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Overview 

With the centralization of the UNF official website into the Ektron Content Management System in 2008, 
every aspect of web publishing changed considerably.  While content creation and editing remained 
decentralized, development of code, training, and support became centralized. This keeps users dependent 
on the web team.  
 
The initial migration project received a strong investment of resources and development effort, yet once 
150+ sites were fully on-boarded into CMS, the attention and resources dedicated to web needs was scaled 
back.  The strain is being felt in the following ways: 
 

• Increased demand for support and training of 500+ editors with continual turnover.  
• Increased demand for redesigns and fresh content now that migration is 6+ years past. 
• Increased demand for variation and flexibility within the UNF brand. 
• Increased burden and bottleneck on developers since all code development is performed by ITS. 
• Increased frustration by skilled users who are unable to do standard web development and design. 
• Increased frustration by users concerning the Ektron editor and system performance issues. 
• Steep learning curve for editors to understand not only Ektron CMS but also web marketing. 
• Stagnant web development due to inefficient request processes. 
• Diminished webmaster authority as position is increasingly dependent on ITS with limited ability to 

perform necessary webmaster duties. 
• Lack of clarity and vision due to web duties being split among departments with differing priorities. 
• Conflicts in governance as IPC governs web policy yet ITGC governs the use of IT resources. 

 
This is not a simple decision of whether to stay on this CMS or which features to implement. UNF must 
address a series of decisions concerning technology, governance, development, and support.  
 

Gap Analysis 

IPC Task Force  

During summer 2014, the Internet Presence Committee formed a small task force to identify functional and 
operational issues and opportunities concerning the current university web content management system in 
relation to existing and projected user needs.  

Members included: 
1. Cathy Cole, Director of Marketing and Publications (Chair) 
2. Dmitriy Bond, Director of ITS Enterprise Systems 
3. Deb Miller, Director of CIRT  
4. Gordon Rakita, Director of ITS Academic Technology 
5. Karthikeyan Umapathy, Associate Professor, School of Computing 
6. Inka Joensuu, Associate Director, Admissions Marketing and Publications 
7. Dee Baldwin, Associate Dean, Library 
8. Kayleigh Harrison, Student Government/Student Affairs 

Additional support included:  
               Dave Wilson (CIRT), Haylie Snipes (Public Relations), Marian Watters (ITS)  
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The task force was charged with delivering a gap analysis and recommendations for addressing how each gap 
might be eliminated or narrowed. The Task Force conducted two separate surveys and four focus groups to 
gather feedback from both Ektron CMS editors (official websites) and faculty members (academic websites). 

User Feedback 

The feedback gathered from both constituent groups show strikingly similar needs. Users were less 
concerned with innovative features and more concerned with everyday usability, design, and support for 
web editing. However, the content requirements and goals for official versus academic sites vary enough to 
preclude a “one size fits all” approach.  See Appendix 2 for further information.  

Top concerns identified in the surveys and focus groups include: 
 

1. People want an easy to use and intuitive interface. 
Users want to get edits done quickly, not spend time learning or “fighting” with technology.  
Ektron CMS is slow and unfriendly, difficult to format content, and inconsistent across browsers.  
 

This need is dependent on the choice of CMS. 
 

2. People want greater flexibility and freedom in template design.  
Users want more variation and choice in templates affiliated with the UNF brand. They also request  
fresh designs because current templates are extremely dated and consistently boring.  
 

This need is independent of the choice of CMS. 
 

3. People want more training and support/consultation opportunities.  
Users are seeking more training, consultation, and support opportunities. This could include repeat 
training to continue working with CMS, advanced training to learn new features, individualized 
consultation to achieve specific goals, or support for student assistants maintaining website for faculty. 
 

This need is independent of the choice of CMS. 
 

4. People want content that creates a dynamic or interactive experience.  
Users want better delivery of content so that it engages their audiences. This includes better 
navigation, social integrations, multimedia support, data collection/management, and more. This is a 
primarily consideration of content strategy, but also relates to development and technical features.  

 

This need is partially dependent on the choice of CMS.  
 

5. People have a wide range of experience levels and needs.  
Users expressed equal demand for more freedom (ability to control own site) vs assistance (plug-and-
play options). Many want ability to develop own layouts and features without depending on the web 
team, while others want ready-to-use functionality which requires more involvement by Web Team. 
 

