their biggest roadblocks to organizational 
success are. There are a multitude of ways to do 
this, from surveys to townhall meetings. The most 
important thing is that, regardless of medium, you 
save the results and perform an analysis to see 
which issue is most prevalent. 

Once you’ve determined what your roadblocks are, 
go through each one and select which ones could 
be supported by better internal communications 
and/or an intranet.

Why an intranet? 
Once you have identified the main organizational 
issues you wish to solve, begin researching different 
intranet providers and reading case studies and 
testimonials to identify how an intranet can solve 
your problems. 

For example, if your issues center around 
productivity and efficiency, search for stories about 
how an intranet helped other organizations in 
reducing hours wasted searching for documents, 
and how that lead to measurable success (i.e. better 
and more consistent customer experience due 
to increased findability of important documents). 
Now, you can produce real-world examples for 
your stakeholders on why an intranet can improve 
your organization and how to measure your ROI. 

Highlight the risks  
of sticking with  
the status quo 
You’ve defined your problem and highlighted  
how an intranet can solve it, great! But there’s  
still one missing piece of the puzzle: proving  
why sticking with what you currently have is 
detrimental. You’re most likely using either a shared 
drive, SharePoint, or an internal network in place  
of your intranet—and it’s likely bringing you a lot  
of problems. Or perhaps you have an intranet 
already, and it’s missing key functionality. Think 

about how these issues are currently affecting  
your organization, as well as future risks based  
on your understanding of the organization’s 
direction and plans.

Evaluate and contrast the features of your  
current solution with the features of a potential  
new intranet. A robust intranet platform will  
have things that you currently lack, like file version 
history (so employees can always work with  
the latest data), clear governance (meaning  
your current solution is not well maintained),  
or automation (to make IT and HR’s lives easier). 

Build vs. buy?
One common question that many intranet buyers 
may first explore is “should I build or buy my 
intranet software”? In short, while building an 
intranet may seem cheaper at first glance, it can 
be an insurmountable feat for many smaller teams. 
When building an intranet from the ground up,  
you need to consider: 

• Is your intranet budget scalable to include 
variable costs of customization and professional 
service consultants? 
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• Do you have seasoned, in-house technical 
professionals that will be available to perform 
ongoing maintenance, bug fixes, upgrades, etc.? 
How long can your self-built intranet survive if 
one of those professionals left?

• Do you want to maintain and develop custom 
code on your intranet internally or with ongoing 
consulting engagements as the needs for your 
intranet evolve?

As you can see, there are a lot of “hidden” costs* 
when it comes to building your own intranet, from 
consultants, to wages and time spent for internal 
development and maintenance. You’ll also need  
to ensure your bespoke software is compliant  
with industry regulations. 

Nevertheless, in some cases, especially if you’re 
looking for a basic intranet (simple news, posted 
documents, and email communications), 
building your intranet on top of your Office 365 
environment, for example, can be the way to 
go. There often won’t be much setup beyond 
4-6 weeks and usually minimal training is required. 
However, if you’re looking to make your intranet 
a robust internal communications solution within 
your organization, you’re probably better off to 
buy than to pay for all the customization that will 
be required.

When you buy an intranet from a reputable vendor, 
take a close look at their pricing structure. You 
should not have to worry about any costs beyond 
your subscription (for cloud-based solutions) or 
your licensing costs (for on-premise solutions)**. 
For robust intranet projects, not only is buying  
an intranet generally cheaper, but it is also less 
time-consuming to launch an out-of-the-box 
intranet solution than building one, putting you  
on track to show greater ROI, faster. Additionally, 
you can rest assured that your out-of-the-box 
software is complaint, secure, and will get regular 
updates and bug fixes that are easy to implement.

Now that you’ve defined and measured your 
problem, and decided to buy a ready-made intranet, 
you’re ready to jump into building the case for a 
new intranet solution. Let’s go into more detail on 
exactly how to build a business case and pitch it  
to your stakeholders in the next chapter!

