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Executive Summary 

 The John Archer Library is located within the University of Regina campus, and provides 

many valuable services. The John Archer Library Revitalization Project has been developed with 

the goal of enhancing the library’s website, and increasing the value created for its primary 

stakeholders; students, library staff, university faculty, and the academic community as a whole. 

Some of the largest problems encountered with the current website are its haphazard layout, its 

unintuitive navigation, and the way in which beneficial resources and applications are concealed 

behind walls of links, and pages. This project will restructure the current website to display the 

library’s most useful resources, reorganize the layout of the site to make navigation easier, and 

remove any inefficiency such as dead links, or unused resources. This project will also add new 

features and application to increase feedback, and provide a basis for implementing updates as 

future needs change. Such changes include a rating system for the online catalogue, an online 

suggestion box, personalized blogs from knowledgeable staff, and a community forum that will 

allow library patrons to voice their opinions, and discuss various topics. Altogether, the cost of 

this project is estimated at around $40,000 over a twelve month period, though these figures are 

subject to fluctuations, as is the nature of IT projects. Though this price tag may seem large, an 

updated website can provide benefits that far outweigh the costs. A more concise website with 

easier to access information would save library staff many hours of assisting students, which 

translates to real cost savings. Additionally, the updated site would increase the library’s value to 

its users, which would increase its value to the university, which may result in an increased 

budget. The John Archer Library Revitalization Project is a simple, and efficient, solution that 

will create authentic value for the library’s stakeholders, and the university itself. 
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Background and Situation Analysis 

 The John Archer Library can trace its roots back to 1911 as a small collection of books 

for the Regina College. The library has occupied its current location at the University of Regina 

since 1974. The library exists for the purpose of adding value to the University of Regina, and 

one way in which it accomplishes this goal is through its website. However, the site was created 

six years ago during a period of many administration changes, and a lack of consensus around 

the ultimate goals of the site. As a result, the John Archer Library website was created in a rather 

segmented manner, and is home to considerable shortcomings. One of the largest problems 

discovered was regarding the convoluted layout, and navigation, of the organization’s website. 

While the site itself hosts a great deal of information, it can be difficult to maneuver through this 

data, and even more problematic to find the information needed. Considering the large amount of 

resources the library hosts, the benefits of a well organized, and easily navigable website are 

amplified, while the disadvantages of a poorly organized site are magnified as well. However, 

this problem also poses a great opportunity. If the library can reinvigorate its website to 

showcase, rather than conceal, all the wonderful features it has to offer, it could provide its 

stakeholders with significant benefits.  

 The John Archer Library operates in a non-competitive business environment. They 

provide library services such as computer access and book lending to students of the university. 

The library also provides professors with research materials, additional class resources, and 

general interest reading materials. Many of the services that are offered by the library are free of 

charge, with the exception of printing services. The organization receives annual funding in the 

neighborhood of two to three hundred thousand dollars from the university. This funding is 
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based on a rather strict budgeting process in which the library must predict, and justify, all of 

their costs in order to receive funding. This typically leaves financial support rather tight 

throughout the year, and may be the cause of the poorly maintained website, and shortage of IT 

labour. The political environment in which the John Archer Library operates is closely tied to 

that of the university. This means that pressure is placed on the organization to closely align their 

goals, and strategies, with those of the university. The university’s goals are basically to serve 

the needs of current and prospective students, increase administration efficiency and enhance 

productivity, and increase the standing of the university on a regional, national, and international 

level. It is important to keep these objectives in mind while designing the website to ensure that 

the library continues to be an integral part of the university’s value chain. Though the library 

operates in a particularly non-competitive environment, there is still pressure to keep up with 

similar institutions such as the University of Saskatchewan’s library site, or similar university 

library websites. Though other academic institution’s websites will be the primary source of 

future trends and updates, this does not mean that inspiration cannot be drawn from commercial, 

or entertainment based sites.  

