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About SORCE

Here at SORCE we are proud of our award 
winning Engage intranet software which  
has been transforming communications  
for businesses since 2001. 

Choosing the right intranet software for your business is an important decision  
and each business will have different requirements. Our software enables you  
to create the intranet that works for you. 

You can be up and running in a matter of weeks and we are here to help you 
through every step.

“Engage is one my favourite  
products to work with, 
and one of only few 
that I wouldn’t hesitate 
recommending to other 
organisations. Engage has 
been an invaluable platform 
for developing applications 
that have become integral 
to our business.”
David Thompson, Operations Director 
Santa Maria

Winner of awards
• Intranet Solutions Provider  

of the Year 2017/18
• Intranet Software of the  

Year 2017
• Best intranet solutions 

provider 2016 and 2017
• Most innovative intranet 

solution 2016
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Welcome to our ultimate guide  
to intranet steering groups
Your steering group is at the core of your intranets  
continued success. 

This guide provides lots of great insight into what a steering group is, how to create one and how they should run. 
We have included some practical exercises and tips to help you create your own intranet steering group.

What is an intranet  
steering group?
Let’s start at the beginning. A steering group 
(sometimes known as an intranet team, committee, 
review panel or advisory group) is a group of people 
who come together to provide input on the progress 
of a given project. It may be formed entirely of staff 
within the organisation but more usually it is made up 
of a combination of internal employees and external 
representatives with particular expertise. In an 
intranet context, the steering group will draw together 
knowledge and experiences, from each area of the 
organisation, to guide the development of the intranet. 
It is useful to include at least one expert / service 
provider within the team as they can offer guidance  
on what the intranet can achieve. 

See our software in action
Book your demo now: ask.sorce.co.uk/demo
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5 REASONS  
You need an intranet  
steering group

The importance  
of a steering  
group cannot  
be overstated; 
the outcomes of 
group meetings will 
shape the future 
of the intranet and 
directly impact the 
business. In reality 
many organisations 
don’t have a formal 
steering group  
but recognise the 
need to have one, 
so don’t feel you  
are alone! 

1 Make sure the intranet is continually developed

Help make sure your intranet is the best it can be

Give everyone a voice

Ensure everyone is trained to use the intranet

To help keep your intranet on track and on budget

2

3

4

5

As the name suggests, a steering group helps to steer the project, ensuring  
it coincides with business needs. It’s important that your organisation’s intranet 
grows with the business, constantly improving its functionality. Without a steering 
group monitoring business needs, in conjunction with intranet efficiency, the 
intranet runs the risk of becoming redundant. 

Here at SORCE, steering groups are particularly important. To help you get  
the most out of your engage intranet, we recommend forming a steering group.  
Part of their remit is to continually evaluate your intranet’s performance and 
feedback new features they would like to see. This information feeds into the 
continual development schedule.

Many employees might have ideas about how their job could be made easier, 
for example by being able to access company documentation from their private 
computer while at home, but sometimes they are not confident in suggesting  
ideas. This may be because they were not aware their idea was a possibility  
or because they do not know who to mention it to. By creating a steering group  
and ensuring everyone within the business knows who to raise intranet ideas  
to, everyone’s views, opinions and suggestions can be recognised.  

Your colleagues will have different intranet needs and it’s the role of the steering 
group to understand everyone’s user requirements and ensure that there is training 
and support available to enable everyone to feel fully engaged with your intranet 
and to be able to get the most out of it.

The final reason for creating an intranet steering group is to ensure that your  
project pre and post launch stays on schedule and on budget. It’s also the forum  
for monitoring how your intranet performs against your original objectives.
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What is the role of an  
intranet steering group?
A steering group won’t run your intranet project entirely but, 
if your members are engaged and briefed well, the steering 
group can have a very positive impact on the intranet overall. 

In short, your steering group’s role is to monitor intranet usage and efficiency within the organisation. The group 
will come together at scheduled times to report on findings and discuss ideas for intranet development. Each 
group member will have the opportunity to put forward new ideas, to raise any problems or concerns and to 
raise suggestions of things users would like the intranet to be able to do. These things can then be discussed, 
ideally with one or more intranet experts, to plan ideas for the future development of the intranet.