** Note that not all 
intranet vendors 
structure their costs 
in the same way. 
Be sure to discuss 
with your preferred 
vendors how costs 
could grow as your 
employee headcount 
does, and whether 
there are fees for 
training, onboarding, 
or implementation.

* A trustworthy tech consultant can 
cost about $785 USD per day! You will 
also need a product owner to keep 
everything on track, which is another 
$785 USD per day. Your new intranet 
will be in development for anywhere 
from 3-6 months depending on the full 
scope of the project, which amounts 
to $141,300-$282,600 USD. And that’s 
not including the costs of regular 
maintenance and updates after the 
software is built.
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Now that you’ve defined your 
problem and concluded that  
new intranet software can help,  
it’s time to build a business case  
to get stakeholder approval.  
Here’s a quick overview of the 
steps we’ll be going through  
in the following sections:

• Identify organizational goals

• Identify your KPIs

• Identify costs & risks

• Identify stakeholders

• Build your project plan

• Present your business case

This phase of your project can feel long and 
thankless (and it can be, sometimes!). But by 
following the steps outlined below, you’ll be 
presenting your well-formed intranet business  
case in no time! 

Step 2:  
Build a 
business 
case

2

While you build your case, 
it’s also a great time to do 
further research and identify 
a few potential vendors, if 
you haven’t already. Any 
vendor worth your time will be 
willing to help you build your 
business case and may have 
existing resources you can 
use, so take advantage!
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1. Identify  
organizational goals
You’ve already identified and defined your  
problem, and now, it’s time to tie that problem  
to your organizational goals, if it isn’t already.

The goals you have for your new intranet should 
align with your organizational goals. The more 
your new intranet addresses your current priorities, 
the easier it is to make a case for one and prove 
its ROI. Modern solutions need to solve modern 
problems, such as: 

Increase business efficiencies 
HR and IT teams spend countless hours of their 
week responding to individual questions and  
one-off requests. For IT, the main benefit of 
adopting an intranet—and turning it into a single 
source of truth—is to reduce the number of 
support tickets they need to handle. The same 
applies to HR too—your intranet is an excellent 
place to store updated policies and employee 
information, reducing the confusion over which 
document version is the most accurate. By using 
purpose-built intranet software that can serve as  
a knowledgebase, your intranet can aid in working 
towards your goal of saving IT and HR’s time. 

Beyond HR and IT, an intranet can help with  
overall business efficiency, too. Employees 
often take too long to find important resources, 
documents, and policies—all while unaware of 
important organizational updates, milestones,  
and goals. An intranet solves all those problems!

Remote work: bring dispersed 
employees together
It’s no secret that the widespread adoption of 
remote work in a post-pandemic world has left 
many organizations scrambling to find ways to 
create a sense of community, with workers miles 
away from each other. For that reason, your 
organization might be ready and willing to spend 
money on creating a digital workplace that fosters 
community and corporate culture in lieu of a 
physical workplace. The right intranet can serve  
as a single hub to not only build community,  
but also as a single source of truth for your 
digital workforce. 

Enhance employee engagement & experience
According to a recent report by Gallup (as well as 
countless other sources), employee engagement 
is correlated strongly with higher levels of 
productivity and performance—in fact, business 
units with engaged employees achieve a 10% 
increase in customer satisfaction metrics and  
a 20% increase in sales. Your intranet provides 
a unique place for employees to connect and 
collaborate with each other and is increasingly 
important for hybrid and remote work 
environments.

Improve internal communications
Did all your employees see your latest message? 
According to a study from Hollinger Scott,  
41% of businesses have no way of tracking 
how much content is viewed on their internal 
communications channels. If this is a question  
you often find yourself asking, you probably need 
a better way to manage and measure your internal 
communications efforts. An intranet can help with 
detailed analytics capabilities that let you know 
how many people are viewing your content, what 
they’re searching for (and whether they found what 
they’re looking for), as well as ways to track opens, 
clicks, conversions, and feedback on the content 
you promote from your intranet on different 
communications channels.