This need influences the implementation of any CMS. 
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Recommendations 

Governance & Web Strategy 

Governance 
Each semester the Web Team should provide a report to the Internet Presence Committee about strategic 
issues and opportunities concerning the UNF website.  

• Industry Trends: Overview of trends/disruptions in the web environment and how UNF compares. 
• UNF Analytics:  Overview of data and insights.  
• Accomplishments: Overview of projects completed in previous semester. 
• Roadmap:  Overview of upcoming development based on user requests and organizational needs. 
• Roadblocks: Overview of obstacles or buy-in needed to achieve goals. 

Requires:  Support of IPC, time to research and report. 

Roadmap 
A development roadmap provides a vision for the future of the UNF website and ensures that decisions are 
made in the context of long-term and cohesive goals. This encompasses both maintenance needs and 
innovative enhancements concerning technology, code, and content.  

The roadmap should be developed in partnership with functional users and approved by IPC. Whenever 
possible, code and features should be developed to be both sustainable and reusable across any site. 
Requests by individual departments for point-solutions that do not align with the approved web strategy and 
roadmap should be evaluated by IPC.   

Requires:  Support of IPC, time to plan, commitment to adhere to and deliver on goals 

Think Tank & User Community 
The Web Think Tank is a select group of stakeholders with expertise in marketing, design, and technology 
who can identify and prioritize needs from a content-owner perspective. The Think Tank guides the CMS 
roadmap, champions requests that benefit the entire CMS community, and serves as beta-testers and early 
adopters of new features. 

The wider Web User Community can provide valuable feedback in the form of periodic surveys and focus 
groups to determine widespread needs and interest.  

Requires:  Support of users, a dedicated coordinator, time to coordinate, management of expectations 

Development Requests 

Request Intake 
Development requests often require conversation with an analyst to determine appropriate goals and 
requirements. Elevation to IPC for governance may be necessary. Requests likely fit within these categories: 

• Feature setup involves the easy implementation of officially supported features.   
• Packaged development requires analysis, coding, and testing based on a repeatable model. 
• Custom development requires analysis, coding, and testing based on unique requirements.  
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Development projects may require a Project Management Office request (or full involvement) so that 
developer resources can be allocated to the project. 

Requires:  Knowledgeable analysts to engage with customers, collaborate with Webmaster and PMO. 

Code Release Cycles 
The developer team has begun using release cycles for the deployment to web code. This impacts the timing 
of code fixes, but provides better tracking, collaboration, and management of code across the multiple 
environments. Once tested on Dev, code changes are held and deployed as a “release batch” to CMS  
Pre-Production and Production servers. 

• Emergency fixes are deployed as quickly as reasonable to restore degraded services (outages, errors).  
• Enhancements / maintenance are scheduled into an upcoming release cycle. 
• Projects / new development are deployed according to project timeline, ideally within a release cycle. 
• Redirects must be coordinated with ITS; often require simultaneous configurations within CMS. 

Requires:  IPC support, resetting expectations for timing of changes. 

Communication and Support 

Communication and Documentation 
Currently, communication to CMS users happens during upgrades or one-on-one support. There is 
opportunity to be more pro-active in communicating what web offerings and support opportunities are 
available:   

• Improve the CMS manual and training handouts (in progress). 
• Utilize login page to post more frequent announcements, known issues (similar to Blackboard Blog). 
• Utilize CMS support website to showcase features and services available for request or use.  
• Send periodic communications and reminders about where to get CMS support. 
• Send periodic surveys to the user community to elicit engagement and feedback.  

Requires: Time, continual oversight and updates. 

Training 
Users have asked for more training opportunities. With frequent editor turnover and demand for repeat 
training, this has become a time-consuming service. There is a need to streamline how training is offered.  
Options include:  

• Ongoing class training according to levels (basic, intermediate, advanced).  
• Ongoing open-hours for one-on-one assistance (this has been halted). 
• Online videos for self-help covering common tasks (use screen-captures) or tips.  
• Periodic sessions for advanced training or “brown bag” topics 

 

Additionally, web publishing requires understanding much more than just using Ektron CMS. Most editors are 
not experienced at marketing, copywriting, design, photography, video production, accessibility, and so on. 
There should be minimum qualifications or clearly-defined expectations for editors. Otherwise, these web 
skills should be taught as additional training or provided as professional services. 