 The organizational environment of the library values quickness, and efficiency. There are 

three main departments in the library; circulation, records management, and IT. The IT 

department is quite small, and contains only two people; the head, and an assistant. Together, 

they are responsible for small scale updates and site maintenance, systems management, network 

management, and troubleshooting. The records department is responsible for maintaining the 

information, and resources, that the library has on hand, as well as managing the libraries 

databases. Circulation is responsible for managing borrowing records, collection of borrowed 

books, finding particular books or articles, and placing returned books back on the shelves. 
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Though the employees are usually kept quite busy due to staffing constraints, the IT department 

is by far the busiest. This is a result of a small number of staff trying to keep up with an 

increasing demand for website maintenance, and improvements. 

 The technological environment in which the library operates requires a relatively 

sophisticated data management system. The organization is highly dependent on technology to 

operate effectively, and provide many of its services. It uses Oracle database software to manage 

most of their data, such as student information, borrowing history, due dates, and other 

meaningful information. Employees are all familiar with many of the IT systems the library uses, 

but lack a significant understanding of how the systems work. This results in additional pressure 

on the IT staff. Labour relations between employees are good, although as the workload of the IT 

staff becomes heavier, or more urgent, these labour relations are at an increasing risk of 

deteriorating. 

Project Outcome 

 The vision of the John Archer Library revitalization project is simple; to increase the 

library’s value to the university, and to help it serve and assist the library’s stakeholders. In order 

to do this, the website will need to be revamped, and reconfigured, so it is easily navigated, 

efficient, and aesthetically pleasing. The goals of this project are to increase the usage of 

underutilized resources, alleviate pressure on staff by making important information easy to find, 

and to provide the library with the greatest benefit for the smallest cost. The success of this 

project will be determined by how well each of the above goals are completed.  The number of 

visits to a particular page can be used to measure whether resources are being utilized more 

often. If the number increases substantially, it is reasonable to assume that the project has 
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accomplished this goal. To determine whether pressure on the library staff has been decreased, a 

simple questionnaire can be administered asking if they have noticed a significant decrease in the 

amount of help required by library patrons. As for determining whether the library has received 

the greatest benefit for the least cost, it is only necessary to list all the benefits, and determine the 

cost to achieve each of those benefits via the next best alternative. This revitalization project 

would also include additions to the website such as a rating system for the library catalogue, an 

application that allows users to bookmark sources of interest, personalized blogs from 

knowledgeable staff, and a community forum that would allow students, staff, and professors to 

discuss everything from favorite novels, to desired improvements. This would provide a simple 

and efficient way to gather information about the websites pros and cons, and provide a basis for 

justifying future updates.  

 This project would center on the redevelopment of the library’s website, thus allowing it 

to provide a greater benefit to its users. The new website will provide significant feedback that 

will aid in everything from future updates and patches, to trend analysis. Functionality will be 

the focus of this project, but aesthetics will be of significant consideration as well. Since the 

website will require considerable refurbishing, the project is expected to take approximately 

1000 hours over the course of a year. This estimate is based on evaluations from the library’s IT 

department, though they have also stated that this estimate is subject to fluctuations depending 

on the amount of revision required. The updating of the website would be handled primarily by 

the university’s IT department, as is customary of large-scale projects such as this. In order to 

manage the scope of this project, which is a sole focus on the library’s website, frequent contact 

with the client will be maintained. This will keep expectations in line with reality, and allow for 

quick responses to any change in the needs, or requirements, that may occur during the life of the 
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project. Through consultations with key stakeholders, we have determined the primary 

shortcomings of the website. The result of student surveys indicates that they desire an easier, 

better organized website with an emphasis on important features, and applications. Meetings 

with library representatives have revealed that a more efficient website with tutorial-based 

learning would decrease the time they spend assisting students, and allow them to be more 

productive. The John Archer Library Revitalization Project will tidy up the website, emphasize 

important information and resources, offer tutorial-based learning, and will include many other 

features that will help the library create value for its stakeholders. 

Cost-Benefit Analysis 

 Since the John Archer Library is a relatively small organization, they outsource most of 

their larger IT-based projects. The library does have its own small IT department for dealing with 

in-house issues, but any large scale IT operations are typically outsourced to the university’s IT 

department. However, the local IT department will maintain an active role in the creation, and 

implementation, of the website, and will be solely responsible for maintenance, and updates. 