The steering group is responsible for:

Steering group members should:

• Monitoring the intranet budget and expenditure
• Monitoring the progress of the intranet against its goals
• Requesting new intranet functionality to address the needs of the users

• Establish themselves as a point of contact for all employees so people know  
who to raise ideas and concerns with

• Be forthcoming with ideas and suggestions in steering group meetings
• Report back to users on outcomes of meetings

How much does Engage intranet software cost?
Get your quote now: ask.sorce.co.uk/get-your-intranet-software-quote
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Who should be a member  
of your intranet steering group?
Each business is different and, as such, the ideal composition of your steering group will be unique to 
you. However, ensuring all areas of the business, standard / read-only users as well as senior managers, 
are represented is particularly important. This inclusive representation allows the intranet’s impact 
to be assessed at all levels. It can also be particularly useful to invite intranet experts and industry 
representatives to be a part of the committee as they can offer expertise and practical support, suggest 
new ways to meet the needs of users and present ideas that may not have been previously considered. 
Several of our clients have an intranet expert from SORCE on their committee to offer guidance and 
support.

Intranet  
Steering Group

Everyday 
users

Senior 
managers

Intranet 
experts
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What size should your  
intranet steering group be?
When thinking about creating a steering group for your organisation 
it is important to consider how big the group will be and who it will 
be made up of. 

If your organisation is relatively small you may only need a small steering group consisting of a few senior managers who can 
voice the opinions of those within their team. Conversely, if your organisation is much larger, or you have offices in a range 
of locations, the composition of your steering group may need to be larger to accommodate the views of all employees.  
In addition, you may consider creating several smaller committees (per location) as well as the main overall steering group. 

Small Steering group

Advantages Disadvantages

A small committee, made up of relatively senior people will 
offer status to the steering group ensuring its importance  
is recognised within the business.

A small committee may not be representative of the entire 
business’ experiences and views.

Decisions can be made relatively easily resulting  
in an efficient and rapid decision making process. 

Busy senior managers may not be able to dedicate  
sufficient time to the project and may put off meetings  
in favour of other jobs. 

Large Steering group

Advantages Disadvantages

A larger group means that a greater range of members  
can be included; from external representatives to read-only 
users, therefore representing a full spectrum of perspectives 
on the intranet. 

With a larger group there can be difficulty setting up  
and conducting meetings; it is important to think about  
the logistics of steering group meetings. 

By opening the floor to a wider range of feedback, greater 
ownership can be adopted by the user community and  
a wider presence can be established for the steering  
group within the business. 

See our software in action
Book your demo now: ask.sorce.co.uk/demo
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Roles within  
a steering 
group
The type of roles that make up your  
intranet team/steering group will differ  
from organisation to organisation, particularly  
if you are considering having a central team  
and extended subcommittees. However, the 
roles discussed here should give you a general 
idea of the type of representatives that should 
sit within the team.

General roles
Individual steering group members are not 
directly responsible for managing project 
activities but they provide support and guidance 
for those who do. Each member should:

• Understand the aim and purpose of the 
intranet

• Appreciate the significance of the intranet and  
their role within the steering group

• Have a genuine interested in the project 
• Establish themselves as a point of contact  

for people to raise ideas 
• Have a broad understanding of the intranet
• Review the progress of the intranet against  

the milestones set
• Consider ideas and issues raised with  

an open mind 
• Foster positive communication inside and  

outside of group meetings 
• Actively promote the intranet 
• Contribute to the evaluation of the intranet
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Specific roles

Intranet Manager
The intranet manager is responsible for the long-term success and delivery of your intranet.  
Whereas a Project Manager may be responsible for delivering a suitable intranet platform  
the Intranet Manager is responsible for delivering business value through your intranet.  
Their key roles include:

• Taking responsibility for your intranet’s overall success

• Raising the profile of your intranet within the business

• Driving employee adoption of your intranet

• Overseeing and taking the lead on communication regarding your intranet

• Working with intranet stakeholders to establish future development plans for your intranet

• Ensuring that all content within the intranet is well maintained and meeting user needs

Chair
Someone should be appointed Chair of the group to manage meetings, ensure they run  
smoothly and achieve meeting objectives.