Requires: Dedicated staff to plan and manage training, documentation, services. 
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Consultation Services 
There is a growing need for consultation services. Departments have business goals that often need 
discussion and analysis to determine a best course of action. This is different from training.  

Consultation can lead to: 

• Individualized training – “That is possible, let me show you how…”  
• Recommendations – “Here are a few options you might consider…” 
• Re-design or Re-organization Projects – “We can achieve that by changing the site…” 
• Development Projects – “We do not offer that yet, but we could create it…” 
• Non-CMS solutions – “This goal can be better solved by…”  

With the change to group-only training, Webmaster still has people request one-on-one time to discuss 
specific issues after training ends.  

Requires: Dedicated, knowledgeable resources to consult with users. 

Tier Support Model 
Currently, all 500+ editors work directly with one Webmaster. Very few colleges or departments have a 
central, dedicated web resource. Existing areas with dedicated resources or marketing expertise have proven 
to be the most engaged stakeholders with more successful web presences. 

If the Web Team worked with key stakeholders across all divisions who have relationships with the larger 
network of users within their respective areas, it will be easier to disseminate information, gather feedback, 
plan strategic initiatives, and coordinate maintenance. Such partnerships can reduce strains on web 
resources and empower departmental stakeholders. It does, however, require extensive collaboration.  

Ideally, we should have stakeholders from all five colleges, each division, Enrollment Services, and additional 
major units. These stakeholders are ideal participants in the Web Think Tank to drive the CMS roadmap.     

Requires: Commitment of resources within colleges and divisions. 

Troubleshooting Support 
Troubleshooting support is shared by both Public Relations and ITS. While Webmaster is first-tier support 
tasked with triaging (content issues, editor issues, browser issues), many items get elevated to ITS for closer 
investigation (system issues, code issues, technical issues, network issues). 

The best person in this role is someone who regularly uses CMS to know solutions and workarounds. Since 
Webmaster works in isolation, separate from IT, this also requires constant communication to keep 
Webmaster informed of behind-the-scenes technical issues in order to re-diagnose future instances quickly.  

Requires: Dedicated, knowledgeable resources. 
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Web Team Structure 

Web Team Resources 
UNF has resources supporting the web, but not a dedicated web team focused 100% on web initiatives.  
The core web team has long consisted of: 

• 1 staff in Public Relations (training, support, consultation, content) 
• 3 staff in ITS (system administration, development, design) 

The Webmaster works in isolation from the technical team and does not have support staff. Since moving to 
CMS, most evolution and decision-making concerning the web has been driven by ITS. 

Web Team Roles 
Core Roles Responsibilities 
Web Leader Guide web strategy, lead initiatives, make decisions, remove obstacles,  

build relationships with governance and stakeholders 
Content Consultants Help consult with stakeholders, analyze needs, create content, and  

perform redesigns or operational work 
Training & Communication Help communicate, train users, create documentation 
Support & Troubleshooting Help manage user permissions, investigate issues, respond to questions 
Front-End Development Manage code for design and layouts 
Back-End Development Manage code for functionality and integrations 
System & Server Admin Keep system operational  
Content Creator  Create and maintain web content (text, images, multimedia, documents, etc) 

 

 

Recommendations for Technology 
 

While there are certainly technical limitations within Ektron CMS, many of the problems facing the UNF 
website are rooted in UNF’s implementation of Ektron. Decisions made 6 years ago when first migrating to 
CMS are no longer meeting UNF needs.  

Changes to technology involve more than an upgrade. Much of the effort to bring Ektron up to a usable 
standard requires re-evaluation of our current implementation and substantial development (by ITS), not to 
mention support necessary to get the changes into use across sites (by Public Relations).  

1. System upgrade is needed to address workarea usability and browser compatibility (vendor code). 
2. Development is needed to address variation of templates, design, features (UNF code). 
3. Support is likewise impacted. Technical changes affect communication, documentation, training. 
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System  

Official Websites 
On the surface, UNF is facing one of two choices: stay on Ektron or switch to another CMS. With the recent 
Ektron-EpiServer acquisition/merger, now is a good time to at least research and understand how Ektron 
truly compares to other products.  
 