 This project is intended to revamp the library’s website, making it a more efficient tool 

for students, staff, and faculty, and more closely aligning the libraries goals with those of the 

university’s. Making the site more efficient would alleviate pressure on the IT department, 

freeing their time up for other projects, maintenance and updates, while aligning the library’s 

goals would strengthen their value chain with the university. Reducing strain on the IT 

department could also mean less overtime for IT staff, which would result in significant savings 

for the library. Additionally, the increased value of the website could be used as justification for 

a larger budget from the university. Revitalizing the site could also present potential resource 
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benefits. As dead links, and inefficiencies, are weeded out, the library site becomes streamlined, 

which means less memory is required to store the website. Additionally, a less bulky site results 

in less strain on the servers processing information requests. This means faster response times, 

and happier stakeholders. 

 Though the cost of this project is difficult to nail down, estimates of all-in costs hover 

around $40,000. These costs are based on similar projects, such as the renovation the of the 

Luther College website. Additionally, online web development corporations such as Webpage 

FX, Prime Web Design, and Numatek were consulted to arrive at the $40,000 figure. This 

conclusion seems reasonable given the time budget of 1,000 hours. However, as stated by all the 

web developers, and technologists, these costs are subject to fluctuations. This is quite common, 

given the technological, and therefore somewhat uncertain, nature of this project. However, it 

was also stated that budget creep is not typically significant enough to warrant considerable 

concern. Though $40,000 may seem like an overwhelming investment, it is in fact a very 

efficient allocation of the library’s financial resources. Even assuming the updated library 

website saves the full time IT staff only one hour per day of site maintenance, and staff or 

student assistance, the project will save $6,240 per person per year, assuming their salary 

remains at its current level of approximately $50,000 per year. Based on the conservative 

estimates of this benefit alone, the project will have paid for itself in just under six years. It is 

expected that the updated site will provide benefit throughout its lifespan, and that a fundamental 

change will not be required for approximately eight to ten years. This is not to say that patches 

and updates will not be necessary, but they will be relatively minor projects. A cleaner, more 

efficient website will also ultimately aid in the transition to an e-library; a trend that is already 

beginning in the John Archer Library. The better resources are organized, and the easier they are 
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to access, the more these resources will be used. The more online resources are used, the more 

encouragement there is to convert additional resources. Finally, the more online resources the 

library has, the fewer physical copies they need, and the lower their costs become. The transition 

to an e-library philosophy would result in lower operating costs, and that transition begins with a 

polished and professional website. Additionally, the new site will contain interactive elements 

such as an online suggestion box, rating systems, and community forums. These features will 

provide invaluable information for future updates, and help keep the library current with the 

changing needs of its stakeholders. To otherwise gather the information that these elements 

would provide would be a costly process of surveying, interviewing, and researching 

stakeholders. The new John Archer Library website will allow important information to be 

volunteered directly to the library.  

Implementation Strategy 

 This project will require the teamwork of many individuals filling many different roles, 

and positions. One of the positions will be filled by the project’s web designers. The web 

designers will be responsible for the overall design of the website, and the layout of the 

corresponding pages. They will need to make the website aesthetically pleasing, while ensuring 

its navigation is intuitive, and efficient. Another important position will be occupied by the 

programmers. The responsibilities of the programmers will be to create the code that runs the 

website, and essentially bring the web designers vision to life. These programmers must be 

proficient with coding, but must also be able to troubleshoot any problems that arise. Another 

role that will be required is that of the project leader. The project leader will be responsible for 

ensuring that the project, as well as any deliverables, is completed on time. They will also be 
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responsible for facilitating communication between the web designers and programmers to 

ensure the resultant website accomplishes all of the goals it was created to achieve.  

 A vigilant human resource management strategy will be an integral part to ensuring that 

the end result of the project is of the highest quality. The project leader, with the assistance of 

two co-workers, will be responsible for settling conflicts. Though the project leader will have 

ultimate discretion, the co-workers will be encouraged to participate in conflict resolution 

process. Disciplinary action could include anything from a verbal warning, to termination of 

service, depending on the severity of the dilemma. Deliverables will be due at the end of each 

month to ensure that the project is progressing as scheduled. Each deliverable will be reviewed 

for quality assurance purposes. It is expected that the design and layout portion of the project 

will be completed within two months, with the programming aspect to take approximately seven 

months. Of the remaining three months, it is budgeted that two months will be used for 

implementation of the finished code, and pulling the site together. The final month of the project 

will focus on troubleshooting, debugging, and ensuring the website runs as intended.  