Secretary

External expert
The role of an external intranet expert is to provide specific expertise to the meeting and present 
ideas about the potential possibilities for the intranet that may not have been considered. They can 
also give guidance regarding cost and time frame of new development ideas. They can  assess the 
success and performance of the intranet from an external objective perspective.

Other roles
There can be some confusion about the exact responsibility and accountability of each  
member within the team. However, the primary responsibility of the team is to work together  
to ensure the intranet is achieving the needs of all the users. Some members may have expertise  
in a certain area or you may have a representative from each area of the business or office location. 
It can be useful to set out everyone’s role in the initial meeting to ensure that all bases are covered 
and the group meetings are as effective as possible.
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One member should take on a secretarial role to record the minutes of the meetings 
so these can be distributed to the rest of the business and to go back to the intranet 
provider to help plan the next stage of future development.
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An intranet steering group is a great  
way of maintaining senior management 
support, raising the profile of the  
intranet and embedding it within  
the core of your business. 

A good steering group has members that are genuinely interested  
in the intranet and in improving its efficiency. It will be made up of  
a mixture of employees representing all departments within the business. 

What makes a great  
intranet steering group?

Each member  
is clear on  
what their 
responsibility  
and time  
commitments are

The group contains 
one or more external 
representatives  
to offer expertise  
and different 
perspectives

Key performance 
indicators are 
established so that 
progress can be 
assessed

Meetings are 
consistent and  
regular

Key factors of  
a successful  
steering group:

The meeting’s 
minutes indicate  
a clear plan of action 
and detail who is 
responsible for each 
task and what the 
timeframe is

Group and  
individual  
member’s  
roles are clear
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How often should your  
steering group meet?
To some extent, this is determined by the size and scale of your intranet project. For smaller projects, it might be sufficient  
to meet once or twice at the planning stage, then again at the implementation stage and then every few months to feedback  
on progress. For larger projects, the Committee may need to meet more frequently. The best method is to meet consistently  
and regularly for short meetings just to keep everyone updated and to ensure the intranet is meeting user needs. The longer  
the gaps left between meetings the longer the meetings will have to be and it can be difficult to keep group members engaged 
and the group may lose momentum and profile within the business. 

Here at SORCE we suggest, post launch, that steering groups meet bimonthly or quarterly. It’s a good idea to set dates for the 
meetings in advance and seek commitment from the members of the Committee to attend every meeting. Again, depending 
on the size of the project, it may be worthwhile to nominate a secondary / alternate member who can attend in place of the 
first nominee in case they are unavailable for one or more meetings. This is particularly important if there are several senior 
managers within the team as they may have unavoidable prior engagements which they have to attend.

How should the meetings work?

The meeting
Ideally the meeting would be  
in person, however, you may 
have to have a digital meeting, 
for example via Skype, to involve 
all the relevant people. The 
Project Manager or Intranet 
Manager would usually head 
up the meetings. The Chair will 
conduct the meeting according 
to the agenda, ensuring that the 
meeting runs smoothly and each 
member provides input. 

• It’s important to check  
through the list of action  
items from the previous 
meeting, confirming action 
taken, reporting back  
on progress and agreeing  
how to proceed with 
unresolved issues. 

• Time should be allotted to 
discuss new ideas and new 
issues and a plan of action 
should be agreed upon. 

Before the meeting
Before each meeting information 
should be circulated to everyone 
on the team. This might include: 

• An agenda, indicating the  
time planned for the meeting.

• Minutes of the last meeting, 
including an action list,  
so members can assess  
the progress made against  
the objectives since the  
last meeting.

• Any other documents to be 
considered at the meeting.

