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Abstract

Good Web sites are part of business and they can be successfully used to lower hidden costs, including the cost of Web site ownership. A simple review of Web site development and maintenance practices shows areas of potential cost savings. Examples demonstrate potential cost savings of over $1 million on 1000 documents through the use of a down-load rather than HTML mark-up. When extended to both the Internet and Intranet, this becomes over $2 million. When 150 changes a year are made on a three-page site (or equivalent), over $500,000 can be saved. Other examples include over $68,000 on a tender process for a Web site and over $10 million for the duplication of effort for 500 documents. 

1 Systemic problem with Web sites

In the rush to adopt the Internet, some of the “world’s best practice” that existed in business have been overlooked. Through a simple review of processes, areas for lowering the cost of Web site ownership are investigated. 

The systemic problem with Web sites is that their development and maintenance reflects the processes and practices used for managing small simple sites. Techniques and methodologies for large-scale production and maintenance are required. Early Web sites were small and were built and maintained by specialists using essentially manual processes. As sites grow larger and more complex, the solution has been to keep developing them in a small way with more people, rather than optimising (automating/industrialising) the process. Just as assembly line techniques are used for the manufacture of cars, consumer goods etc., the same needs to be applied to Web sites. 
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Figure 1. Process for updating a Web site.

A review of a typical Web site development process, Figure 1, shows up further short-comings and large hidden costs. In the creation of initial content for release through traditional outlets there is a lot of back and forth as it gets informally reviewed, then formally reviewed and legal approval sought. Objectives may change and the process repeated, often involving several people. Usually some time after release or at the last minute someone realises that they need to have this content on a Web site too. A formal request for a change may be made through a system or change request made on an adhoc basis. 

Some scoping exercise is then completed whereby some idea of the requirements are actually established. The original material is then found, often in hard copy, and changes made to it by writing all over it and making crossings out. This may then go to legal for approval, who may make further changes. A piece of paper which is hard to read then arrives at the desk of a HTML coder who is told “this is the content we want, go mark it up by yesterday” and a soft copy of the original may be sent as an e-mail.

The content is then marked up and placed in the appropriate place in the site. The links are edited and the site adjusted accordingly. Many of these links are edited by hand and can often get missed on a large site. The original requestor then reviews the outcome and often changes their mind, causing the whole exercise to be repeated; new navigation created and contents changed. Legal may then be invited to review the site as well and further changes made. Eventually, the new content is made live, only to have someone else want to change it the next day.

Whilst such a process may seem comical and is fraught with difficulties, this is the process that exists in many organisations. This process is made even worse by the fact that many players are involved and this is for one site only. Most organisations replicate data in at least two sites and this process has to be endured for each of them.

2 Publication of documents

Potential saving of $1 million a year on 1000 documents.

Within the business environment Microsoft’s, Word, PowerPoint and Excel are standard operating environment. Where they are not, other applications that can read these file formats are used. Other standard applications include Microsoft’s Access and Project and Adobe’s PDF reader. More specialised but also standard applications include Microsoft Project and Visio.

Of all the information and documents a company may wish to make available via its Web site, a good proportion of them are initially produced using standard desk top tools before conversion to HTML. Furthermore, the majority of the recipients have most of these desk top applications and a PDF reader is available for free from the Adobe Web site. 

Consider an annual report. Considerable effort is invested in the preparation of a company’s annual report, often involving high quality graphics and colour printing. Instead of making it available as a PDF down-load, it is all too often replicated on a site as HTML with a loss of impact.

Many documents are produced within an organisation for publication to external clients and for use internally. If we assume that the full operational cost of a member of staff is $500/day and the average document to be made available externally takes 4 days to create and review, then for one document the savings can be seen, Table I. This simple illustration does not reflect the complexities of Web site publishing (higher cost) and is very easy to implement within the business. 

Some information may still be marked up as HTML or as flash movies for presentation reasons but much of the basic material can be handled accordingly. In addition, the recipient of an Excel spreadsheet or a PowerPoint presentation may wish to customise the document to reflect their own needs. As the documents become larger or more complex, the costs increase accordingly.
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Services 

$500

per day

Task

# people

# days

Cost

# people

# days

Cost

create original material

1

3

$1,500

1

3

$1,500

review material

1

1

$500

1

1

$500

replicate as HTML

1

1.5

$750

0

0

$0

proof HTML

1

0.5

$250

0

0

$0

$3,000

$2,000

saving 1 document

$1,000

saving 1000 documents

$1,000,000

present practice

optimised practice


Table I. Potential cost savings on the replication of documents as HTML.