Connect your multi-generational workforce 
Gen Z-ers are joining Millennials in the workforce, 
and with them they bring a whole new perspective 
to the world of internal communications. 

“ Approval processes that 
previously took 6-8 weeks,  
now had the ability to be 
approved within 1 day.”
•  SARAH SANTALUCE, BRAND MANAGER,  

AMICA SENIOR LIFESTYLES
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Generation Z grew up on the internet, and they 
are most comfortable digesting their information 
online. Push messaging, the preference for 
instant communications instead of email, and the 
importance of work-life-balance are paramount 
to keeping Gen Z engaged and productive in the 
workforce. You need an intranet that supports 
this kind of functionality to empower and engage 
workers of all ages.

Build a single source of truth
Whether for compliance, productivity, or 
onboarding efficiency reasons, having a single 
source of truth for your organization can be the 
key to streamlining your workflows. Your intranet 
is the natural single source of truth for your 
organization, and you can use it to build individual 
departmental and team sites to further organize 
documents and data.

Not sure what your organizational goals are?  
The key is to identify which areas of the work 
process are taking the longest right now and 
listen to your employees. Do employees complain 
often that they are not sure where documents are 
located? Does it take an unproductive amount of 
time to onboard a new hire? Is your work force 
not engaging with your current communications? 
Once you identify some key paint points affecting 
your workforce, our expert team can help you 
quantify how exactly an intranet can help!

2. Identify  
your KPIs
Measuring intranet ROI is notoriously difficult, 
as your intranet touches upon many different 
facets of the employee experience, some more 
quantitative than others. Intranet KPIs often  
include (but are not limited to):

Number of employees sharing knowledge

Number of employee comments on content

Number of views on intranet content

Number of opens/clicks on internal 
communications messages

Amount of new intranet content created

Employee satisfaction rates

Decrease in turnover

Number of times employees interact  
with each other on the intranet

Number of abandoned/missed searches

Amount of time to find information

A good way to measure each KPI you set is to ask 
yourself these 4 key questions: 

How can we measure it? 

What is the current performance? 

What is the optimal performance?

What is the value of the difference? 
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For example, a key point of interest for intranet 
success may be increasing productivity by 
reducing time spent looking for resources (after 
all, your intranet doubles as the best document 
management system for your organization).  
When measuring this KPI, you may follow the 
approach outlined above like this: 

How can we measure it?   
Time spent searching per employee (averaged)  
x average employee wage 

What is the current performance?   
Each employee spends an average of 1 hour 
searching for necessary resources. Multiplied  
by an average hourly wage of $20.00, that’s  

$20.00 a day lost per employee. 

What is the optimal performance? 
Each employee ideally spends no more than 
15 minutes searching for necessary resources.  

What is the value of the difference?   
Currently, $20 per day is lost to poor resource 
searchability per employee. Per week that is 
$100, and if your organization has 50 employees, 
that’s roughly $5,000 lost in total every week. 
After implementing your intranet, you’d like to 
cut that down to 15 minutes per day, or $5 per 
day per employee, and $1,250 per week for all 
50 employees. That means your value difference  
is $5,000-$1,250 = $3,750 saved per week in total! 

This formula can be extrapolated to a multitude  
of different KPIs you may set for your new  
intranet, including: 

1. Reducing time spent on IT bottlenecks 

2. Improving engagement for greater 
intranet adoption 

3. Employees being informed of critical 
business updates

3. Identify costs  
and risks
As beneficial as your intranet will be to your 
organization, it does come with a few risks— 
and of course both sunk and hidden costs. 

Intranet risks
In a study performed by CMS Wire, they found  
3 main reasons why intranets fail. Let’s take a close 
look at each and how you can mitigate risk and 
lower the chances of failure for your organization. 