 Option 1:  
Stay on Ektron  

 Option 2:  
 Evaluate Alternative CMS Platforms 

Benefits • UNF is already invested in and familiar 
with Ektron CMS. 

• Opportunity to identify and align  
product selection with the needs  
of all UNF audiences. 

Disadvantages • Low user confidence in Ektron CMS. 
• Past trends by Ektron show the company 

moving in a different strategic direction 
than UNF’s needs.  

• Upgrade will not address all technical 
gaps. 

• Requires workarounds to address pain 
points and out-of-box features we 
discontinued. 

• Major project to analyze, obtain, and 
implement new technology. 

• The risk of an unknown system is that we 
will likely to encounter a different set of 
gaps and conflicts. 

Requires • System upgrade  
• Re-development of code 
• Re-implementation of sites  
• Re-training of users 

• Migration 
• Re-development of code 
• Re-implementation of sites 
• Re-training of users 

 
Academic Websites  
Academic website hosting requires additional in-depth analysis and decision-making, not fully addressed in 
this report. Considerations include (but are not limited to): 

• Should UNF assume academic websites as an officially supported web service offering? 
• What technical platform is best suited for the needs of faculty? 

Should it be the same CMS as the official UNF website or a separate system? 
• Where does governance of academic websites reside? 
• Who will provide operational support for academic websites? 
• Who will provide development support for academic websites? 

Additionally, the Task Force briefly discussed other web hosting requests received by the Web Team beyond 
both official and academic sites: student organizations, affiliate organizations, initiatives, consortiums, 
collaborations, and more. These types of sites are similar to the needs of academic websites. 
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Development 

Web standards and trends are constantly evolving, therefore websites require continual development and 
maintenance. A majority of the effort facing UNF involves technical development, which requires: 

• Analysis and continual feedback from users to identify needs and priorities.  
• Code development, design, and testing. 
• Re-implementation of features and functionality across websites. 
• Communication, documentation, and training. 

Enhancements to Templates/Design 
A CMS centralizes the development and maintenance of code, therefore users are dependent on the Web 
Team for enhancements and innovation. Redesign efforts have focused only on the UNF homepage, yet 99% 
of the UNF website uses template designs that are becoming dated, stagnant, and constricting. 

Development effort is necessary to:  

• Re-design templates with fresh and responsive design (front-end look and layout). 
Solves deficiencies in layouts and design; allows us to introduce flexibility and variation. 

• Re-evaluate our implementation of Ektron templates (back-end metadata / templateURLs). 
Solves deficiencies in template structure and dependency on Web Team for configuration. 

Development of Features 
While every CMS comes with a suite of out-of-the-box features (often quite similar), UNF has discovered that 
ITS development effort is necessary to make each feature usable to the needs of our editors. Frequently, this 
has resulted in custom UNF solutions – not using vendor code. 

Development effort is necessary to:  

• Re-evaluate and improve our existing features (plug-and-play or global functionality). 
Solves requests for additional or improved features; allows re-alignment to a roadmap. 

• Evaluate and develop new features (whether custom-created or out-of-the-box functionality). 
Solves requests for additional or improved features; allows re-alignment to a roadmap. 

Enhancements to Faculty Bio 
The Faculty Bio application is widely used for basic professional profiles, but it is limited. Faculty Bio is not a 
full, multi-page website or hosting platform. Several faculty requested enhancements to allow for more 
flexible category headlines and other formatting options. Communication and training is also needed; not all 
faculty knew Faculty Bio existed. 
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Appendix 1: Summary of Technical Recommendations 

  
 Recommendation 

 
 Impact  

Must this be addressed if we... 

Stay on  
Ektron CMS 

Switch to  
new CMS 

SYSTEM 

Upgrade to Ektron 9.1  
and Aloha Editor 

LOW. Technical upgrade is straight-forward, but testing is 
necessary to confirm upgrade solves issues. 
MODERATE: Aloha editor will affect training, manuals, 
support.  
Benefits: 
▪ Addresses many complaints about Ektron editing. 
▪ Addresses browser compatibility issues. 
▪ Improves user experience and performance of editor. 