 The project budget of approximately $40,000 will be allocated based on the estimated 

time each task takes to be completed. An approximate monthly budget of $3,300 will be the 

projects operating assumption. By task, the web design and outlay portion is expected to take 

approximately 160 hours, and will be given a budget of $6,400. The programming and coding 

section is expected to take around 580 hours, with a cost of $23,200. Implementation will take 

roughly 160 hours as well, and will also be budgeted at $6,400. The troubleshooting and revision 

aspect of this project will take about 100 hours with a budget of $4,000. 
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 Primary stakeholders in this project will include the library staff, university faculty, 

students, and the academic community at large. Each stakeholder will have different, and 

sometimes conflicting, requests and requirements, and these needs may be subject to change 

throughout the life of the project. To keep up with the dynamic needs of the stakeholders, 

information on the projects progress, and deadlines, will be collected on an ongoing basis, and 

communicated via email to the stakeholders each month. Important information such as budget 

changes, or significant complications, will be reported to stakeholders as soon as it is discovered.  

 A significant risk of this project is a creeping timeline scope. Information technology 

projects are notorious for unanticipated difficulties, bugs, and glitches, which often delay a 

project’s expected completion date. This has the potential to drag out the length of the project, 

and increase its overall cost. However, this can be mitigated by staying vigilante in response to 

problems, and bugs. This proactive approach to problem solving will be a joint responsibility 

task. The programmers, and web designers, will be responsible for reporting any difficulties they 

encounter, and the project manager will be responsible for ensuring those problems are 

addressed, and rectified, in a timely manner. Another risk of this project is that the updates will 

not be as beneficial as anticipated. This could potentially undermine the integrity of not only this 

project, but future renovation projects as well. Though this is a possibility, current estimations 

regarding the benefits of this project have been conservatively stated, and are the results of direct 

feedback from stakeholders. Since the new website resolves problems directly quoted from 

stakeholders themselves, it is unlikely that they will be displeased with the outcome. However, if 

stakeholders do find significant fault with the new website, it is possible to reconstruct the 

aspects with which they are dissatisfied. These changes, depending on the magnitude, would 

require additional time, and funding, to complete. The overall success of this project will be the 
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responsibility of everyone involved in its inception; the web designers, the programmers, and the 

project manager, but accountability of this issue would ultimately fall upon the projects 

consulting team.  

 Though this project would be beneficial to the John Archer Library, it is not without its 

limitations. Because this project focuses on the online portion of the library’s services, it is not 

likely to increase physical traffic to the library itself, nor is this project likely to increase 

borrowing rates. Additionally, the IT industry is extraordinarily dynamic and subject to 

revolutionary changes in a relatively short timeframe. As a result, this site may become outdated 

without adequate warning as stakeholder’s needs change, and adapt. However, this website will 

provide a medium through which they can communicate their changing needs, which will 

undoubtedly assist with future updates to the website. 

 This project has been prepared with the assumption that adequate IT resources will be 

available, and that the sample of consulted stakeholders was representative of the population. It 

has also been assumed that coding used by the programmers will be compatible with the coding 

already used by the current library website. This will quicken the revamping process as certain 

pages can be recycled, and will reduce the number of compatibility-based problems encountered 

in the reviewing process. Another assumption made by this project is that the programmers 

possess the skills and proficiency to create the features and applications required by this project. 
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Appendix 2 

 

Risk Probability Impact Mitigation 
Strategy 
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Appendix 3 

 

 

 
Duration(hours)  

Preperation and 
Planning 160 
Development and 
Preliminary Testing 580 
Implementation 160 
Final Testing and 
Review 100 

 

16%

58%

16%

10%

Duration 

Preperation and 
Planning

Development and 
Preliminary Testing

Implementation

Final Testing and 
Review