1. Lack of governance
When it is not clear who oversees the intranet,  
it can fall to the wayside—and be an underutilized 
but expensive tool. To help you build an intranet 
team, check out our Intranet Governance Template!

2. No clearly defined purpose
Hopefully, this guide has made it clear about 
exactly how your intranet can serve your 
organizational goals. When intranet and 
organizational goals are not aligned, the intranet 
becomes underutilized and fails. 

3. Outdated or irrelevant content
Your intranet should serve as your “single source  
of truth”. This means that employees should be able 
to rely on your intranet as a place with the most 
up-to-date and relevant content—from documents 
to policies. When your intranet is not properly 
governed, important information may not be kept 
up-to-date, and employees can no longer rely on it 
being an accurate source of info, making it useless. 

Wondering how to get the number of hours lost? 
A simple self-report survey would do the trick!  

Need more advice on how 
to calculate intranet KPIs? 
Reach out to the IC team  
for tailored advice!
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Intranet costs
There are also a few costs, some hidden, to keep  
in mind when shopping for intranets. 

Obviously, there are the upfront costs of 
licensing the intranet—whether a cloud-based 
subscription or an on-premise setup, which 
can run from $11,000USD-$36,000 per year for 
~150 users. But there are costs that are hidden, 
around maintenance, training, onboarding, and 
development. In addition, some intranet vendors 
may charge per user, so keep in mind that your 
costs may grow as your organization does.

When using SharePoint, for example, you  
may need to hire a product owner to help you  
with the development and launch plans (this 
person should have a clear understanding of 
SharePoint’s roadmap, technical capabilities,  
and how SharePoint interacts with other business 
processes), and a technical consultant to do the 
actual building of your intranet. A person in either 
of these functions can cost upwards of $785 USD 
per day and will be needed in your organization for 
between three to six months to prepare for launch. 
Just in short-term consultant costs, that means 
a fee of between $98,910 to $197,820 USD for a 
period of three to six months. Ongoing product 
ownership and maintenance will mean ongoing 
costs, too. Don’t forget to factor those costs  
into your decision!

4. Identify  
stakeholders
Who are your stakeholders? 
When shopping for intranets, there are several  
key players within your organization who  
will need to be closely involved with the 
implementation, rollout, and maintenance of  
your new intranet. Usually, these stakeholders  
are in IT, HR, Communications, and of course  
your leadership team. 

Not all stakeholders will have the same 
responsibilities—some may just be needed for 
budget approval, whereas others may be required 
to take a more hands on role. Some may not even 
be fully onboard with your intranet project, and 

you will need to use the key points outlined in  
this eBook to convince them to get on board. 

What do stakeholders want? 
If you are unsure about the priorities of your 
individual stakeholders have, the best thing to  
do is to ask them! However, based on your 
stakeholders’ departments, it can be easy to 
presume what concerns and priorities they may 
have related to your intranet project. Here’s a handy 
guide on how to discuss your new intranet project 
with each department in your organization. 

Human Resources 
Compliance to policies centered around employee 
behavior, easy onboarding, retention, and general 
employee satisfaction are HR’s primary concerns. 
When discussing your intranet project with them, 
focus on topics around onboarding, engagement, 
and workplace policies. A powerful intranet solution 
will be able to provide them with read receipts 
for important policies, and automated workflow 
approvals for expense reports, time off requests, etc. 

Information Technology 
IT is most likely to be concerned about the  
security of your intranet, and you will need to 
convince them whether to adopt a cloud-based 
solution (where your data is stored elsewhere) or 
an on-premise solution (where you manage your 
data yourselves, on your own servers). IT also tends 
to be preoccupied with intranet cost, and costs  
can vary considerably when looking at cloud 
vs. on-premise options, as well as build vs buy 
scenarios. You’ll also want to consider what IT 
resources will be required to build up your intranet. 