Yes - 

DEVELOPMENT 

Re-architect templates HUGE. This is an under-the-hood re-implementation of 
Ektron template functionality to re-architect how users 
setup and manage page layouts and to simplify 
integrations with the Ektron database. 
 

Benefits: 
▪ Empowers self-reliance of users. 
▪ Improves code and website performance. 

Yes Yes 

Re-design templates MODERATE. This is a visual redesign of existing templates. 
 

Benefits: 
▪ Provides fresh and modern look and layout. 
▪ Improves mobile experience with responsive design.  
▪ Aligns layout decisions with current user needs 

Yes Yes 

Design various templates MODERATE. This expands options in visual design. 
 

Benefits: 
▪ Provides freedom of choice within an approved brand. 
▪ Provides flexible layouts that fit unique needs. 

Yes Yes 

Improve existing features  LOW-MODERATE. Existing features could be  
re-evaluated, enhanced, and communicated.  
 

Benefits: 
▪ Provides better functionality with existing features. 
▪ Provides new training and awareness of existing features. 

Yes Yes 

Implement new features LOW-MODERATE. Implementation of un-released  
out-of-the-box functionality requires development.  
 

Benefits: 
▪ Provides new functionality to meet user needs. 

Yes Yes 

SUPPORT (AFFECTED BY TECHNOLOGY CHANGES) 

Re-write user manuals and 
documentation 

MODERATE. User documentation is already in need of 
revision and improvements. 

Yes Yes 

Re-train users MODERATE. Training is already in need of  
re-evaluation and improvements. 

Yes Yes 
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  Benefits 
Can this be addressed with… 

Ektron CMS New CMS 

FEATURES    

Data Collection  Allow departments to collect, manage, and display 
structured content/data  

 Empowers self-reliance of users  

 
requires 
custom 

development 

TBD 

Events and Calendaring 
 

 Improve integrations with event and calendar systems 
 Improve data integrity and reduce double-entry 

 
requires 

integration 

TBD 

Embed  <form> Scripts 
 

 Accommodate external embed code that conflicts with 
Ektron code. ITS must currently rewrite external code  
such as <form> scripts now. 

 Empowers self-reliance of users  

? TBD 

Environment for Offline 
Redesign 

 

 Accommodate site redesigns or feature testing without 
interfering with live website.  

 Increases efficiency and ease of redesign projects 

? TBD 

Forms  Empowers self-reliance of users to manage online forms and 
simple data submissions 

 
available 

TBD 

Friendly URL Aliases 
 
 

 Changes auto-aliasing approach from ".aspx" to "/" so that 
default aliases are marketing-friendly 

 Empowers self-reliance  
 Reduces support of manual aliases by Web Team 

 
requires 

change in 
approach 

TBD 

Global Image Library 
 

 Improve the variety and crop of images that support the 
UNF brand 

 
available  

 

TBD 

Javascript/jQuery Plugins 
 

 Provide mechanism to add jQuery and javascript 
functionality without the use of smart form, like 
expand/collapse, sorting, filtering, etc. 

 Increases user experience and interactivity with content 
 Empowers self-reliance of advanced users  

? TBD 

Keyword / Tag Cloud 
 

 Allow ability to tag content with keywords for sort and 
filtering (requires IT customization) 

 Provides user-focused, dynamic, or interactive content 

 
available now;  

requires 
IT setup 

TBD 

Menus / Navigation 
 
 

 Provide more visual options for menus and accommodate 
more complex navigation structures. 

 Improves user experience navigating site 

 
requires 
redesign 

TBD 

Pagebuilder 
 
 

 Visual, drag-and-drop page layout functionality  
 Allows for a more intuitive experience editing / preview 

 
unstable 

Ektron feature 

TBD 

Photo Gallery 
 
 

 Improve existing CMS photo gallery with more options 
 Integrate with external photo vendors  
 Empowers self-reliance (no need for IT setup) 
 Reduces storage of high-resolution images on CMS server 

 
available;  
need to   

announce 

TBD 

Photo Rotations  Provides ability for users to easily create photo rotations 
and animations 

 Provides user-focused, dynamic, or interactive content 

 
available  

 
 

TBD 
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RSS (incoming feed)  Provides advanced functionality 
 Provides dynamic content integrations 

 
available  

 