Please feel free to edit the embedded Excel spreadsheet to reflect your business costs.
3 Site development

Potential saving of over $2 million a year on 1000 documents on Internet and Intranet.
Extend the document publication theme to multiple sites. A business may have an Internet and an Intranet site. These sites may have a different look and feel and a marketing document may be replicated on both as HTML. In the example shown, Table II, consider site 1 to be the Internet and site 2, the Intranet. It is not uncommon for an organisation to have both, for them to differ and the Internet to take longer as a more polished presentation is required.
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$500

per day
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# days

Cost

create original material

1

3

$1,500

1

3

$1,500

review material

1

1

$500

1

1

$500

replicate as HTML site 1

1

2

$1,000

0

0

$0

proof HTML site 1

1

0.5

$250

0

0

$0

replicate as HTML site 2

1

1.5

$750

0

0

$0

proof HTML site 2

1

0.5

$250

0

0

$0

$4,250

$2,000

saving 1 document

$2,250

saving 1000 documents

$2,250,000

present practice

optimised practice


Table II. Potential cost savings on the replication of documents as HTML on two sites.

Please feel free to edit the embedded Excel spreadsheet to reflect your business costs.
4 Publication on multiple sites

Potential saving of over $500,000 a year on a simple 3 page site, for 150 changes on one site. Over $1 million for Internet and Intranet.

The significant cost savings that have been mentioned previously have not explored the costs of Web site development. The systemic problem with Web sites is that the small-scale inefficient processes that were used for a small site are being used with large sites. The scenario shown in Table III reflects the truer costs of publishing material on a Web site. In this example, it is assumed that all of the graphics and related material are available and that a relatively efficient process is being used, e.g. templates. If this is not the case, then the costs will be higher.
Not only is a cost saving of over 50% realised with a quicker time to market but also the whole process is rationalised. For both Internet and Intranet, over $1 million can be realised. Many organisations may make more changes than those mentioned.

Currently, the Web site is not seen as part of an everyday business process and is maintained by specialists as an after thought. To get changes through is often difficult and time consuming for the business. All of these add further to costs.
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Services 
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per day

Task

# people

# days

Cost

# people

# days

Cost

create original material

1

3

$1,500

1

3

$1,500

review material

1

1

$500

1

1

$500

initiate Web site

1

1

$500

1

0.25

200

scoping 

1

2

$1,000

1

0.5

$250

supply content

1

1.5

$750

1

0.5

$250

HTML markup

1

2

$1,000

0

0

$0

proof HTML

1

0.5

$250

0

0

$0

edit links

1

1

$500

1

0.25

$125

review material

1

0.5

$250

0

0

$0

changes

1

1.5

$750

1

0.5

$250

$7,000

$3,075

% saving:

56.1

saving 1 change

$3,925

saving 150 changes

$588,750

duplicated on 2 sites

$1,177,500

present practice

optimised practice


Table III. Example Web site development costs and potential savings.

Please feel free to edit the embedded Excel spreadsheet to reflect your business costs.

5 Out sourced maintenance

Potential saving of over $68,000 on a tender process and of over $4000 saved on each 3 page site when out sourced.

Within many organisations, the development process is out sourced to specialist companies and the maintenance of sites becomes a harder process. Some development work is done in reply to tender, Table IV, whilst others repeat a similar process to that shown in Table III but with typically higher costs, than in-house, Table V.

Consider the tender process, Table IV. For simplicity, all internal services are $500/day and those for the supplier are $800/day
. It typically takes 3 people around 10 days to write a tender, send it out, review the outcomes etc. Many suppliers would recover the cost of the quoting process within the project costs and a typical estimate for this is shown in the reply to tender. Using the optimised process, this step would no longer be required. The development costs are reduced accordingly.
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Business Unit cost

3

10

$15,000

1

1

$500

Reply to tender

2

5

$8,000

0

0

$0

$23,000

$500

generate content

3

6

$9,000

3

6

$9,000

site design

1

5

$4,000

1

3

$1,500

develop site

4

25

$80,000

3

10

$15,000

test site

1

4

$2,000

1

3

$1,500

changes

1

2

$1,600

1

2

$1,000

$96,600

$28,000

%cost saving:

71.0

days saved:

72

cost saving

$68,600

present practice

optimised practice


Table IV. Example costs savings on tender process.