Communications
Like HR, Communications will be most interested 
in engaging employees and building a better 
workplace culture. Discuss with them how your 
intranet will be used to keep employees informed 
about company news, events, and other important 
information. A powerful intranet solution will be 
able to provide them with key stats for open rates, 
click rates, read rates, and channel effectiveness, 
ensuring their messaging resonates with your 
internal audiences. 
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Leadership team
For your leadership team, the most important  
thing is proving to them that implementing an 
intranet is resulting in net-savings and decreased 
turnover. Using the “How to measure success” 
section above, you can show them how your 
new intranet will enable the company to better 
their bottom line while ensuring employees stay 
engaged, happy, and productive.

5. Build your  
project plan
Now that you’ve identified your stakeholders,  
costs and risks, KPIs, and organization goals,  
it’s time to put that all together in a project plan.  
A project plan will allow you to guide the control 
and execution of your intranet project. Ultimately, 
your project plan will help you identify the 
milestones, tasks, and goals that will be critical 
to the success of your intranet launch and 
optimization.

A good project plan is often an essential tool for 
gaining senior management support and can also 
become a basis for your team to communicate 
with stakeholders once the project begins (more 
on this in the next section!). Often, project plans 
are multi-page documents that are shared in  
Word or PDF format.

Project plan outline
1. Stakeholders, project scope, budget, timeline, 

and training requirements 

2. Project goals and metrics 

3. Project deliverables 

4. Project schedule 

5. Project costs risks and mitigation plan

Here are some questions that you and your team 
should ask yourselves as you work through your 
project plan:

1. Stakeholders
• Whose labor hours are required? 

• How many people are involved? 

• What is each person’s availability to work  
on the project? Does this change over time?

• Which departments need to be involved?

• Who will own the project during and after 
implementation?

2. Scope
• What is in scope for this project? 

• What is out of scope for this project? 

See below for additional questions to ask 
yourself as you work through this section.

Explain how they connect with your 
organizational goals!

i.e. what you’re expected to produce as a result 
of the project

Don’t forget to account for team vacations, 
busy seasons, and other potential unforeseen 

circumstances.

Look at each of your deliverables and define 
 the tasks that are required to accomplish 

them. Then, with the help of your team, determine 
the amount of time each task will take. Don’t 
forget to account for any dependencies! You can 
keep this part of your project plan organized in 
Excel or by using a Gantt chart. There are tons 

of free templates out there!
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• What are the phases and deliverables of  
the project? 

• What are the key milestones of the project?

• What are your goals and requirements for  
a successful project?

3. Budget
1. Is there a defined cost that has been set aside 

for this project?

2. Will there be hourly costs for outside resources 
and/or support? 

3. Will there be any travel expenses? 

4. Are there any foreseeable onboarding, 
implementation, or customization costs?

5. Are there any foreseeable training costs?

4. Timeline

• What is the proposed timeline and launch date?

• Are your estimates achievable? 

• What dependencies exist in your project plan?

• Have you considered the time required for  
time-intensive tasks such as the content 
inventory, content audit, and content migration? 

• Are there any timeline constraints that  
will impact the amount of work that can  
be completed?

5. Training
• Will software training be necessary? Who needs 

to be trained?

• How will you train your employees once the 
software is launched?

• Do you expect your software vendor to provide 
training? Will training be given remotely, or will  
it be offered onsite? 

6. Present your  
business case
With your project plan in hand, it’s now time  
to present your business case and get buy-in  
from your leadership team! As you think through 
how best to present your intranet case, consider 
format, potential objections, and vendor examples. 
More details on each of these points follow.

Format
There’s no right way to format your business  
case presentation. Depending on your situation 
(and on your leadership team), it does not even 
have to be a formal presentation—you could get 
equally good results by preparing a one-page PDF 
document and having an in-depth presentation 
than you could with a detailed PowerPoint 
presentation. Just keep in mind that you don’t want 
to overwhelm your audience with unnecessary 
details. Present your facts and proposed solution 
and leave detailed elaborations for discussions  
or Q&A time. 

If you are thinking of going the PowerPoint 
presentation route (as many of our customers 
do), download our handy Business Case Pitch 
Template here!