TBD 

RSS (outgoing feed)  Provide advanced functionality 
 Provides dynamic and subscribable content 
 

 
available  

 

TBD 

SharePoint Integration  Allow integration with content and files on SharePoint  
 

 
requires 

development 

TBD 

Survey/Poll Integration  Allow embed surveys or polls from Qualtrics  
 

 
requires 

development 

TBD 

Social Widgets  Allow embed feeds from social media platforms 
 

 
requires 

development 

TBD 

Tabs  Allow organization of content into jQuery tabs 
 Provides flexible options for structuring content  and 

interactivity 

 
available; 
need to   

announce 

TBD 

Tool for Broken Links 
 

 Empowers users to keep content up-to-date and accurate 
 Empowers self-reliance  

 
requires  

development 

TBD 

Tool for Find and Replace 
 

 Empowers users to keep content up-to-date and accurate 
 Empowers self-reliance 

 
requires  

development 

TBD 

Video and Audio 
Integrations 

 

 Allows integration with multimedia from Sharestream 
 

 
available 

TBD 

Wikis  Allow integration with Wiki content from SharePoint. 
 

 
finish 

development 

TBD 
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Appendix 2:  Summary of User Feedback  
From Task Force Surveys and Focus Groups in Fall 2015 
 

 Feedback from CMS Users  Feedback from Faculty 
 Needs  Needs 

1. Easy to use and intuitive CMS 
2. Flexible design choices, variation in brand 
3. More training and communication 
4. More freedom vs more plug & play options 
5. More control over site 

1. Easy to use and quick setup 
2. Flexible design options, creative freedom 
3. Web-based editing and support for multiple pages 
4. Collaboration and multi-authoring 
5. More communication on tools available 
6. Portability (if faculty leaves UNF) 

 Complaints  Complaints 

1. Ektron and browser compatibility issues 
2. Difficulty formatting content using editor 
3. More training and support 
4. Current templates are dated and inflexible 
5. Overwhelming to non-experts 
6. Too controlled 
7. Cannot support custom code 

1. Not enough time 
2. Difficulty of using/keeping up with changing tools  
3. Lack of support for student assistants who  

maintain the website for faculty 
4. Faculty bio is useful, but limited 

 

 Content & Features  
 % of respondents who have or are interested in 

 Content & Features 

1. News and announcements (74%) 
2. Event calendaring (72%) 
3. Social media (64%) 
4. Photo Galleries (61%) 
5. Integrations with external content (58%) 
6. Student and faculty profiles (50%) 
7. Data collection (48%) 
8. Tagging / categorizing content (44%) 

1. Professional bibliography 
2. Scholarship and professional work 
3. Variety of media (photos, videos, audio) 
4. Integrations, social media, external code 
5. Tagging / categorizing content 
6. Data collection 
7. Marketing of Programs 
8. Interactive and Engaging Features 
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Appendix 3: CMS Usage Statistics 
 

 

 

281
313

Trained CMS Editors

Active Editors in 2015

Inactive Editors

The top 10 UNF webpages 
receive 37% of web traffic. 
Top 10 visited pages are: 

1. UNF Homepage 
2. Library Homepage 
3. Admissions Homepage 
4. Prospective Students Page 
5. Catalog: Undergrad Programs 
6. Academics Page 
7. Current Students Page 
8. Graduate School Programs 
9. Apply Now Page 
10. Housing Homepage 

 

38%

65%

Traffic on Top 10 Webpages

Top 10 Pages

Everything Else

Less than 50% of trained 
editors actively used CMS in 
last 5 months. 
Top 10 editors were: 

1. Catherine Trask (Catalog) 
2. Daniel Pearce (UNFFA) 
3. Robert Richardson (CCEC) 
4. Joanna Norris (PR) 
5. Jessica Scott (PR) 
6. Cindy Chin (UNFFA) 
7. Nick Eastham (COEHS) 
8. Leshell Hartney (CE) 
9. April Morton (Coggin) 

    

Only 30% of CMS content 
was edited in 5 months. 
Therefore, 70% content is 
either static, historical, or stale. 

594 Total 
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22251

73265

Content Updates This Year

Content updated in 2015

Content not updated
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