After the meeting
Following the meeting, a copy 
of the minutes and any agreed 
action points should be circulated 
to all members. This is important 
both for ensuring that the 
minutes accurately reflect 
the decisions and discussions  
of the meeting, and to get 
members moving on the actions 
they have agreed to implement. 

• The actions agreed at the 
meeting should be clearly 
labelled with the name of 
the individual responsible for 
each action and the expected 
timeline for implementation. 

• Details of the next meeting 
should be noted clearly. 



10  |  The Ultimate Guide to Intranet Steering Groups

Here is an example of an agenda for an intranet steering group 
meeting you can use.

Action

1 Review actions from previous meetings.

2
Problems or significant issues
•   This could cover training, technical considerations, outages, breach of policy.

3
Innovation update
•   Delivered by the Intranet Manager, this should be an opportunity to revisit  
     requirements and discuss process/efficiency improvements.

4
Staff or client feedback on:
•   Searching and browsing for content based on agreed metrics. 
•   Any staff ideas for improvement or inclusion.

5

Review intranet roadmap
•   Discuss the upcoming activities to keep the intranet fresh, relevant and a place  
     people want to go to.
•   Presentation by your intranet provider showing what’s new with the product,  
     and any ideas/experiences/quick wins from other people using the software or wider.

6 Assign tasks and next steps (tip: use your intranet to do this).

TOP TIP 
Meeting agenda
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     Initial & continuous involvement

To ensure that your group members are fully 
immersed and engaged in their role as a group 
member, it is important to involve them right from 
the very start of the intranet process. Allowing them 
to contribute to ideas at the planning  
stages and throughout the whole process is key 
for both continuity and engagement. This further 
ensures that each member can take ownership  
of their ideas. 

3

How to engage your  
steering group

For a steering group to be 
successful, group meetings  
must be productive. 

Group members must play an active role in discussion, 
requiring them to engage in conversation, present their own 
ideas (and ideas of their team), explain any opposition to 
proposed ideas and test out suggestions (rather than reject 
them immediately). Achieving this level of cooperation can 
be difficult, partly because being a member of the steering 
group only constitutes a small part of an individual’s job role 
meaning they may have limited time to commit to the project 
outside of meeting hours. Therefore, ensuring that group 
members are engaged during and between meetings  
is particularly important. 

     Point of contact

Group members will often act as representatives 
from different areas and/or departments within the 
business such as Marketing, HR and IT. To ensure that 
everyone within the business can raise ideas about 
how to improve the intranet (or to raise concerns), 
every steering group member must ensure they make 
themselves an established point of contact. By making 
themselves available, their role is recognised within the 
business and they are more likely to play an active role 
in the steering group, outside of meetings.

2

     Sign-up

It is crucial that everyone on your committee is fully 
invested in the success of the project. To ensure the 
right people form the team, your business could 
consider having a sign-up process which requires 
employees to physically register their interest 
in working on the project. This can encourage 
engagement and ensure that people adopt a level  
of responsibility for their role within the team.

1

     Value

Ensure that group members feel their work and 
involvement is valued. It is a privilege to be on the 
steering group and their contributions are extremely 
important. Remind them that ideas they put forward 
may formulate the future of the intranet and they 
are at the forefront of project development.

4  

     Departmental competition

Generate competition within the business; create 
prizes for the department with the best contribution 
and for the best ideas to ensure that representatives 
from each department are engaged and motivated 
inside and outside of meetings. 

5

     Encouraging an active role

It is important that all members of the committee 
play an active role. To ensure that each member  
is thoroughly invested in their role you could create  
a charter and require interested individuals sign  
up to the steering group. 

6
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East and North 
Hertfordshire NHS Trust
One of our clients, East and North Hertfordshire NHS Trust 
(the Trust), created a steering group when they underwent 
a complete intranet redevelopment; they set up the group 
during the intranet planning stages and the group continues 
to meet quarterly to monitor progress and discuss ideas for 
further development.

We have been working with the Trust since 2008 but back in 2015 they decided to undergo a complete 
intranet redevelopment to address the changing needs of their organisation. To ensure the new intranet 
represented the needs of its users and incorporated the range of functionality the Trust required, they 
created a steering group of 15 members to guide the project.