Tip: talk to your preferred vendor about 
what the timeline would look like for  
your organization!

Tip: If you’re comfortable, invite your 
preferred solution partner along 
to your business case presentation 
so they can help answer additional 
questions and bridge your team 
mentally into what the transition  
to implementation would look like.

Download Now
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Potential objections
Either as a part of your presentation or as 
preparation before your meeting with your 
leadership team, consider what potential 
objections your audience may have ahead of time 
and how you’ll deal with them when they come  
up. Preparing for these conversations in advance 
could have a significant impact on the outcome  
of your discussion. Consider the examples  
below and add your own!

Objection: Employees don’t use our existing 
intranet. Why should we invest in a new one? 
Outline the reasons why your current platform 
is not being used and any limitations you may  
have experienced while using it. Perhaps your 
current intranet is difficult to use, and so 
employees are not motivated to add content  
to it, which leads to employees not seeing the 
value of using the intranet as it only contains stale 
content. Refer to your main problems again and 
use data to support your argument. If you’ve 
started to think of adoption and maintenance  
plans for the new intranet, share those now too! 

Objection: A new intranet is too expensive,  
both in terms of the initial cost plus the  
ongoing costs.
Be prepared with some numbers here, as cost  
is a critical metric for your leadership team.  
Put together an analysis of initial costs, training, 
onboarding, and ongoing maintenance that  
will be required, both in the short and long term. 
Compare them to what you already have but  
be sure to account for the potential costs of not 
pursuing a new platform. Articulate not just why 
you can afford this new software but why it’s 
essential to your organizational goals (and refer 
to Step 1 of your business case to make these 
connections clearer). 

Objection: It’s too much work, and we’re  
already short-staffed.
This is a common obstacle that many organizations 
face, but it’s important to look at the big picture 
here. The long-term benefits of an easy-to-use, 
engaging intranet will make your staff work more 
efficiently, not less. While the initial work and 
investment might be higher, this will pay off in the 
long term. Consider putting together an intranet 

team so that ongoing intranet maintenance can  
be split amongst people and not delegated entirely 

to one or two people.

Vendor examples
If you’ve already spoken to potential intranet 
vendors, ask them to provide you with a few  
case studies that you can use in your business  
case presentation. Seeing real results is much  
more likely to sway the outcome of your 
presentation in your favor.

No matter how you choose to present your intranet 
business case, don’t forget that storytelling is by 
far the most powerful way to make your case. 
Establish your setting and characters, demonstrate 
the problem (i.e. your pain points) with data, and 
explain the resolution. Good luck!

Learn more about intranet governance  
best practices by downloading our free Intranet 

Governance Template!
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Now that you’ve built your 
business case, you may have 
already started to identify  
key stakeholders and target 
audiences that would be 
impacted by your intranet  
project. In this section, we’ll  
focus on the team you need  
to support your evaluation  
process and how you may  
want to engage with them  
to create buy-in. 

Setting a strong foundation in the beginning  
stages will be critical to maintaining momentum 
through implementation. If done properly,  
you’ll have a structure in place that will allow  
you to overcome common pitfalls that can  
stall or completely stop an intranet project  
from moving forward.

Step 3: 
Create an 
evaluation 
team 
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Forming a  
steering committee
A common practice is to form a steering committee 
or project group. Discuss 1:1 with some people  
you could see being key players in the project. 
Bring questions to gauge interest, understand  
their personal motivations, and how success in  
the end will help them meet organizational goals. 
Try to understand their strategic organizational  
and departmental priorities and make sure you 
show each of them the value of this project, always 
referring to their WIIFM (What’s In It For Me?).

Representation in this group typically comes  
from a few key viewpoints or stakeholders:

Executive Sponsor

Organizational leadership team member 
representing the voice of top leadership. Main 
authority figure to champion the project and seek 
resources required. Often holds budget for the 
project and is ultimately responsible for success.