Please feel free to edit the embedded Excel spreadsheet to reflect your business costs.
In the optimised process, Web sites can be built in-house by non-technical people as part of an everyday business process. Out sourced development is typically more expensive, Table V. The time taken to do activities is typically longer when out sourcing is implemented. For simplicity, all internal services are $500/day and those for the supplier are $800/day. 

6 Reduced duplication of effort 

Potential saving of over $10 million a year can be realised through reduced duplication of effort. This is for 500 documents on one site only and does not consider multiple devices.

The discussion so far has assumed an optimal business. That is, things can be found quickly and no recreation of material is required. The reality within many organisations is that documents and information are stored locally - not in a consolidated repository - and when people move on, much of this information is lost and needs to be recreated. All of this duplication of effort increases hidden costs.

The initial listing of tasks, Table VI, explains the process involved in creating a document and then getting it replicated to a Web site. The traditional method includes the reformatting of content as HTML. Suppose then that changes are required, the document has to be found (can not always be found) and then the changes replicated on the site. The costing of making changes to a document 3 times in a year and its replication as HTML is shown under the scenarios. 

It is often the case that the same content is replicated across multiple sites, either because of internal business inefficiency or as a result of it being sent out to other organisations for duplication. Sample costing for replication with and without document loss is shown. The process is also shown for 1000 documents, a not untypical number. The ability to deliver to any number of Web sites and any device is an additional cost that can also be eliminated.
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# days
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create original material

1

3

$1,500

1

3

$1,500

review material

1

1

$500

1

1

$500

initiate Web site

1

1.5

$750

1

0.25

200

scoping 

1

3

$2,400

1

0.5

$250

supply content

1

2

$1,000

1

0.5

$250

HTML markup

1

2

$1,600

0

0

$0

proof HTML

1

1.5

$750

0

0

$0

edit links

1

1.5

$1,200

1

0.25

$125

review material

1

0.5

$250

0

0

$0

changes

1

2

$1,000

1

0.5

$250

$10,950

$3,075

% saving:

71.9

saving 1 build

$7,875

saving 150 builds

$1,181,250

present practice

optimised practice


Table V. Example costs for out sourced development.

Please feel free to edit the embedded Excel spreadsheet to reflect your business costs.
7 Web site development costs

Savings like those mentioned can be realised through the systematic application of proven business principals and by:

· entering all content (documents and transactional data) through a unified work-flow;

· storing all of that content in a consolidated repository;

· systematic application of metadata (data about data) to the content at time of entry;

· fragment the content and separate it from presentation;

· delivery of content to Web sites through role based page types (templates);

· one application for the hosting of multiple sites;

· role based access brings Internet and Intranet together;

· development of sites using proven business processes;

· minimal coding through the use libraries for forms and back end integration requirements.
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Services 

$500

per day

Task

# days

Cost

# days

Cost

create document

3

$1,500

3

$1,500

replicate as HTML

2

$1,000

0

$0

find original

1

$500

0.25

$125

modify original

2

$1,000

2

$1,000

replicate as HTML

1

$500

0

$0

$4,500

$2,625

Scenario

(i)

repeat changes 3 times a year

$8,500

$4,875

(ii)

cost if document recreated 3 times

$11,500

$4,875

(iii)

cost to replicate (i) on 3 sites

$25,500

$0

(iv)

cost to replicate (ii) on 3 sites

$34,500

$0

(v)

for (i) on 3 sites for 500 documents

$12,750,000

$2,437,500

present practice

optimised practice


Table VI. Potential cost savings on the duplication of effort.