To guarantee engagement within the steering group, the Trust created an ‘intranet charter’ which required 
anyone interested in being a group member to sign up. This method of registration ensured that all members 
of the steering group were committed to the redevelopment project. The group was formed prior to the 
intranet planning stage and has continued post implementation. This has allowed for continuity and has 
ensured that the intranet’s effectiveness can be monitored against original as well as new development goals. 

In addition to the team of internal employees, the steering group also includes a representative from SORCE 
who has offered guidance and support throughout the whole process and continues to attend  
group meetings to ensure the intranet is working optimally.  

The new intranet went live in August 2016 and the Trust have had quarterly meetings since to assess the 
progress of the intranet. 

CASE STUDY

How much does Engage intranet software cost?
Get your quote now: ask.sorce.co.uk/get-your-intranet-software-quote
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Task Points to consider Outcome

 
Steering group 
name

 
E.g. <Organisation Name> Intranet Team 
<Organisation Name> Intranet Committee  
<Organisation Name> Intranet Panel 

 
Group size

 
How many people do you want to represent the ideas 
of the organisation? 

Would the organisation best be served by a small, 
efficient group or is a larger committee needed to 
represent the views of everyone in the business?

We recommend between 8 and 15 members to offer 
good representation without being unmanageable. 

 
Positions

 
What positions will you delegate amongst your team? 
E.g. Director, Chair, General Members  

 
Meetings

 
How frequently will the group meet? 

Where will you meet?

Will the meetings be conducted in person or over 
Skype / Conference call? 

 
Subcommittees

 
Will you have one committee representing your whole 
organisation or will you have smaller committees in 
each office/location? 

Will you form subcommittees to complete certain 
tasks and if so how large will they be? 

How will such committees report to the main team? 

EXERCISE  
Setting up your steering group
This worksheet sets out a range of things that you should 
consider when setting up your steering group. 

They should be considered before the team is formed and completed before the group’s first. This activity, 
will help to set parameters for the group, determine who will be responsible for which roles and tasks and 
set out what the committee seeks to accomplish, and help them work efficiently.
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Reporting

 
How will the group members record and report the 
views of the business? 

How will the meetings minutes be recorded? 

How frequently should the committee report back to 
SORCE? 

Will the minutes of the meeting be published to the 
rest of the business? 

 
Communication

 
Who will be the primary point of contact for the 
committee?

What are the preferred modes of communication 
between the committee? 

 
Mission / 
Objective

 
What is the purpose of your committee? 

What are you hoping to achieve? 

What specific goals would your users like the 
committee to achieve? 

What intermediate goals need to be reached? 

 
Plan of action

 
How will the committee go about accomplishing its 
goals?

Which members will be responsible for each task? 

 
Timeline

 
When does each task need to be achieved? 

Which milestones will be reached along the way? 

 
Evaluation

 
How will you evaluate the effectiveness of the 
committee? 

Would you like SORCE to offer feedback?

Will you conduct a self-evaluation? 

What criteria will be used to assess if the committee 
has successfully achieved its goals? 

See our software in action
Book your demo now: ask.sorce.co.uk/demo
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About SORCE

Here at SORCE we are proud of our award 
winning Engage intranet software which  
has been transforming communications  
for businesses since 2001. 

Choosing the right intranet software for your business is an important decision  
and each business will have different requirements. Our software enables you  
to create the intranet that works for you. 

You can be up and running in a matter of weeks and we are here to help you 
through every step.

“Engage is one my favourite  
products to work with, 
and one of only few 
that I wouldn’t hesitate 
recommending to other 
organisations. Engage has 
been an invaluable platform 
for developing applications 
that have become integral 
to our business.”
David Thompson, Operations Director 
Santa Maria

Winner of awards
• Intranet Solutions Provider  

of the Year 2017/18
• Intranet Software of the  

Year 2017
• Best intranet solutions 

provider 2016 and 2017
• Most innovative intranet 

solution 2016
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