Project Owner

Often leads the evaluation and research phases 
and organizes the team. Ideally builds the business 
case, project charter, and coordinates discussions 
plus internal communications amongst the group. 
They are the shepherd keeping things in motion  
or raising a flag when things get in the way and 
affect timeline.

Content Lead

Main influencer who will ultimately become an 
intranet admin and power user of the platform. 
They are asked to assess functional needs and 
ease of use, plan content migration, and anticipate 
roadblocks to user adoption. Often, they are 
unhappy with incumbent solutions.

Technical Champion 

Has vision of technologies used in the organization, 
opportunities to eliminate redundancies, and 
maximize tools. They understand usability and 
security needs and can find good compromises 
within available solutions. They are a strong advisor 
on trends and have access to firsthand feedback 
from user support channels. 

B U Y I N G

I M P L E M E N T I N G

PROJECT  
GROUP

STEERING 
COMMITTEE

TECHNICAL 
TEAM

CONTENT 
CONTRIBUTORS

• Executive Sponsor
• Project Owner
• Content Lead
• Technical Champion

• Project Owner
• Core Members

• IT Leader
• Support Technicians

• Admin Staff
• Department Leaders
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Depending on your organizational size, structure, 
and industry, you may be thinking: “I’m holding two 
or more of these roles alone and feel challenged to 
form a steering committee.” That’s more common 
than you think! Consider having one of these roles 
supported by someone else in your organization, 
from IT, HR, or Marketing. 

In the buying phase, one must balance having  
too many voices, which can result in many different 
desired outcomes of the project and decision 
paralysis. Within the selection process, it’s ideal to 
keep your group to five people or less and define 
your decision-making steps. Some members 
will be more analytical and lean on things like 
an evaluation matrix, others will be using more 
intuition to assess fit. Look for a few people in your 
organization that have good visibility, garnered 
respect at various levels, and can blend strengths 
to support your evaluation (make sure to identify 
what those are).

Throughout your process, you will absolutely  
want to pull insights from other sources like 
department leaders, end users, office staff,  
and/or frontline workers. It’s worthwhile to  
engage them in some discovery sessions early  
for qualitative input (i.e., interviews or focus 
groups) and seek out any quantitative feedback 
from things like surveys or stats on current ways  
of working. 

While it’s not impossible to complete your intranet 
evaluation process alone, it will prove more  
difficult to create organizational alignment and 
influence. It can also make your intranet project 
more vulnerable to fall to the wayside when shifting 
priorities or turnover occurs.
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Now that you’ve defined your 
problem, built your business 
case, and created your evaluation 
team, it’s time to start evaluating 
your options.

There are many intranet software options  
out there, and many ways to evaluate them. 
Perhaps you have specific features or functionality 
(like Push communications or automated forms) 
that are a deal-breaker for your organization, or 
perhaps you’re looking for a specific integration. 

Once you have a better sense of your top three 
to five vendors, arrange some discovery and live 
demonstrations. Most vendors offer free trials,  
so you and your team can work through some  
real use cases to ensure the software satisfies  
your needs. Shortlist from there and bring the  
larger stakeholder group to final demos to ensure  
all can be part of the decision making.

To help you build your list of preferred or 
shortlisted vendors, it’s helpful to build a scoring 
matrix so you can evaluate your options objectively. 
We’ve put together a vendor response questionnaire 
template that can be used to determine vendors’ 
functional capability and ability to deliver a solution 
through objective scoring. You can provide the 
tool for your potential vendors to complete, and 
then compare solutions side-by-side. Further 
instructions are included in the template.

Step 4: 
Evaluate 
your 
options

4

Download Now
If you’re going through an 
RFP process, this vendor 
response questionnaire can 
also be used! See our specific 
instructions in the template.
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When you begin shopping for 
an intranet solution, you’ll be 
bombarded with a multitude 
of offers from different software 
companies. The success of your 
intranet project hangs upon 
choosing the right software for 
your organization and your goals, 
so you are going to need to do  
a bit of research into the vendors 
you think are your best fit to  
help you choose to partner with.