Please feel free to edit the embedded Excel spreadsheet to reflect your business costs.
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� $100/hour or $800/day is a typical market rate for HTML mark-up.
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		cost saving on production of a document in HTML

		Services		$500		per day

								present practice								optimised practice

		Task						# people		# days		Cost				# people		# days		Cost

		create original material						1		3		$1,500				1		3		$1,500

		review material						1		1		$500				1		1		$500

		replicate as HTML site 1						1		2		$1,000				0		0		$0

		proof HTML site 1						1		0.5		$250				0		0		$0

		replicate as HTML site 2						1		1.5		$750				0		0		$0

		proof HTML site 2						1		0.5		$250				0		0		$0

												$4,250								$2,000

		saving 1 document						$2,250

		saving 1000 documents						$2,250,000
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		cost saving on production of 3 Web pages

		Services		$500		per day

		Supplier		$800		per day

								present practice								optimised practice

		Task						# people		# days		Cost				# people		# days		Cost

		create original material						1		3		$1,500				1		3		$1,500

		review material						1		1		$500				1		1		$500

		initiate Web site						1		1.5		$750				1		0.25		200

		scoping						1		3		$2,400				1		0.5		$250

		supply content						1		2		$1,000				1		0.5		$250

		HTML markup						1		2		$1,600				0		0		$0

		proof HTML						1		1.5		$750				0		0		$0

		edit links						1		1.5		$1,200				1		0.25		$125

		review material						1		0.5		$250				0		0		$0

		changes						1		2		$1,000				1		0.5		$250

												$10,950								$3,075

		% saving:						71.9

		saving 1 build						$7,875

		saving 150 builds						$1,181,250

		duplicated on 2 sites						$2,362,500
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				cost saving on content duplication for one document

				Services		$500		per day

								present practice								optimised practice

				Task				# days		Cost						# days		Cost

				create document				3		$1,500						3		$1,500

				replicate as HTML				2		$1,000						0		$0

				find original				1		$500						0.25		$125

				modify original				2		$1,000						2		$1,000

				replicate as HTML				1		$500						0		$0

										$4,500								$2,625

				Scenario

		(i)		repeat changes 3 times a year								$8,500						$4,875

		(ii)		cost if document recreated 3 times								$11,500						$4,875

		(iii)		cost to replicate (i) on 3 sites								$25,500						$0

		(iv)		cost to replicate (ii) on 3 sites								$34,500						$0

		(v)		for (i) on 3 sites for 500 documents								$12,750,000						$2,437,500
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		cost saving on production of a document in HTML

		Services		$500		per day

								present practice								optimised practice

		Task						# people		# days		Cost				# people		# days		Cost

		create original material						1		3		$1,500				1		3		$1,500

		review material						1		1		$500				1		1		$500

		replicate as HTML						1		1.5		$750				0		0		$0

		proof HTML						1		0.5		$250				0		0		$0

												$3,000								$2,000

		saving 1 document						$1,000

		saving 1000 documents						$1,000,000
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		cost saving on production of 3 Web pages

		Services		$500		per day

								present practice								optimised practice

		Task						# people		# days		Cost				# people		# days		Cost

		create original material						1		3		$1,500				1		3		$1,500

		review material						1		1		$500				1		1		$500

		initiate Web site						1		1		$500				1		0.25		200

		scoping						1		2		$1,000				1		0.5		$250

		supply content						1		1.5		$750				1		0.5		$250

		HTML markup						1		2		$1,000				0		0		$0

		proof HTML						1		0.5		$250				0		0		$0

		edit links						1		1		$500				1		0.25		$125

		review material						1		0.5		$250				0		0		$0

		changes						1		1.5		$750				1		0.5		$250

												$7,000								$3,075

		% saving:						56.1

		saving 1 change						$3,925

		saving 150 changes						$588,750

		duplicated on 2 sites						$1,177,500
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		cost saving on tender process

		Services		$500		per day

		Supplier		$800		per day

								present practice								optimised practice

		Task						# people		# days		Cost				# people		# days		Cost

		Business Unit cost						3		10		$15,000				1		1		$500

		Reply to tender						2		5		$8,000				0		0		$0

												$23,000								$500

		generate content						3		6		$9,000				3		6		$9,000

		site design						1		5		$4,000				1		3		$1,500

		develop site						4		25		$80,000				3		10		$15,000

		test site						1		4		$2,000				1		3		$1,500

		changes						1		2		$1,600				1		2		$1,000

												$96,600								$28,000

		%cost saving:				71.0

		days saved:				72

		cost saving				$68,600