First, know what denotes good proof of success. 
Case studies are great, and easy to access, 
but nothing beats talking to someone in an 
organization within your industry who is using  
that specific intranet software. Discuss pros, cons, 
and measurable improvements they saw with  
their intranet. To get in touch with existing 
customers, you have three choices: 

1. Ask for customer references during the 
sales process

2. Approach the IT department of a listed  
customer on an intranet provider’s site 

3. Join industry events, roundtables, and webinars 
that may connect you with current customers

A good intranet provider won’t shy away from 
putting you in touch with current customers if their 
software really is as great as they’re selling it to be! 

Step 5: 
Seek social 
proof 
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Before you have a shortlist of intranet vendors, 
make sure to do your research! It’s possible  
to find upwards of 80% of the information you  
need before even having direct engagement  
with salespeople. Other places to find social  
proof are: 

• Online review sites, like Capterra or G2 

• Publicly accessible resources published 
by the intranet provider (like free eBooks, 
templates, etc.)

Reviews, while they may be biased, will give  
you a quick peek into the psyche of current 
customers; and public resources will show  
you how much effort a provider puts into  

improving the customer experience. 

You don’t need to include everyone from the 
Steering Committee in this process, rather pick  
one person to lead this step, or divide and conquer 
if that suits your group better to be efficient.

Pro tip: If an intranet vendor has resources 
about best practices and governance, it shows 
that not only do they provide software, but 
they can also help you on your path to better 
internal comms.

About Intranet 
Connections
Intranet Connection has been building  
the modern employee intranet since 1999. 
Our software connects workers to their 
organization and with each other. 

Adopting our purpose-built software has  
led to measurable successes for our customers 
including cost efficiencies, productivity 
increases, turnover decreases, and better 
employee experiences. 

IC’s modern and secure intranet solution  
is revenue-boosting and packed with  
one-of-a-kind features, such as our Push 
messaging extension. But it’s our team of 
experts who set us apart—they provide  
hands-on support and best practice guidance 
to our customers every step of the way. From 
onboarding through optimization, we’re the 
intranet partner you’ve been hoping to find.

Ready to see for yourself? Request a tailored 
demo and free trial to see how easy better 
employee experiences can be.

IC benefits: 
• Power right out of the box 

• Built with security and compliance in mind

• Purposeful integrations

• On-premise or cloud-based solutions

Request Demo
From all of us at IC, we wish you the very best 
on your intranet journey!
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“ Our time-cost savings since moving to IC is incalculable 
for us. We have eliminated sending 15 to 20 company-
wide emails daily and avoided recreating well over  
850 documents on our intranet. Talk about cost savings!”

•  RYAN SONNENBERG, COMMUNITY STEWARDSHIP OFFICER,  
PIMA FEDERAL CREDIT UNION BNA

“ With IC’s intranet software, we saw an 81% employee 
adoption from 800+ employees in the first month,  
a 30-minute reduction in company communication  
per person/day, and a 55-minute reduction in accessing 
department resources per person/day. That’s a total 
monthly time savings cost of $400,000!”

• ANGIE YATES, PROJECT MANAGER, SUMMIT FUNDING

“ What we enjoyed the most was the collaboration with the 
internal team and the folks at IC. The project kept us on 
task to meet our timeline. The project also inspired us to 
add a few final touches (logos, branding, and colors) and 
to add more value to our offerings. We might not have 
thought of those things prior to the project meetings.”

• GENIE BRIGGS, SENIOR VICE PRESIDENT OF MARKETING, POINT BREEZE CU

“ With IC, we were able to improve upon our old company 
intranet in almost every way. Having a system that’s 
intuitive and not intimidating for the average person  
to administer is powerful.”

•  DAVID LIMERO, VICE PRESIDENT AND INFORMATION TECHNOLOGY MANAGER,  
FLORENCE BANK
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